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[bookmark: _czwzulfba1sm]1.0 Introduction to Toyota
Toyota Motor Corporation is a Japanese multinational automobile manufacturer headquartered in Toyota City, Aichi Prefecture, Japan. The company was established on 28 August 1937 by Kiichiro Toyoda following the development of the automobile business of Toyoda Automatic Loom Works (Toyota Motor Corporation, 2026a). Since its establishment, Toyota has developed from a Japanese automobile manufacturer into a global organisation with manufacturing plants, research and development centres, sales operations and suppliers across different markets. Its activities also include financial services and other mobility-related businesses.
Toyota is one of the world's largest vehicle manufacturers. In the financial year ended 31 March 2025, the company reported revenue of approximately ¥48,036.7 billion and operating income of approximately ¥4,795.5 billion. During the same financial year, Toyota and its subsidiaries sold approximately 9.36 million vehicles worldwide (Toyota Motor Corporation, 2025a; Toyota Motor Corporation, 2025b). The size of the organisation is important when considering change management because changes in technology, products, processes and employee capabilities must be implemented across a complex global business.
Toyota's historical success is strongly associated with the Toyota Production System (TPS) and the Toyota Way. These approaches emphasise continuous improvement, problem solving, efficiency and respect for people. Liker (2004) argues that the Toyota Way combines long-term thinking with continuous improvement and respect for people, helping Toyota develop an organisational system that supports quality and operational efficiency. Research also suggests that Toyota Way principles can contribute to organisational responsiveness and flexibility within the automotive industry (Vanichchinchai, 2022).
However, the automotive industry is undergoing significant transformation. Digital technologies are changing business models, organisational processes and the way organisations create value (Vial, 2019). Toyota is therefore seeking to move beyond its traditional identity as an automobile manufacturer towards becoming a mobility company. Its strategy includes electrified and connected vehicles, artificial intelligence, automated driving, software and other digital technologies (Toyota Motor Corporation, 2024). These developments create new opportunities for Toyota but also require changes in its organisational capabilities, employee skills and business processes.
This report therefore examines the strategic changes facing Toyota and evaluates how the organisation can manage these changes effectively. It will analyse the internal and external drivers of change, evaluate relevant change-management models, and examine the roles of leadership and organisational culture. Finally, the report will propose a strategic change management plan designed to strengthen Toyota's digital and mobility capabilities while maintaining the organisational strengths that have contributed to its long-term success.
[bookmark: _r8264i1ij189]
[bookmark: _b23gawjosczj]2.0 Recent History and Analysis of Toyota's Internal and External Environment
Toyota has developed from a traditional automobile manufacturer into a global mobility organisation. Its historical success has been strongly associated with the Toyota Production System (TPS), lean manufacturing, continuous improvement and respect for people. These capabilities have supported efficiency, quality and large-scale production. However, the automotive industry is experiencing rapid technological, environmental and customer changes. Toyota therefore needs to develop new capabilities while maintaining the strengths that have supported its success.
[bookmark: _116n9hjktosx]Recent History and Strategic Direction
In recent years, Toyota has faced increasing pressure to transform its traditional automotive business. The company has stated its ambition to move beyond vehicle manufacturing towards becoming a mobility company, with its strategy focusing on electrification, intelligence and diversification (Toyota Motor Corporation, 2023a). This includes hybrid vehicles, battery electric vehicles (BEVs), hydrogen technologies, connected vehicles, artificial intelligence (AI), automated driving and mobility services.
Toyota has adopted a multi-pathway approach to electrification rather than depending on one technology. This provides flexibility because customer demand, infrastructure and government policies differ across markets. However, it also increases organisational complexity because Toyota must develop and manage several technologies simultaneously. This requires significant investment in research, development and employee capabilities.
[bookmark: _ulyq4a97v0ub]External Environmental Pressures
A major external pressure is the global movement towards lower-carbon transportation. Governments, consumers and other stakeholders are placing greater emphasis on reducing greenhouse-gas emissions. Toyota has responded by targeting carbon neutrality across the lifecycle of its vehicles by 2050 and developing different electrification technologies (Toyota Motor Corporation, 2023b). However, the growth of BEVs requires continued investment in batteries, electric powertrains and related manufacturing capabilities.
Supply-chain uncertainty is another important pressure. The COVID-19 pandemic, semiconductor shortages and geopolitical disruption exposed vulnerabilities in global manufacturing networks. Research suggests that turbulent conditions require organisations to balance the efficiency of just-in-time systems with greater supply-chain responsiveness and resilience (Choi et al., 2023). Toyota therefore needs to strengthen supply-chain visibility, supplier relationships and production flexibility.
Competition has also intensified as Toyota faces companies with strong capabilities in electric vehicles, software, data and digital customer engagement. Teece, Pisano and Shuen (1997) argue that organisations operating in changing environments require dynamic capabilities to adapt and reconfigure resources. Toyota consequently needs to combine its established manufacturing capabilities with new digital and technological skills.
[bookmark: _ua84pairp663]Digital Disruption and Online Shopping
Digital transformation is changing how vehicles are designed, produced, marketed and sold. Digital technologies are creating new business models and changing how organisations create and deliver value (Vial, 2019). In the automotive sector, this includes connected vehicles, autonomous driving, data-based services and digital customer experiences.
Online shopping is also changing automotive retail. Customers can research vehicle specifications, compare prices, read reviews and explore finance options online before visiting a showroom. Research indicates increasing consumer interest in omnichannel automotive purchasing, which combines online and physical channels (Kim, Connerton and Park, 2022). Toyota therefore needs to integrate its digital platforms with its dealer network rather than treating online retail as a complete replacement for physical dealerships.
[bookmark: _f1xxxds2fvag]Artificial Intelligence and Software
AI and software are creating further changes in the automotive industry. Toyota has invested in Woven by Toyota and its Arene software platform, which supports the development, testing and deployment of vehicle software. In 2025, Arene was deployed in the latest-generation RAV4, supporting functions including the multimedia system and Toyota Safety Sense technologies (Woven by Toyota, 2025). This demonstrates Toyota's movement towards software-defined vehicles.
AI can also support demand forecasting, quality inspection, predictive maintenance, product development and customer services. However, successful digital transformation requires more than technological investment. It also requires employee skills, data management, cybersecurity and changes to organisational processes (Vial, 2019).
[bookmark: _gid81pqbjgmc]Internal Governance and Organisational Pressures
Toyota has also experienced internal governance challenges. In 2024, an investigation identified irregularities in certification applications involving seven models. Toyota subsequently received a correction order and identified weaknesses including unclear procedures, inadequate resource management and insufficient management involvement (Toyota Motor Corporation, 2024a; 2024b).
Toyota responded by strengthening management involvement at the genba (workplace), improving procedures, developing employees and strengthening data management (Toyota Motor Corporation, 2024c). This demonstrates that Toyota's need for change is not only technological but also involves governance, leadership, accountability and organisational behaviour.
Overall, Toyota faces technological, environmental, customer, competitive, supply-chain and organisational pressures. Its TPS and Toyota Way provide important foundations for change, but these strengths must be adapted to an environment increasingly influenced by AI, software, electrification and digital customer experiences. The central challenge is to achieve greater speed and flexibility without losing the quality, continuous improvement and respect for people that have contributed to Toyota's long-term success.
[bookmark: _gig7j4rsunu4]3.0. Evaluation of Change Management Models and Their Application to Toyota
Toyota is undergoing strategic change driven by electrification, artificial intelligence (AI), connected vehicles, online customer services and software-defined vehicles. These changes affect its products, employees, suppliers, dealers and customers. Toyota therefore requires a change-management approach that provides strategic direction while allowing flexibility and employee involvement. This section evaluates Lewin’s Three-Step Model, Kotter’s Eight-Step Model, ADKAR and an adaptive approach, and considers their relevance to Toyota.
[bookmark: _xchpovnb0kqc]3.1 Lewin’s Three-Step Change Model
Lewin’s model presents change through unfreezing, changing and refreezing. Unfreezing prepares employees to move away from established behaviours, changing introduces new systems or practices, and refreezing embeds the new approach into normal operations (Lewin, 1947).
The model is relevant to Toyota because its historical success in manufacturing and hybrid vehicles may create assumptions about existing capabilities. Unfreezing could therefore involve explaining why Toyota needs stronger capabilities in software, AI and battery-electric vehicles. The change stage could include developing digital systems, recruiting software specialists and retraining employees. Toyota’s Arene platform illustrates this transition because it supports the development, testing, deployment and improvement of vehicle software and was deployed in the latest-generation RAV4 in 2025 (Woven by Toyota, 2025).
However, refreezing is less suitable for Toyota’s digital environment because software and customer expectations continue to change. Burnes (2004) argues that Lewin’s model has been criticised for appearing too linear and for being associated with stable conditions. Therefore, Lewin is useful for understanding employee readiness and behavioural transition but should not be Toyota’s main framework for continuous technological change.
[bookmark: _xwncpze78l2l]3.2 Kotter’s Eight-Step Change Model
Kotter’s model provides a structured approach involving creating urgency, building a guiding coalition, developing and communicating a vision, empowering employees, generating short-term wins, consolidating improvements and embedding change in the organisation (Kotter, 1996).
This model is relevant to Toyota because transformation requires coordination between senior management, manufacturing, software development, research and development, regional operations, dealers and suppliers. Toyota’s creation of Toyota Connected demonstrates elements of this approach. Toyota Connected operated with decision-making authority to develop digital offerings, while Connected Technologies at Toyota Motor North America supported their wider diffusion and commercialisation (van der Meulen, Mooney and Beath, 2022).
Kotter also emphasises communication and employee involvement. Toyota needs to explain that digital transformation is not a rejection of its existing capabilities but an extension of continuous improvement and respect for people.
However, Kotter should not be applied rigidly. Appelbaum et al. (2012) found support for individual elements of the model but limited evidence supporting the complete eight-step sequence. McLaren, van der Hoorn and Fein (2023) also suggest that excessive emphasis on urgency can increase employee anxiety and resistance. Toyota should therefore create urgency without suggesting that its established Toyota Way or Toyota Production System are obsolete.
[bookmark: _kf7v7t9svkmy]3.3 ADKAR Model
The ADKAR model focuses on individual adoption through Awareness, Desire, Knowledge, Ability and Reinforcement (Hiatt, 2006).
This approach is useful because Toyota’s transformation depends on employees developing new skills and behaviours. Awareness requires employees to understand the need for change, while Desire encourages commitment. Knowledge involves training in areas such as AI, data analysis and cybersecurity. Ability requires employees to practise these skills, while Reinforcement uses feedback, coaching and performance measures to sustain adoption.
For example, an employee may understand the purpose of an AI-based production system but lack the ability to use it effectively. ADKAR would therefore encourage Toyota to provide practical training and workplace support.
Its main limitation is its individual focus. It does not adequately address wider strategic issues such as investment, organisational structure, suppliers or competition. ADKAR should therefore complement, rather than replace, a broader strategic model.
[bookmark: _3iowc8z7lqu7]3.4 Adaptive and Continuous Change
An adaptive approach views change as an ongoing process of experimentation, feedback, learning and adjustment. This is particularly appropriate for AI, software and connected vehicles, where technologies develop rapidly.
The approach fits Toyota’s principle of kaizen. Research across Toyota facilities in 27 countries found that challenge, kaizen and genchi genbutsu support process improvement, while respect and teamwork support people development (Jayamaha et al., 2014). Toyota can extend these principles into digital activities through what could be described as digital kaizen.
For example, AI systems could initially be tested in selected factories before wider implementation. Digital customer services could also be piloted in selected markets and improved using customer feedback. However, excessive experimentation may create fragmented systems. Toyota therefore still needs clear governance, investment controls and safety standards.
[bookmark: _eijbohw4fnp6]3.5 Evaluation and Recommended Approach
Toyota’s actions suggest that it has already combined elements of planned and adaptive change rather than following one formal model. Toyota Connected demonstrates the use of specialist and relatively agile structures for digital innovation, followed by wider integration (van der Meulen, Mooney and Beath, 2022). Its response to the 2024 certification problems also involved organisational change, including greater management involvement at the genba, improved procedures and employee development.
The models can be compared as follows:
	Change model 
	Strength for Toyota 
	Main limitation 
	Recommended application 

	Lewin 
	Simple framework for employee readiness and behavioural transition 
	Can appear too linear for continuous technological change 
	Preparing employees and embedding new behaviours 

	Kotter 
	Strong focus on leadership, vision, communication and organisational mobilisation 
	Eight stages can become too sequential or rigid 
	Overall strategic transformation 

	ADKAR 
	Strong focus on individual adoption, skills and reinforcement 
	Does not address wider strategic and structural issues sufficiently 
	Employee training and adoption 

	Adaptive/Agile 
	Supports experimentation, learning and rapid technological adjustment 
	Can create fragmentation without strategic controls 
	AI, software and digital innovation 


A hybrid approach is therefore most appropriate. Kotter should provide the strategic structure, including vision, leadership and communication. ADKAR should support employee training and adoption. Lewin can help assess readiness and embed behavioural changes, while adaptive principles can guide AI, software and other rapidly changing technologies.
This approach should build on Toyota’s existing culture rather than replace it. Kaizen, genchi genbutsu, respect and teamwork can support digital transformation when applied beyond traditional manufacturing.
Overall, Toyota’s transformation is strategic and continuous rather than a one-off change project. The recommended hybrid approach provides a balance between strategic control, employee involvement and technological flexibility, enabling Toyota to develop its digital and mobility capabilities while protecting its established strengths in quality and continuous improvement.
[bookmark: _pnbqs3dfoqm0]4.0 Leadership, Organisational Culture and the Management of Change at Toyota
Toyota's strategic transformation requires leadership that can balance its traditional strengths with the need for new capabilities. The company is responding to electrification, artificial intelligence (AI), software-defined vehicles and digital customer services, while also addressing governance and compliance challenges. Leadership is therefore important for setting direction, communicating the need for change and gaining employee support. At the same time, Toyota's organisational culture can support change through continuous improvement and teamwork, but it may also encourage attachment to established practices.
[bookmark: _eo9lu25uhexl]4.1 Leadership and the Management of Change
Toyota has managed change through long-term planning, gradual implementation, specialist digital organisations and operational control. Organisations such as Toyota Connected and Woven by Toyota have helped the company develop capabilities in connected services, software and mobility technologies (VanderMeulen, Mooney and Beath, 2022). The Arene platform is another example, supporting the development and updating of vehicle software (Woven by Toyota, 2025). This gradual approach reduces operational risks, particularly because software and AI technologies must meet strict safety and quality requirements.
However, gradual change can also reduce the speed of strategic response. Toyota's previous emphasis on hybrid technology and its slower development of battery-electric vehicles has been criticised as allowing competitors such as Tesla to gain an advantage (Sakakibara, 2022). Toyota therefore needs to maintain its quality discipline while making strategic decisions more quickly.
Leadership is particularly important in this context. In 2023, Koji Sato became President and CEO, replacing Akio Toyoda. Toyota described the leadership transition through the concept of “inheritance and evolution”, which involved preserving Toyota's founding philosophy while developing the organisation into a mobility company (Toyota Motor Corporation, 2023). This approach reflects elements of transformational leadership, which involves creating a clear vision, motivating employees and encouraging new ways of thinking (Bass, 1985).
Transformational leadership is suitable for Toyota because employees need to understand why the organisation must develop beyond traditional vehicle manufacturing. Digital transformation affects engineering, manufacturing, customer relationships, dealer operations and employee skills. Leaders therefore need to communicate a clear vision that connects digital transformation with Toyota's existing priorities of safety, quality, sustainability and customer value.
However, transformational leadership should be supported by participative and situational leadership. Senior leaders can establish the strategic direction, but engineers, factory employees, software specialists, dealers and suppliers are needed to implement the change effectively. Employee participation can help identify operational problems and reduce resistance. Situational leadership is also relevant because different projects require different approaches. For example, AI experimentation may require flexibility, whereas vehicle safety and regulatory compliance require stronger control.
Toyota's response to the 2024 certification problems provides evidence of the importance of leadership. Investigations identified weaknesses in certification processes, including insufficient management involvement. Toyota responded by increasing management involvement at the genba (workplace), clarifying responsibilities, strengthening training and improving internal processes (Toyota Motor Corporation, 2024a; 2024b). This reflects the Toyota principle of genchi genbutsu, which encourages managers to understand problems by observing the actual workplace. It demonstrates that effective leadership at Toyota requires both strategic direction and direct engagement with operational realities.
[bookmark: _w8m0webdrk4v]4.2 Impact of Organisational Culture
Toyota's organisational culture is strongly associated with the Toyota Way, particularly kaizen (continuous improvement) and respect for people (Liker, 2004). These values can provide a strong foundation for managing strategic change. Kaizen encourages employees to identify problems, test improvements and learn from results. Research by Jayamaha et al. (2014) found relationships between Toyota Way principles and process improvement and people development across Toyota facilities internationally.
This culture can support digital transformation in several ways. Employees can apply continuous improvement to AI systems, digital processes and software development. Genchi genbutsu can encourage managers to examine how new technologies actually affect employees and customers rather than relying only on reports. Respect for people can also support employee training and reskilling as traditional manufacturing roles increasingly require digital knowledge.
However, Toyota's culture can also create barriers to strategic change. Its long history of success may encourage managers and employees to rely heavily on established methods. A strong preference for proven processes may make employees cautious about technologies that involve uncertainty or require new skills. Similarly, consensus-based decision-making can improve decision quality but may slow responses when markets and technologies are changing rapidly.
This creates a key challenge for Toyota: the same culture that supports continuous improvement can make radical change more difficult if continuous improvement is limited to existing processes. Toyota therefore needs to extend kaizen beyond manufacturing and apply it to software, AI, data management and digital customer services. This can be described as “digital kaizen”, where employees continuously test, evaluate and improve digital solutions.
The certification problems also demonstrate the importance of culture. Toyota identified weaknesses involving management involvement, procedures and awareness of certification responsibilities. Its response included greater workplace engagement, employee development and stronger processes (Toyota Motor Corporation, 2024b). This suggests that Toyota can use its existing culture to correct organisational weaknesses rather than replacing it.
[bookmark: _o105zlfkzbsd]4.3 Overall Evaluation
Toyota's experience shows that leadership and culture are closely connected to successful change. Transformational leadership can provide the vision needed for electrification and digital transformation, while participative leadership can encourage employee involvement and support the principle of respect for people. Situational leadership can help managers balance flexibility with the strict safety and compliance requirements of the automotive industry.
Toyota's culture is another major strength, but it must evolve with the business environment. Kaizen, teamwork, genchi genbutsu and respect for people should be applied to new digital capabilities rather than being restricted to traditional manufacturing.
Overall, Toyota should adopt a blended leadership approach that combines transformational vision, employee participation and situational flexibility. This would support the hybrid change-management approach discussed earlier, while allowing Toyota to preserve its core values and respond more effectively to technological and market disruption. The key challenge is to achieve greater speed without sacrificing the quality, safety and continuous improvement that have supported Toyota's long-term success.

[bookmark: _mkl8ace8bot2]5.0 Proposed Strategic Change Management Plan for Toyota
Based on the analysis of Toyota's internal and external environment, the company needs to strengthen its digital and mobility capabilities while protecting its strengths in quality, safety, kaizen and respect for people. Toyota has already developed digital capabilities through Woven by Toyota and the Arene software platform. The new-generation RAV4 became the first Toyota vehicle to use Arene, demonstrating the growing importance of software-defined vehicles (Toyota Motor Corporation, 2025a).
The proposed change is therefore a three-year Intelligent Mobility Transformation Programme. It will integrate AI, software-defined vehicles, digital customer services and employee development into Toyota's existing operations.
[bookmark: _lhv0af269e3]5.1 Proposed Change and Objectives
The main objective is to make Toyota more digitally capable, customer-focused and responsive while maintaining its safety and quality standards.
The programme will have five objectives:
1. Develop digital capability through AI, data analytics and software development across manufacturing, vehicle development and customer services.
2. Improve the digital customer journey by connecting online research, vehicle configuration, ordering and after-sales services with Toyota's dealer network.
3. Develop employee capabilities through training in software, data analysis, AI, cybersecurity and digital operations.
4. Strengthen governance and compliance through improved data management, accountability and digital controls.
5. Accelerate innovation through controlled pilots, customer feedback and continuous improvement.
These objectives should be translated into measurable targets, such as achieving at least 80% completion of relevant digital-skills training among targeted employees by the end of Year 2 and successfully scaling selected AI and software pilots. These are proposed targets rather than existing Toyota commitments.
[bookmark: _26jolmd26nek]5.2 Implementation Plan
The programme should combine Kotter's change framework, ADKAR and Agile methods. Kotter can provide strategic direction, ADKAR can support employee adoption, while Agile methods can support software and AI development.
[bookmark: _43pr0f3vp1nw]Phase 1: Preparation and Pilot – Months 1–9
Toyota should establish a Digital Mobility Transformation Steering Committee involving senior management, technology specialists, manufacturing, HR, compliance, regional representatives, dealers, suppliers and employee representatives.
A digital-readiness assessment should identify gaps in employee skills, technology, data systems, cybersecurity, customer services and governance. Toyota should then launch selected pilots, such as AI-supported production forecasting, predictive maintenance, digital vehicle configuration and online customer support.
[bookmark: _1sgik26wuepb]Phase 2: Implementation and Scaling – Months 10–24
Successful pilots should be expanded to additional factories, vehicle models and markets. Projects should only be scaled when they demonstrate measurable benefits in areas such as cost, quality, customer experience, safety or productivity.
Role-specific training and digital change champions should support employees during implementation. This approach is consistent with Toyota's previous experience of developing specialist digital capabilities before integrating them more widely (VanderMeulen, Mooney and Beath, 2022).
[bookmark: _18shy69ddfbf]Phase 3: Embedding – Months 25–36
Successful digital systems should become part of normal operations. Digital competencies should be incorporated into recruitment, training and performance management. Toyota should continue applying kaizen to improve these systems because AI and software require ongoing development rather than one-time implementation.
[bookmark: _sjv0pa4g1zk8]5.3 Financial Plan
Investment should be phased so that Toyota does not commit the entire programme budget before the benefits of pilot projects are demonstrated.
An illustrative allocation of the programme budget is shown below:
	Investment area
	Percentage of change budget

	Digital platforms, cloud systems and data integration
	25%

	AI, software and cybersecurity
	20%

	Software-defined vehicle development
	20%

	Employee training and reskilling
	15%

	Online customer and dealer integration
	10%

	Pilot projects and innovation
	5%

	Independent evaluation and contingency
	5%

	Total
	100%


These are proposed allocations rather than Toyota's existing budget commitments. Funding should operate through a stage-gate system, with further investment released when projects meet agreed performance criteria.
Financial evaluation should include return on investment, payback period, production downtime, defects, digital-service revenue and employee productivity. Non-financial benefits such as safety, employee capability, customer trust and regulatory compliance should also be considered.
[bookmark: _dtns0ere0smj]5.4 Communication and Employee Engagement Plan
Communication should be continuous and tailored to different stakeholders. Employees are particularly important because technological change may create concerns about skills, job security and future responsibilities. ADKAR highlights awareness, desire, knowledge, ability and reinforcement as important stages in individual adoption (Hiatt, 2006).
Senior leaders should communicate the transformation vision, while managers should explain how the programme affects individual departments. Employees should receive information through town-hall meetings, team briefings, digital platforms and training.
Communication should emphasise that AI and automation are intended to develop employee capabilities and improve work, rather than simply reduce employment. Employees should be offered reskilling opportunities and channels for providing feedback.
Dealers should participate in developing online purchasing systems so that digital sales complement the existing dealer network. Customers should receive clear information about online ordering, connected services, software updates and data use.
Toyota's certification reforms also demonstrate the importance of communication, employee training and management involvement at the genba (Toyota Motor Corporation, 2025b).
[bookmark: _3fv3ohvz8f92]
[bookmark: _zd9kl0vbe9b0]5.5 Evaluation and Control Plan
The programme should be evaluated using financial, operational, customer, employee, innovation and compliance indicators.
	Objective
	Key Performance Indicator

	Digital capability
	Number of successful AI/software projects

	Employee development
	Percentage of targeted employees completing digital training

	Customer experience
	Digital customer satisfaction and conversion rates

	Operational efficiency
	Reduction in downtime and defects

	Innovation
	Number of pilots successfully scaled

	Employee adoption
	Employee confidence and adoption of new systems

	Governance
	Number and severity of compliance incidents

	Cybersecurity
	Number and severity of cybersecurity incidents

	Financial performance
	ROI and financial benefits achieved


Operational results should be reviewed monthly, with formal quarterly reviews by the Transformation Steering Committee and strategic reviews by the board every six months. Employee surveys should be conducted twice yearly to identify resistance, confusion or excessive workload.
Independent safety, cybersecurity and ethics reviews should be completed before major AI and software systems are widely deployed. This is particularly important where software affects vehicle safety and customer data.
[bookmark: _exdk5bunukly]5.6 Risk Management and Overall Plan
Major risks include employee resistance, cybersecurity threats, data-protection problems, insufficient digital skills, supplier constraints, cost overruns and poor system integration. Toyota should address these through phased implementation, employee consultation, reskilling, cybersecurity testing, independent audits and clear accountability.
The programme can be summarised as follows:
	Period
	Main activities
	Expected outcome

	Year 1
	Digital assessment, steering committee, employee training and pilot projects
	Readiness and evidence of successful solutions

	Year 2
	Scale successful AI, software and digital customer projects
	Wider organisational adoption

	Year 3
	Embed systems into normal operations and performance management
	Sustainable digital capability and continuous improvement


The proposed programme allows Toyota to combine its established operational discipline with greater digital capability and organisational agility. Rather than replacing the Toyota Way, the company should extend kaizen, genchi genbutsu and respect for people into AI, software and digital services. This balance between continuity and transformation can help Toyota respond to technological and customer changes while maintaining its long-standing commitment to quality and safety. 
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