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[bookmark: _a4ah8bf0v0im]1.0 Abstract
This assignment gives a critical assessment of Tesla's marketing strategy, indicating basic misalignment that affects competitive position. Analysis work based on strategic frameworks reveals five interdependent deficiencies: segmentation incoherence, PESTEL misalignment, positioning-operations gap, absence of measurement, and geographic misadjustment, forming a circular reinforcement mechanism that bleeds at any chance to make tactical fixes, which are isolated.
Diagnostic evidence of Tesla's premium innovation positioning vs. a transformed environment defined by cost convergence, autonomous capability standardisation, and service quality emphasis. Market data, such as volume growth coupled with decline in profitability, market share erosion, and collapse of brand preferences, shows organisational response inadequacy, not external threat.
In order to address segment incoherence, strategic remediation sub-brand architecture for segment coherence, PESTEL-aligned repositioning and measurement infrastructure to create accountability. Kotter's eight-stage change model outlines a structured approach to addressing internal resistance for enabling strategic reform and ongoing competitive advantage.
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[bookmark: _lqstlpmzamjx]2.0 Introduction
Strategic viability in the global electric vehicle (EV) market encompasses the alignment of organisational strategy with environmental dynamics (Collinson, Narula & Rugman, 2020). International competitive frameworks put forward that cost convergence, technology commoditisation, and regulatory standardisation limit differentiation potential (Daniels et al., 2021). LFP battery pricing ($80-100/kWh) and Level 2 autonomous driving adoption are examples of reaching technology parity, which cracks the competitive advantage (Tesla, 2025b). This trend has resulted in declining the value of novelty and an increasing emphasis from regulatory frameworks in various jurisdictions on safety and compliance and prioritising strategic changes towards operational reliability and quality of service (Tesla, 2025a). The ongoing volume increase (+45%) under conditions of falling profitability (-30%) and loss of market share (-24-52.9%) is illustrated in Tesla's 2024 Impact Report which proves misalignment of Tesla's strategic position on market realities and its environmental realities (Tesla, 2025a; Tesla, 2025b). Incremental marketing adjustments are not enough, making change management relevant to the driving of systemic strategic repositioning.

[bookmark: _b0kxnza0ub9l]Figure 1: Key Tesla Metrics – 2024 (Tesla, 2025a)
Tesla's mission – accelerating the sustainable energy transition – supports its vision of world EV leadership (Chari & Fernandes, 2025; Tesla, 2025a). However, gaps of operation limit strategic coherence: Service qualities shrink (-12 pp). Innovative pricing and lithium supply chain concentration (75% Chile) regarding capabilities deployment (Tschiesner et al., 2024). Energy business growth (44%) is under-resourced, and marketing allocation is 10-15% of spend. Strategic importance documentation highlights the necessity of segment-specific positioning, geographical optimisation and measurement infrastructure towards mission versus operational reality (Chari & Fernandes, 2025; Tschiesner et al., 2024).
Strategic management frameworks assist the critical evaluation methodology, distinguishing between analysis and descriptive assessment (Lynch, 2018). Module learning outcomes addressed include the systematic assessment of Tesla's strategic positioning in light of environmental conditions, organisational capabilities and competitive performance (Whittington et al., 2020). The report takes a step further than diagnostic analysis and makes integrated assessments and prescriptive recommendations that will enable an evidence-informed strategic remediation (Abdelazim, 2024).
[bookmark: _rb3olaohski8]3.0 Critical Evaluation of Tesla's Marketing Strategy
[bookmark: _kgh4thl0t0nn]3.1 Marketing Concept & Resource Investment Analysis
Tesla's marketing philosophy, as its corporate mission, substitutes ideology and visibility of the founder with regular promotion, in theory, consistent with marketing orientation logic (Whittington et al., 2020; Foreman et al., 2014). However, this model assumes a sustained responsiveness of markets, and this response is now missing.

[bookmark: _jqsx8mi0axg6]Figure 2: Marketing Resource Structure and Cost Orientation
Since its effectiveness has declined with the maturation of the EV market, which reduces the information asymmetry and consequently the power of earned media and symbolic branding and increases the reputational risk (Bickel, 2024; Bakker et al., 2023). Critically, the absence of clear performance metrics to measure them makes it impossible to measure the return on an investment and to correct things. This creates a strategic idea of governance deficiency with rhetoric versus spending more (Chari & Fernandes, 2025). As Tesla aims to achieve mass-market volume, the company's one-size-fits-all model of marketing through ideology will risk structural misalignment with its core growth imperatives.

[bookmark: _iolom27ogvr9]Figure 3: Market Context and Performance Signals
[bookmark: _1uqthqeivsum]3.2 PESTEL Macro-Environmental Analysis
[bookmark: _xdknqz6na1a8]3.2.1 Political Dimension
Tesla's political environment is characterised by international trade policies, national EV policies and EU green claims directives. Section 301 tariffs (100% on Chinese EVs) result in direct exposure for the Shanghai Gigafactory; thus, there is a necessity to diversify across the US, Mexico and Germany to reduce the concentration risk (Pares et al., 2024). Marketing, however, fails to convey this resiliency of the supply chain, masking a real competitive differentiation. In Europe there is a European directive (2024/2600) on the substantiation of environmental claims, leading to compliance requirements on marketing strategy and limiting European market access (EU Publications, 2024). Tesla must adapt geographic targeting and messaging with national divergence around EV policy and take advantage of Europe's economic potential (Tschiesner et al., 2024).

[bookmark: _otf8x668ep9w]Figure 4: Political–Regulatory Indicators
[bookmark: _vzti9vv8o4dn]3.2.2 Economic Dimension
EV production costs will take a decade to catch up with the internal combustion engine by 2027, cutting into the historical margin advantage of Tesla, differentiating pricing and communicating the value (Reuters, 2024). Global EV adoption forecasts of 85 million units of vehicles by 2025 provide huge growth opportunities against intensifying competition intensities, primarily from Chinese OEMs (Nolan, 2024). Regional differences in adoption are key areas, with China as the most important market (45%+ of global volumes) and Europe as a high-growth opportunity where Tesla's market penetration is underdeveloped (L, 2025). Broader market cyclicality in the auto industry, 16.3 million new vehicles predicted to be sold in 2025, and interest rate pressures place pressure upon consumer spending and predictability of marketing returns (Cox Automotive, 2025a). 

[bookmark: _j9h0dacxg02x]Figure 5: Economic Indicators
[bookmark: _bgp30nguzga6]3.2.3 Social-Cultural Dimension
Tesla's sustainability, innovation and technology leadership stories interface with social trends, but the gap between aspirational claims and working reality evaporates credibility. Battery recycling capacity (7 GWh/annum) is a mere 3-11% of production volumes, which runs the risk of greenwashing and regulatory responsibility (Nurdiawati & Agrawal, 2022). EV adoption is carbon emissions reduction, but the global messaging produced by companies like Tesla does not account for regional differences in grid intensity (Ohio: 20-30 tonnes; California: 70+ tonnes) and therefore is inaccurate in its sustainability arguments (Zhao et al., 2023). Workforce demographic diversification and the changing age structures affect its capacity to conduct marketing strategy effectively, and leadership support is essential for employee engagement during strategic transitions (Bieling et al., 2015; Grey et al., 2023).
[bookmark: _9qybt6xpgm9r]3.2.4 Technological Dimension
Tesla's claims of autonomous driving warp the state of the technology to promote these Level 2 supervision systems as 'Full Self-Driving', which can cause legal and consumer expectation risks (Roy et al., 2022). Energy storage competitive advantage – Megapack 20% peak load & Virtual Power Plant 2.8 GWh annually under communicated (Wang et al., 2022). Vertical integration in the production of batteries creates cost and control over supply chain benefits but is easily imitated by competitors. Industry commoditisation and Chinese OEM technological scale-up (BYD, NIO, XPeng) further disrupt Tesla's differentiation, and European expansion by Chinese manufacturers leads to increased competitive pressure, asking for strategic repositioning more than premium pricing (Fedotov, 2022; Harding, 2024; Inagaki et al., 2025; Khaleel et al., 2024; Jolly, 2025).

[bookmark: _elyrnvcol831]Figure 6: Social–Technological–Environmental Indicators
[bookmark: _f3fe0w6gjpgi]3.2.5 Environmental Dimension
Tesla's sustainability claims added to regulatory scrutiny. IRA incentives are of a temporary nature, while EU green claim directives are demanding substantiation and transparency. Lifetime CO2 avoidance claims ("52 metric tonnes per vehicle") don't reflect regional variation, which is critical to understanding actual environmental impact. Circular economy claims are still very much aspirant, with battery recycling far short of the scale of production (Roy et al., 2022). Failure to implement credible, region-specific sustainability information can lead to regulations being enforced and adverse reputations.
[bookmark: _sryqpx11p5ma]3.2.6 Legal-Regulatory Dimension
Tesla enjoys inherent regulatory compliance advantages: EV platforms have efficiency levels greater than CAFE by 2-3x; WTO dual-use technology rules created regulation constraints for competitors (EPA, 2024). Still, marketing does not convert these regulatory tailwinds into value messaging to the customer. Non-communication of compliance advantage is a strategic gap, especially with traditional OEMs exposed to increasing environmental and fuel economy regulatory costs. Regulatory positioning could be both a competitive differentiator and a means of reassurance to consumers, but Tesla's marketing strategy ignores this opportunity.
[bookmark: _a21med45056a]3.3 Micro-Environment: SWOT Summary 
[bookmark: _ngxdukmtd1ng]Table 1: SWOT Analysis
	Strengths – Latent, Underexploited Assets
	Weaknesses – Systemic Structural Vulnerabilities

	· Substantial but unmonetised brand equity which hardly translates into sustainable pricing power, which reveals a structural contradiction (Shipley, 2020; Ghar, 2024).
· Historical scale, with integration benefits being neutralised by technology diffusion industry-wide and supplier convergence (IEA, 2025; Inagaki et al., 2025).
· Diversified energy business with high growth and remains under-leveraged in terms of storey and capital allocation (Bickel, 2024).
· A superior Supercharger ecosystem that creates lock-in but is geographically uneven, restricting its scalability as a worldwide good (Lei, 2025a).
	· Pricing volatility is actively demolishing the credibility of premium brands and signals strategic uncertainty (Huang et al., 2023).
· Decaying quality of service (conflicting innovation brand promise, undermining experiential differentiation) (Lei, 2025a).
· Accelerated convergence among competitors in terms of scale, technology and profitability is compressing Tesla's historical moats (Inagaki et al., 2025; Harding, 2024).
· Geopolitically concentrated supply chains are amplifying revenue concentration risk in the automotive segment (Wang, Qin and Zhang, 2021).

	Opportunities – Execution-Dependent Choices
	Threats – Existential Market Shifts

	· The energy market scales into a large stationery storage market, creating stability of margins and the possibility of counter-cyclicality (Bickel, 2024; IEA, 2025).
· Autonomy monetisation pathways (e.g., MaaS) with narrowing regulatory windows for first-mover advantage (IEA, 2025).
· Large geographical white spaces in under-penetrated areas (based on the adequate investment in targeted infrastructure) (Lei, 2025a)
· Chinese OEMs are disrupting the European market, creating transient consumer switching openness (Jolly, 2025).
	· Industry commoditisation with competition switching from innovation towards cost-led competition structurally compressing margins (IEA, 2025)
· Chinese OEM systemic dominance challenges Tesla's positioning cost parity and scales of superiority (Harding, 2024; Inagaki et al., 2025).
· Direct European displacement risk by lucrative, growing Chinese market entrants (Jolly, 2025).
· Intensifying the exposure to autonomy governance and an uncertain regulatory and liability way (IEA, 2025).


[bookmark: _74ales8asgwf]3.4 STP Strategy & Marketing Mix Effectiveness
[bookmark: _cq3zj7tbgwqm]3.4.1 Segmentation Analysis: Strategic Incoherence
Tesla's segmentation strategy represents a structural incoherence rather than strategic clarity. The firm is simultaneously targeting innovation-driven early adopters, sustainability-focused European consumers, price-sensitive Chinese buyers and aspirational emerging-market customers using a single global brand architecture. This "one-brand-fits-all" approach violates core segmentation theory, in which there should be alignment between consumer psychographics and value propositions. Empirical analysis confirms Tesla's international business strategy reflects inconsistent segmentation and targeting adaptation across markets; brand message standardisation results in positioning ineffectiveness in differentiated competition contexts (Ghar, 2024).
The non-existence of segmentation by region is another constraint to market responsiveness. Tesla's global positioning is less tailored to regional competitive and consumer dynamics with great variation in regulatory pressure, income elasticity and brand expectations (Lei, 2025a). This weakness is reinforced by market-specific evidence from East Asia; Tesla's market strategies in Korea and China highlight how positioning may be challenged by the strategies of local players who utilise tiered and city-level segmentation strategies, suggesting that regional segmentation effectiveness may be lower than optimal (Ding & Lee, 2023). Segmentation rigidity is therefore strategic ineptitude and not efficiency.

[bookmark: _b36my3m26nwj]Figure 7: Regional Segmentation Composition
[bookmark: _onx16qneku5u]3.4.2 Targeting Assessment
Tesla's targeting approach demonstrates over-concentration on mature, high-income areas while simultaneously under-allocating strategic attention to high-growth emerging markets. Strategic options analysis suggests that the positioning of Tesla may gain significantly from targeted and granular geographic segmentation and segment-specific messaging aligned with regional adoption trajectories (Lei, 2025b).
Current targeting is heavily based on emotional resonance and social currency, where brand symbolism is being reinforced but not market-specific value propositions. While being effective in the earlier stages of adoption, this strategy has manifested a dearth of strong positioning consistency across geographical markets and low scalability in the face of growing competition (Gao, 2023). High acquisition costs in saturated markets are a further sign of diminishing marginal returns of targeting priorities.

[bookmark: _vfun31q4pcf2]Figure 8: Targeting Concentration Indicators
[bookmark: _oy6bd5maweu0]3.4.3 Positioning & Contradictions
Tesla's premium positioning is running into ever-hardening market realities. As the intensity of competition grows, the differentiation in battery range, software capability and charging infrastructure are all converging. Competition intensity and valuation multiple illustrate an inverse relation, implying that the premium valuation of sustainability in Tesla is directly challenged by heightened competition (Liu, 2021).
Market position analysis shows that Tesla's future prospects are dependent not on persistence with a single unified premium narrative but rather on a strategy of strategic repositioning towards diversified segments. Maintaining one positioning approach accelerates competitive disadvantage as affordability, service expectations and feature parity fragment consumer demand (Lu, 2025).

[bookmark: _e6omqfm3pya]Figure 9: Positioning & Performance Metrics
[bookmark: _k1gyfgy6xhz6]3.4.4 Marketing Mix Coordination

[bookmark: _snkkw3g37esz]Figure 10: Tesla's 4P Analysis
Tesla's pricing strategy exposes a lack of coordination in the marketing mix. In China, fierce price cuts have activated the dynamics of the competitive strategy of Bertrand's competition, where price serves as the primary means of competition. This environment has rendered Tesla's premium positioning for sustainability ineffective, removing margins without accruing long-term competitive advantages (Huang et al., 2023). The resulting switch from differentiation to price-led rivalry is symptomatic of deterioration in the marketing effectiveness rather than adaptation of the marketing strategy. Overall, Tesla exhibits independent optimisation without any strategic integration across the 7Ps. Resolving this requires a resolution to the fundamental positioning dilemma: premium, mass market or structured sub-branded architecture prior to refining the marketing mix further. Without such strategic clarity, it will be internally contradictory and competitively unsustainable to continue executions.
[bookmark: _h9uo0ez1twyr]3.4.5 Ansoff Matrix Strategic Options
Application of the Ansoff Matrix indicates that the growth challenge for Tesla is not a lack of growth opportunities but rather strategic over reachability under debilitative margin circumstances.

[bookmark: _6tek7hf7uaex]Figure 11: Ansoff Matrix
[bookmark: _q5j4vuosldll]3.5 Communications Media & Measurement Framework
Tesla's communications strategy fails to protect brand differentiation. Its legacy message on innovation leadership is now largely symbolic in the face of competing capabilities closing capability gaps (Gao, 2023; Machin, 2025), whilst it undercommunicates some true advantages, such as its Supercharger network (DeLollis & Justice, 2024). This undermines competitive positioning.

[bookmark: _dw610cral6g6]Figure 12: Consumer Knowledge Advancement Undermining Communications Advantage
Governance is critically flawed in that the founder-centric communications replace the structured communications, rendering volatile perception and fragmenting brand meaning (Ghar, 2024; Lei, 2025a). Furthermore, there is no measurement framework and thus no accountability or evidence of ROI in resource allocation (Lavi & Reich, 2023; Naughton, 2025).

[bookmark: _m2tvdifap7yf]Figure 13: Measurement Framework Gaps and Governance Impact
Combined, this results in compounding strategic risk. Communications are reactive and misaligned and do not contribute to mass market expansion, nor are they preventive to safeguard premium statuses, and they fail to uphold the brand's credibility and competitive agility (Huang et al. 2023; Liu 2021; Lu 2025).
[bookmark: _40hpazqg7oxk]3.6 Competitive Environment Response
Tesla's competitive positioning is indicative of systemic failures to respond to the intensified market pressure. Industry commoditisation of technology (spillover), scale parity, and feature convergence have diminished Tesla's historical differentiation advantages and left the company at the mercy of the mass market and premium segments (Fedotov, 2022). Chinese competitors have been the epitome of such a threat: BYD's capability development speed, like LFP battery cost leadership and Level 2 autonomous parity, indicates that Tesla's technological and cost advantages are replicable rather than defensible (Inagaki et al., 2025). Market share losses are accompanied by reactionary pricing action and hybrid mass-market/premium positioning incoherence, hijacking segmental perceived value. Traditional OEMs, such as Mercedes and BMW, leverage their heritage branding and service excellence to generate premium segment parity and further reduce Tesla's competitiveness (Hong, 2024). 
[bookmark: _qokfq623pner]Table 2: Market Share & Competitor Analysis
	Market
	Tesla Share 2023
	Tesla Share 2024
	Key Competitor
	Competitor Advantage
	Segment Focus
	Strategic Implication

	China
	17.20%
	8.10%
	BYD
	Cost leadership, LFP $2,000-$3,000 cheaper, NPS 45
	Mass-market
	Vulnerability to cost-based competition

	Europe
	13.40%
	9.70%
	Mercedes/BMW
	Heritage, Level 3 autonomy, 78-82% satisfaction
	Premium
	Premium positioning misalignment

	North America
	24.10%
	18.30%
	Domestic OEMs
	EV proliferation, price parity, service coverage
	Regional
	Geographic growth opportunity missed


Overall, Tesla's marketing strategy is mostly reactive in nature, as founder presence-driven marketing communication fails to catch up with segment-specific expectations and geographical expansion opportunities, while competitors tap the advantages of coherent positioning and scale advantages (Harding, 2024). Without actual repositioning, system-wide disadvantage is likely to persist.

[bookmark: _5ibvd4sgueo2]Figure 14: Market Expansion Response
[bookmark: _k0rfyzxfgco]4.0 Strategic Shortcomings & Systemic Analysis
Tesla's failure in marketing strategy emerges not from individual failures of tactics but from five mutually reinforcing failures that are producing systemic organisational incoherence.
Segmentation Incoherence as Structural Weakness
Tesla's marketing failure originates from unresolved segmentation incoherence. Its single global brand architecture aggregates incompatible customer value logics, ranging from affordable to ultra-luxury, without strategic prioritisation. This leads to dilution of the meaning of the brand, lack of obvious heuristics by customers, and poor performance outcomes (Zhou, 2023; Hong, 2024) to create internal contradiction rather than internal economies of scale.
Environmental Misalignment and Strategic Stagnation
This flaw is combined with strategic stagnation. Tesla's positioning still rests on legacy innovation-led assumptions, out of line with a current market that is rewarding cost discipline, service reliability and supply chain resiliency (Cox Automotive Inc., 2025a; Khaleel et al., 2024). This refusal to adapt has allowed competing firms to perform better at a faster pace, slowly eating away at Tesla's historic advantage (Harding, 2024; Inagaki et al., 2025).
Positioning – Operations Credibility Gap
A critical credibility gap further impacts the brand. Marketing narratives promise better innovation and premium quality, but inconsistency in operational service and experience often makes this promise a lie (Lu, 2025). This turns differentiation into customer disappointment and neutralises Tesla's technological head start as rivals compete on operational excellence (Ding and Lee, 2023).
Absence of Strategic Measurement Discipline
These failures are institutionalised by a lack of strategic measurement discipline. Without an integrated framework to track marketing performance and customer economics, resource allocation is politically driven, not empirical (Buchanan and Badham, 2008). This is a blocking factor for corrective learning and a cover-up for structural inefficiency in volume growth narratives (Tesla, 2025b).
Circular Reinforcement Mechanism
Ultimately, these shortcomings form a closed circular reinforcement mechanism. Incoherent segmentation prevents environmental adaptation, which widens the operations gap, and no measuring hinders intervention. This causes systemic paralysis resembling the dynamics of system value failure (Lavi and Reich, 2023), where piecemeal fixes are structurally enabled to get rid of strategic coherence.
[bookmark: _z7u4okttyz9j]5.0 Strategic Recommendations
This section reveals an overreaching strategic remediation plan for Tesla's marketing strategy to redress the structural, operational and environmental misalignments. It applies the SOSTAC framework and Kotter model of change to prescribe actionable repositioning, measurement and implementation pathways, ensuring sustainable profitability and market share recovery.
[bookmark: _vj3nu3mv22fd]5.1 SOSTAC Framework Application
Situation Analysis
The primary causes of Tesla's dismal relative performance are internal strategic misalignments, not poor market conditions. Although global demand for EVs continues to grow strongly, the one-size-fits-all brand positioning of Tesla has restricted its capacity to adapt to actions taken by competitors pursuing clear segment-specific and regional strategies. Strategic frameworks express that the analysis of a situation holds prime importance in the identification of these internal inefficiencies (Abdelazim, 2024). Accompanying case studies show that Tesla's late recalibration of strategy restricts its ability to respond to the change in the regulatory and competitive landscape (Chari & Fernandes, 2025). Market position analysis also drives the gaps of Tesla's deployment coherence in comparison to structurally adaptive competitors (Lu, 2025).
Objectives
The strategic objectives for Tesla should focus on coherence, the discipline of measurements and the focused allocation of resources rather than the volume-driven expansion. Tesla have to attend to clarity in level-segment location towards stabilisation of margin structures to establish optimised resources toward the development domains. The principles of strategic management emphasise the importance of integrating outcomes on financial success and operational capabilities to support sustainable value creation (Lynch, 2018). Strategy basics underpin the importance of keeping measurement infrastructure aligned with these objectives in order to be held accountable and make informed decisions (Whittington et al., 2020).

[bookmark: _138w21931fx1]Figure 15: SOSTAC Strategy Component
Tactics
Tactical execution needs focus on high-impact and low-capital initiatives. Adjustments to product communications, service capability upgrades and selective focus on technology can provide initial strategic momentum. Research calls out the disproportionate impact of targeted product development and the adoption of modular technologies used in combination with clarified positioning (Borden & Kuchler, 2025). Extended-range EV technology deployment is another method of enhancing tactical flexibility (Laczkowski & Hertzke, 2025).
Action
Implementation requires transformational leadership with organisational systems. Executive sponsorship - cross-functional alignment - formal accountability mechanisms Mitigate against resistance to implementations and coordination breakdowns (Bakker et al., 2023). Organisational support is important to facilitate integrated decision-making and create alignment across marketing, product, operations and finance functions (Grey et al., 2023).
Control
Control mechanisms should be focused on adaptive learning as opposed to static targets. EV market outlines are included to provide performance benchmarks for strategic evaluation (IEA, 2025). Internal metrics to measure customer economics, geographic penetration and margin recoupment to ensure that the strategy is responsive to competitive dynamics (Nolan, 2024).
[bookmark: _sead4x2mdgec]5.2 Kotter's Change Model Implementation
Kotter's practice model is adopted here to address the systemic strategic inertia and disintegration of Tesla through a structured, phased process. It provides the needed structure to enable transformation – sometimes organisation-wide, but certainly moving beyond siloed fixes to embed a coherent new strategic direction.

[bookmark: _xio5y41n4q1a]Figure 16: Kotter’s 8-Step Model for Tesla
[bookmark: _4f8484ppomij]5.3 Feasibility Assessment

[bookmark: _hbu7nheqvcg2]Figure 17: Implementation Risk & Control Triggers
The financial feasibility is high compared with projected returns. Studies conducted on the topic of manufacturing indicate that Tesla's current level of production can accommodate incremental restructuring and sub-brand deployment without excessive cost escalation (Pares et al., 2024). Technological feasibility is backed by the fact that Tesla's platforms are modular and both the battery and autonomous systems are mature enough that once it clearly deviates from its positioning, it needn't or will not be forced to re-develop the core capabilities (Roy et al., 2022). Research on supply chain strategy confirms that vertical integration and supplier diversification can be a good mitigation of risks from geopolitical exposure and concentration of components (Wang et al., 2022). The main constraint is organisational capacity rather than financial or technological constraints. However, integrated execution of strategy, including margin recovery, energy business scaling and geographic expansion, underpins the realisation of an estimated $6.7-8.8 billion in annual value creation.
[bookmark: _pnqovikx4sp2]6.0 Conclusion
Tesla's marketing strategy reflects a fundamental misalignment between organisational positioning and environmental realities. Critical evaluation identifies five integrated shortages, including segmentation incoherence, PESTEL misalignment, positioning-operations gap, measuring absence, and geographic misalignment, that are creating a self-reinforcing failure commencing isolation tactical remediation (Chari & Fernandes, 2025; Lu, 2025). Market evidence illustrates that there is a robust volume growth, accompanied by a degradation of profitability, a loss of market share and a decrease in brand preference (Tesla, 2025b; Yoon, 2025).
Strategic repositioning needs to address the above issues in a holistic way. Recommended interventions are sub-brand architecture as coherence for the segment, PESTEL-aligned positioning as responses to environmental transformation, and measurement infrastructure to build accountability (Abdelazim 2024; Whittington et al. 2020). Kotter's eight-stage change model provides a framework for implementation with a set pathway that helps overcome resistance and promote cross-functional buy-in (Burnes, 2014; Hayes, 2022). Successful implementation involves integrated strategy reformation that addresses all shortcomings simultaneously, indicating that Tesla's overall future viability as a competitor is not contingent on external market circumstances but on internal strategy coherence (Collinson, Narula & Rugman, 2020; Tesla, 2025a).
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EV consumer knowledge: High information density


Leasing programme trend: Underperformance despite expansion


Geographic demand signals: Market share contraction


Strategic implication: Diminishing earned-media effectiveness



Section 301 tariff exposure


High for Shanghai Gigafactory


Manufacturing diversification	


US, Mexico, Germany
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China supply-chain risk
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Service Quality: 
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Autonomous Vehicle Standard: Level 2
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EV adoption 2025 forecast


85 million units globally


Geographic adoption


China: 45%+; Europe: rapid growth, underdeveloped Tesla share


New vehicle sales 2025


16.3 million units


Leasing revenue trend	


−3.8% YOY



Battery recycling


7 GWh vs. 60–240 GWh annual production


CO₂ regional variance


Ohio: 20–30 t; California: 70+ t


Autonomy capability


Level 2, marketed as Full Self-Driving


Energy storage deployment


Megapack: 20% Hawaii peak load; VPP: 2.8 GWh/year


Chinese OEM expansion


High competitive intensity in Asia and Europe



North America (35%)


Innovation / performance-led


Europe (25%)


Sustainability / compliance-led


China (28%)


Value / technology integration


Emerging markets (12%)


Aspirational / access-driven



California (US)


Share of Regional Sales: 28–32%


Germany & Norway (EU)


Share of Regional Sales: ~45%


Population Share: ~15%	


India


Share of Regional Sales: 0.2%


Population Share: High-growth	


Indonesia


Share of Regional Sales: 0.1%


Population Share: High-growth


Population Share: ~12%	



China market share: 17.2% → 8.1%


NPS (overall: 	72 → 38


Entry-level NPS: 18


P/E ratio: 82× → 24×



Product


Pricing
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Promotion


Tesla's strategic misalignment is the result of a product strategy that groups fundamentally heterogeneous categories of customers – from price-sensitive (Model 3) to ultra-luxury (Roadster) – into a single global brand. This creates positioning dilution, which is not scale efficiency, which is not segmentation logic (Ghar, 2024). The issue is further complicated by a lack of regional adaptation despite differences in regulatory and cultural market conditions (Lei, 2025a), a weakness that is especially exhibited by East Asia in the face of more local competitors (Ding and Lee, 2023).


This strategy contributes to this incoherence. Frequent and major adjustments, especially for Models 3 and Y, detract from the stability of premium values and reflect a defensive responsiveness. This involves competition between two competitors dismantling margins with the lack of long-term differentiation while commoditisation risks arise quickly (Huang et al., 2023).


This strategy limits effectiveness as well. The direct-to-consumer model limits geographical reach and narrows down penetration in early-adopter locations. Tesla requires a higher level of granular geographic targeting rather than a homogenous global distribution (Lei, 2025b) and underutilises the strategic potential of its Supercharger network.


Promotion and process dynamics contribute to these problems. Over-reliance on increasing founder-led earned media suffers from diminishing returns as others in the industry sophisticate communications (Gao, 2023), whilst inconsistencies of service negate experiential credibility. As a result, the future competitiveness of Tesla depends on its abandonment of its sole global narrative in favour of clear hierarchies of segments and regionally differentiated positioning (Lu, 2025).



Market Penetration: Margin-Destructive Growth


Market penetration has resulted in the visible development of volume against the cost of economic sustainability. Repeated price cuts to defend market share are a signal of losing differentiation, which is pushing Tesla into a price-based battle not compatible with its premium technology history. As to industry cost parity, penetration implies that compression results in the margins instead of increasing the competitive value, and industry fatigue rather than scalable growth (IEA, 2025).


Market Development: Constrained Yet Rational


Market development is still the most coherent growth option for Tesla that will align current capabilities and underpenetrated demand at a regional scale. However, high capital intensity and time of execution limit effectiveness. Delayed rollout shifts the displacement of European and Asian Chinese OEMs from expansion by opportunity capture to defensive. (L., 2025; Jolly, 2025).


Product Development: Value Creation Misprioritised


Product development, particularly in the area of energy systems and autonomy, offers better value creation over the long term. Yet organisational priorities continue to be inverted, with disproportionate resource allocation to low-return automotive growth, while that is at the same time very limited to structurally favoured segments, as a reflection of internal allocation of capital failure, rather than poor market potential (Laczkowski and Hertzke, 2025).


Diversification and Integrated Judgement


Weakness compensation-diversification extrinsic weaknesses-weakness compensation compounds weaknesses which already exist (incompatible strategic logics across businesses with divergent timelines). Overall underperformance is down to execution bandwidth limitations, prioritisation failure and needs in selective sequencing and capital reallocation before diversification is possible (IEA, 2025).



EV technical literacy


Majority of EV-interested consumers understand range–charging trade-offs


Autonomy understanding


Widespread recognition of Level 2 limitations


Charging evaluation


Infrastructure availability a primary purchase criterion


Cost assessment


Total cost of ownership increasingly analysed pre-purchase



SG&A growth trajectory


Rapid escalation relative to revenue


Cost-efficiency narrative


Inconsistent with internal expenditure patterns


Industry comparison


Tesla materially above OEM norms


Allocation visibility


Limited disclosure of marketing-specific breakdown



CAC & CLV: Channel effectiveness unverified


NPS & CSAT: Service deterioration unmanaged


Retention & churn: Segment profitability unknown


Communications ROI: Resource allocation unsubstantiated



US Sun Belt


Domestic OEM EV expansion; Tesla distribution limited → untapped growth, competitive vulnerability


China


BYD 7.5M+ unit scale; Tesla limited price reductions → insufficient to protect market share


Europe


Mercedes/BMW autonomous & service leadership; Tesla maintains affordability focus → premium positioning misalignment



Strategic Option 1: Sub-Brand Architecture


Implementing a sub-brand architecture helps resolve the problems of segmentation for Tesla by separating conflicting value propositions into stand-alone units. International marketing strategy research supports the assertion that global brands operating in heterogeneous markets are better off with positioning clarity as a key priority (Gao, 2023). Analysis of Tesla's international strategies reveals that the existing unified brand risks diluting messaging about affordability, innovation and luxury, undermining credibility (Lei, 2025a). Sub-brand separation allows for differentiated marketing mixes, standards of service and margin expectations based on psychographic and regional requirements.


Strategic Option 2: PESTEL-Aligned Positioning


Tesla's positioning must be reflective of political, economic and social environmental realities. Regulatory clarity around autonomous vehicles reduces Tesla's differentiation advantage, highlighting the importance of emphasis on compliance and reliability (Colias, 2025). Economic evidence points to the fact that battery costs are now at parity and are a reason for a switch to value-orientated positioning (Reuters, 2024). Social research confirms that service quality is a significant purchase driver, which demands investment in operational excellence and customer experience (Machin, 2025).


Strategic Option 3: Measurement Infrastructure


There has been little or no integration of performance measurement to contribute to strategic drift. System value analysis frameworks are employed to link marketing inputs with economic outputs to increase accountability (Lavi & Reich, 2023). Segment-level metrics, such as CAC, CLV and NPS, are empowering the empirical optimisation of policies and replacing politically massaged resource allocation with data-based decisions (Foreman et al., 2014).



Create Urgency


Build a Guiding Coalition


Form Strategic Vision


Enlist Volunteer Army


Enable Action


Generate Short-Term Wins


Sustain Acceleration


Institute Change


Leadership needs to communicate a critical strategic case using the market evidence: impending industry cost parity (Reuters, 2024), profit erosion, and competitor convergence (Colias, 2025) and demonstrate mathematical unsustainability.


Form a cross-functional team with C-suite authority and external consultants (ensure organisational power to enhance change and overcome siloed resistance); key success factor (Whittington et al. 2020; Buchanan and Badham, 2008).


Articulate a clear vision grounded by segmented sub-brand architecture solving incoherence in positioning together with PESTEL realities and a new culture of measurement-driving (Gao, 2023; Chari & Fernandes, 2025).


Communicate this vision relentlessly to get broad-based support, use the credibility of the coalition to promote buy-in at all levels, and reduce resistance to change (Cameron & Green, 2004; Grey et al., 2023).


Remove barriers by restructuring to autonomous segment P&Ls (i.e., mainstream, ultra-premium) and allocating resources to focus on energy and service enabling strategy execution (Hayes, 2022).


Introduce pilot programmes (like a targeted sub-brand rollout) and highlight measurable improvements more quickly in NPS or CAC as a way of generating momentum and validating the new way forward (Burnes, 2014).


Leverage credibility from initial successes to address more fundamental systemic problems: Redesign service infrastructure and build in higher-level measurement tools to consolidate gains and move forward (Burnes, 2014).


Ground new approaches in culture through reconciling incentives with performance measures, updating leadership development and formalising processes to make sure the segmented, data-driven strategy sticks (Whittington et al., 2020).



Market displacement – OEM acceleration


Timeline compression
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