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Toyota is the company that is attuned to the evolving needs of the market and meeting  the aspirations of the customers. This report addresses the topic of change management during the digitalisation process examining the management of Toyota through this period. The environment that preceded change include the legal, organisational and management factors. To bring about a change there are many obstacles including human factors of non-cooperation by the employees, the line managers and from marketing concern. However, the company had tackled all these factors through successfully using the drivers of change under the salient features of leadership, supportive culture and need for the digitalisation as per development of the resource planning features of the company. Moreover, it was found that the change agents played a key role in the promulgation of the change process. Thoughtful leaderships are supportive and helped their followers to follow the footprints of change as prescribed by the company’s leadership, meeting customer requirements, follow the global rules and regulations on carbon emissions to improve the environment. Toyota’s strength is through its organisation of time management and its lean manufacturing, just in time processes projected through all areas of the company.
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[bookmark: _Toc98452916]Introduction
	The Greek philosophy Heraclitus maintained that change is the only reality in nature (Masih, 1999), and this has been successfully followed by the Toyota Company as they have made the change process an accelerated entity particularly from the beginning of the 21st century. It can be seen thorough change in the company structure, products and services, extending digitalization throughout very sector of the company, leadership styles are becoming aligned the need of new era,  the company has altered the trends of production and development in the auto industry in particular  (Tidd and Bessant, 2020a). In recognition to the ongoing digital transformation throughout industry and  its viability for automobile makers, the top management at Toyota and the Information Technology (IT) section of the company adopted the leadership role and convened the digital innovation and creativity into products and services of the company. 
	It is significant to mention that Toyota became the biggest seller of vehicles in the world in the first decade of the century, but in the latter half of the decade, there were crucial issues faced by the company in the form of unexpected recalls of the vehicles, the global financial crisis, and the earthquake and Tsunami in Tohoku which destabilised the supply chain of the vehicles especially in European and North Atlantic regions (Orji, 2019). Thus, the global operations of Toyota witnessed fluctuations, which made a sturdy base for the company to embrace a methodical change process. The company had a market share of 11% in the global automobile market in 2005, which dropped to 7% in 2010; however, due to lean changes the company owned a market share of 12.6% at the end of 2021 (Tidd and Bessant, 2020b). At the beginning of the previous decade there were the forces that drove the need for the change process in the company, it took only four to five years to implement the digitalisation of the company as a whole. By increasing communication and transportation resources, Toyota managed the fundamental change to meet customer expectations. For instance, online buying has changed the buying  worldwide. This was the primary stimulation behind the extended need for the digitalization, its impact on the company was positive. 
	This report will provide an internal and external analysis of the company which lead to widespread change in the company, the role of the leaders and the leadership in the change process, the organisational cultural and aspects of the change process involved, through practical application of the Lewin's force field theory of change management, and an account of the involvement of the change agents in the process. The conclusion and a development plan will be provided to support further planning and implementation of a change process within the organisation. 
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Main Finding 

[bookmark: _Toc98452918]The Stimuli of Change in the Organisation: Using and SWOT and PESTEL Analysis

· [bookmark: _Toc98452919]SWOT Analysis
	It is essential to discuss the internal and external analysis of Toyota to get a succinct   picture of the change process within the company which had added value and given a competitive advantage with the industry. To understand the thorough conversion process, SWOT analysis has been conducted to highlight the strengths, weaknesses, opportunities and threats of the Toyota group (Willy, 2005). The analysis will also consider the segment of the change forces by using forcefield analysis by Lewin Kurt 1947, (Hussain et al., 2018).
· Strengths
	According to Nkomo (2019), it is evident from the volume of sales and customer satisfaction from the products and services of Toyota that it has sustained itself as one of the top manufacturers in the auto industry. The brand Toyota has become synonymous with reliability and trust. Toyota provided their products in all the continents without any serious interruption, and it has added resilience and pliability to the customer needs, and it has also reduced the market-based risks (Conaway, 2012). Moreover, the continuous development factor in all management levels of the company has added value and thus resulted in the form of rapid innovation that is essential for the attainment of competitive advantage on a long-term basis. Hence, the main strengths of the company also the internal strategic factors are the strong brand image, excellent global supply chain and rapidly developing innovation capabilities. Toyota strongly emphasis on research and development (R & D) to enhance its production and expand on quality, functionality and environmental reliability of its products. This strong focus on R&D helped the organisation integrating new features and bringing modern technologies and helped Toyota to expand innovative products which leads robust in sale (Ovidijus, 2021).
· Weaknesses
	Toyota has recalled almost 111,000 different models including Lexus brands’  due to the damaged of the product which affected the company and possibility closer of the hybrid system. Toyota revenue affected FY2012 by decline in sale geographically. Therefore, a constant decrease in the organisation’s key geographic segments put pressure on the profit-making segment  (Nkomo, 2019).
	The main internal strategic elements of weakness are the complex hierarchical culture of the organisation, which brings challenges the organisation (Chen and Kodono, 2012). In Toyota, the restraining forces for the change process were the structural complexity of hierarchy of the organisation, extended tradition of secrecy, excessive recalls, deficiency of funds to train staff for this type of change in the company and audacity of time to compete with the market competitors. 
· Opportunities
	The increasing trend of globalisation due to easy connectivity through the internet  places the customers directly at the centre of Toyota’s policy. The strength of dealers had been minimised directly by accessing customers. This created a suitable force to pave the way for the change centered on digitalisation of the company. Moreover, the increasing strategies of going to the digitalisation by the company's competitors like that of Nissan, Ford, and Hyundai were the main stimulants for change. The rising introduction of electronics in the automobile industry, increasing demand for the fuel efficiency, hybrid vehicles and exponential increase in demands in the developing countries gave the driving force to pursue these opportunities (He et al., 2021). 
· Threats
	The main challenge for the company to tackle during this widespread transformation was implementation of training and development of stability, increasing threat by the competitors with low-cost delivery of products or services, and brisk creativity by the giant car makers in the industry (Madoh et al., 2019). There was considerable competition by the Chinese and Korean competitors. The company had to invest a lot in the convening of new tools achievement and assembly lines along with probability to meet failure were the key threats. For example, the idea of Prius got twelve solid years for the company to put into practical form and it was quite challenging (Hatani, 2017). 
· [bookmark: _Toc98452920]PESTEL Analysis
	In the political scenario it was the need for Toyota to become aligned with new regulatory laws and this was noted that in the aftermath of Kyoto protocol (1997) every nation followed the footprints except some of the non-signatory nations (Gunawan, 2005). World political conventions for saving the world pushed forward the digitalization for saving the envoirnment. for saving environment. In the economic perspective, there were benefits of going to this change; however, there were also risks and challenges. Externally, the trends originating from the demographic layers are one of the central factors which shape the demands of the specific vehicles in the market. Electronic cars are a potential commodity to sell in North American and European societies (Raman, 2007) . 
	Technology is the ever changing and ascending concept of innovation. The digital transformation of the company was mainly led by the gaps in the market filled by hybrid cars (Sarwania et al., 2020). The core innovation (which is a valued tradition in Toyota) in this project was the introduction of back to grid technology with the intelligent power capabilities enabling transference of power between the battery store and countries electric grid (Dileep, 2020). Additionally, the Prius has been identified as the most successful hybrid car in the world (Firdous et al., 2018). 
	This is a triumphant display of artificial intelligence used in creating the hybrid automobiles. The epilogue of this sector includes the principal factors of acceptance of the mobile payments in the company, licensing issues and the technology transfer rate, patents protection, and intellectual property rights and empowering the partners in the supply chain (Davaajav, 2020). 
	Through digitilisation the environmental and legal requirements of innovation led the company to set up with the changes being done in the market by the competitors. Environmental standards and the regulations laws were the main source of speedy change process which led to the manufacturing of the hybrid cars (Firdous et al., 2018). 
[bookmark: _Toc98452921]Role of the Leaders and Leadership in the Change Process

	The company has sustained the position of market leader in many regions primarily due to the role of leadership of the company. The style of the leadership has enabled the production of matchless products in the market. Bohnsack observed that throughout the key leadership personnel were at the right place and time, to nurture the next steps in the development of the company and its products (Bohnsack et al., 2020a) 
· [bookmark: _Toc98452922]Serving Leadership and Thoughtful Leaders
	The company's leadership has always been supportive and in the opinion of the  researchers has always enjoyed the features of the 'transformational leadership' with place provided for all aspects of change and novelty from the employees and from the management levels of the company (Cortellazzo et al., 2019).
	In the 21st century servant leadership was conceived by Mikio Kitano, and this was adopted in the core structure of Toyota (Ritamaki, 2017).This is a leadership philosophy where the goal of the leader is to serve an upside-down pyramid of traditional hierarchy (Betancourt et al., 2018). 
	This provided the opportunity for the company to host a methodical change with lesser magnitude of the restraining forces arising from within the company and receiving suitable benefit from the external environment (Ferreira et al., 2020) . 
	The company has always valued the innovative suggestions and ideas by the employees regardless of the hierarchical value of the idea generator. The thoughtful leaders have the ability to invigorate and energise the employees, developing opportunities and introducing the team members with realistic challenges and promoting a sense of achievement among the team members (Tortorella et al., 2018). 
	Brown and Treviño (2006), agreed that the leaders in the thoughtful category monitor the personal and team performance, holding the followers accountable for the related actions and taking responsibility for the activities completed by them, in contrast to the conventional leaders who keep on monitoring and controlling a command structure. Similarly, the leaders in Toyota have higher objective to validate that whether the production line has taken care of the underlying principles accordingly (Ferenhof et al., 2018). 	It is significant that the overall management of the group enjoys regional independence from the central management, although there is a non-visible and minor in magnitude of tussle between the Japanese and non-Japanese management in Toyota (Shang, 2013).
	Moreover, it is evident that Toyota’s culture and working standards in the company are not rigid, and they keep on developing according to new situation and scenarios, this is the ultimate reason why the leadership of the company is pro-change and offers no resistance to any change process. The tendency of the thoughtful leaders is not to promulgate coercive measures, but they believe highly in the team development and cultural nourishment of the people who follow them (Alnajem and Dhakal, 2012).
· [bookmark: _Toc98452923]Epilogue of Leadership Discussion 
	The root of the leadership style and leaders' behavior in Toyota is that the leaders are humble and patient, perform deep learning, climb through gradual and horizontal work to climb the ladder, adopt the right ways to reach the right results through developing teams and people, taking time to read the issues and problems before launching the correction measures, deep understanding of the underlying issues and not only reading through the charts and number but also including the human and qualitative factors while assessing performance levels (Wiley, 2010). The epilogue of the discussion on leadership is that Toyota had not recruited new leaders for this systematic change process of digitalisation in the company, but it stuck to its own hierarchy style, which determined any change process initiating from the external or internal needs would find fewer resisting forces and the driving forces will ultimately win (Van Dun and Wilderom, 2016). 
[bookmark: _Toc98452924]Culture of Toyota
	The underlying culture in Toyota are continuously improve through learning and developing, quality at the centre of excellence of the production departments, the teamwork which makes it one of the strongest teams in the automobile sector (Yamamoto et al., 2019). A deeper insight into the chronological development of the culture of the Toyota's organisational culture shows that there was a reorganisation of the cultural aspects of the company in the backdrop of the digitalisation campaign centered at the company procedures and systems. In 2013, the corporate culture of Toyota accentuated a sense of strict secrecy and hardliner hierarchical rule. There was a regional liberty, instructions and planning came from the Tokyo headquarters. However, with the introduction of the cultural and structural changes and development of the company, a considerable level of independence evolved in the related management departments (Holmemo et al., 2022).
	The resistive forces to change come mainly from human factor and mainly dealt by Toyota motors through continuous development. Employees are not able to cope with the upcoming technology and thus they are unable to adopt the new ways of performance whenever an innovative technology wave arrives. This creates the main force to resist change in the company, however this was dealt by the Toyota leadership through continuous development of the employees through the training and sharing the change process which was beneficial for both the company and the employees. This helped the change process to adapt, and the alignment becomes easy to adopt (Reynders et al., 2022a). 
	According to Bertagnolli (2022), the philosophy of Toyota is not to present the change abruptly but allows time for the people get inclined and acquainted with the change procedures. The employees and the managers are used to accepting the regulations and instructions of the upper management. These features of the culture of the organisation allow the company to grow on continuous basis and they have made the base of this process on the permanent learning pillars which serve all the levels of management of the company as the interactive teamwork makes the elegant addition to the features of the company that create matchless products (Reynder et al., 2020b).
· [bookmark: _Toc98452925]Cultural Stimulants of Digital Transformation
	The employees of the organisation enjoyed the liberty of providing their opinion about the new and market lead features in the products, services and even the internal structure of the company. Total electrification, new and advanced forms of mobility and the mobility services, autonomous driving technologies and vehicle connectivity were the main driving opportunities which evolved from the suggestions of its employees in the North American region especially (Bagloee et al., 2016).
	To enable scale and agility, the Toyota has created new mobility pillars and transformation parameters which were communicated to the employees. The connected technologies were effectively used to align and connect the mental capacity of the people and leadership. This unique thread like thinking and acting gives the company a matchless feature of cultural assimilates that create one group and one objective for the whole fabric of the organisations (PLANO, 2018). 
[bookmark: _Toc98452926]The Role of Change Agents 
· [bookmark: _Toc98452927]The Real Change Agents
	In the automobile industry the real change happens during the digitalization process, and in the case of Toyota, the change process was innovation of its leaders and the team members who tackled  had to tackle the increasing challenges for the company. The Chief Information Officer of Toyota, Zack Hicks, the advocate of connected technologies in Toyota, recognised the positive effect of digital waves in the company and helped the organisation to adapt the essential changes (Bohnsack et al., 2020b). Even though, he was not highly acquainted with the culture of the company, the rest of the leaders accepted the proposals plan and acted accordingly. This gives a real example that how the things changed towards the complete digital transformation in the company (Hiltunen et al., 2021).
· [bookmark: _Toc98452928]Digital Transformation in Organisational History
	Whether it is the corporate culture, innovation or digital transformation, most of the efforts to bring changes faced resistant. Toyota had to engage with the developing technologies and enhance their customer volume there were many challenges including reshuffling of its staff to ensure smooth transition (Andreametto et al., 2019). The agents of change mainly from the headquarters advocated the new mindsets, expertise, new thinking and experience in digital working, production, distributing, marketing and performing the after-sale services matters through effectively using online platforms. The main catalyst in this process was the ever-growing customer needs. It was the needs of customers which pushed the company to introduce new, advanced and supporting ways of performance which was only possible through digitalization and advanced ways of communication. The current situation places the customers at the centre of the needs to proceed with the digitalisation process in all the sectors of the company (Holmemo et al., 2018). 
	The following figure1 shows the diverse types of the digital agents advocate which affects change systematically. 
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	Figure1: The Agents for Digital Change (Source: Brekalmans and Boonen, 2019)

· [bookmark: _Toc98452929]Forces of Change Drivers and Resistors
	From the insights into the organisational view of the company, it was found that the customer needs accelerated the change process in Toyota along with low maintenance costs of digital communication and production, reduced time of training for the employees as communication has become quicker and thus the development of the employees is easier to adopt, environmental care, increasing prices of fossil fuels and all these factors increased the speed of production at the Toyota production centers (Samal and Chatterjee, 2020). However, there are many obstacles to this change process which include the risk of failure, extra spending on the programming and planning of new projects, inability of staff to cope and align with the recent changes, however, all these factors were successfully managed by the organisation.
	The digital transformation that was achieved by Toyota made provide a competitive advantage in the market enabling the introduction of many product lines in the same vehicle category. This makes it difficult for its competitors to introduce any models in the same category and thus providing a competitive advantage to the company (Fournier and Jobin, 2018). 

· [bookmark: _Toc98452930]Force Field Analysis 
	The change management model and Force Field Analysis was established by Kurt Lewin which intends to believe that the organisation responds efficiently to the environment in which they work (Lewin, 1943).
Force Field Analysis delivers an outline of the change forces and resistance in the organisation. These issues need to be looked at and resolved by the organisation using strategies that support them to implement change. Force Field Analysis is beneficial in emerging ways to alleviate these challenges (Conelly, 2020). 
	
	Figure 2, shows Force Field Analysis Driving forces and Resistant forces 

Figure 2: Toyota Force Field Analysis of Driving forces and Resistant forces 
	Driving forces
	Resistant forces

	
Toyota assigned engineers to work on improving hybrid technology and battery electric vehicles. According to industry reports, Toyota plans to increase the number of workers dedicated to developing hybrid systems by 30 percent to meet its goals under the new five-year plan.
	
Time and financial expense of training staff.
However, increase in trained staff, motivation for staff and security of a company that is moving with the times.

	
Experience of launching innovating projects 
This means they already have the set up and invest in market research to ensure the innovation is needed before manufacturing. For example, Innovation of lithium batteries to supports the back 2 grid technology. The driving force behind this is being at the forefront of the green revolution and being OutFront when Governments make their policy changes.
Toyota are leading the race in electric cars and back 2 grid technology. Driving force is to be ahead of rivals
	

Development of modern technology takes a considerable amount of time, and it is expensive. Trials of back to grid began in the early 2000’s

	Digital transformation – Toyota has a history of technology again staying ahead of the competition. Toyota is applying this to other fields like artificial limbs and it is a strength in its Africa project. It is also using smart technology for its back 2 grid projects. 
Investing heavily in smart technology to optimise use of electricity in homes.
	

Heavy investment in new production can be a resistance.

	Globalisation – This is buying into the green revolution. Toyota has run worldwide trials on its back 2 grid technology to understand how it works in each culture and for a variety of governments. This is an exceedingly difficult concept for people as it changes the way they work and run our lives.

	Marketing new products is expensive – can be a flop if the buyers do not understand the concept, maybe too radical for people to grasp and needs to be implemented in stages.

	Competitive rivalry – Nissan is the closest rival in back to grid technology. Toyota is moving fast to remain in the top position. It is potentially a huge market.
	Product recalls have hit the company’s reputation hard. Positive influencing needs to be put in place to mitigate the damage.

	The Pirus agreement has secured the need for a less pollutant future. The population must comply and buy fossil free fuel cars. People are waiting for these new cars.
	







[bookmark: _Toc98452931]Conclusion
	Toyota has achieved the factors of future mobility of its products and services through all round introduction of digitalisation in the production and management of the projects, supplying the products globally, marketing the features of products in unique ways, and giving the after-sale services through computer generated queue set up by the core management. This elevated level of connected services has enabled the company to expand its customer base at a dramatic pace becoming the largest manufacturer in the world with unique product imagination according to its customers. This all-encompassing change has allowed it to enjoy the organisational integration with global mobility features and thus leading the automobile sector. 
	The process of change is crucial to deal, but the overall credit of bringing it into an organisation which is headquartered in Asia goes to the systematic management and the roles played by the leadership and the management teams of the company. It can be assessed from the fact that if a product of the company sells out anywhere in the world, this communicated automatically to the top management teams in Tokyo. This summarises the entire process of digitalisation campaign of the company that is based on transparency and clearness of the projects of the procedures. 
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