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Executive Summary
The creativity and innovation are the major drivers for business expansion and growth. However, the increased awareness also impacted the use of creativity and innovation in business as usual. This report will discuss the innovation process at Toyota as it is looking forward to Flying cars or eVTOLs. The evolution of innovation at Toyota and its models of innovations have been discussed in this report to understand the potential benefits and challenges. Similarly, the 4 Ps of innovation and force field analysis are used to demonstrate the distinct aspects that need significant attention for an improved outcome. The force field analysis reflects the barriers and risks during this innovative product by Toyota. However, there are other players in the automobile industry, working on this innovative product of eVTOLs. So, the leadership and management style in the organizational setup is other significant factors as it will drive the difference in the outcome by each of the players in this industry. Thus, the conclusion is followed by detailed evaluation of management practices and leadership style at Toyota.
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1.0 [bookmark: _Toc129904080]Introduction
Innovation is the successful implementation of creative ways of doing things. The creativity is the ability to come up useful new ideas. So, the creativity and innovation are not the same thing as these are two different stages of innovation cycle. The creative ideas for travel and commuting for future has been enable the ways for flying cars (Tidd et al, 2018). The implementation of these ideas is the innovation at Toyota and other automobile companies which are working on flying cars or eVTOL. This report will evaluate this new project of Toyota along with the business overview of this automobile giant. The innovation matrix and 4 Ps of the innovation at Toyota will be the models to evaluate the feasibility. The possible barriers and risks associated with this project will also be discussed along with the management and leadership requirements for this innovative product.



2.0 [bookmark: _Toc129904081]Findings
2.1 [bookmark: _Toc129904082]The Company and business overview
Toyota has a long history of more than 100 years as its founder started the basic concept of vehicles in the 19th century. However, the formalization and official establishment of Toyota Motor Corporation happened in the year 1936 (Swaminathan et al, 2022).  It has been a flag bearer around creativity and innovation since beginning. The just-in-time (JIT) inventory system has revolutionized the production and manufacturing systems across the globe. The company has been focusing on growth of its existing businesses, but significant focus is also given to future years. The research and development at Toyota have been the major drivers of sustainability through this long history of survival combined with leading the automobile industry and business environment.
Toyota has been a market leader in Japan as it has a market share of more than 40%. Also, this company has been expanding in foreign markets as it delivered the 10 millionth car to its customer in Germany (Toyota, 2021). The management at Toyota has trusted the innovative ways of doing business along with creative product and services. The Flying car project is based on its innovation and eco-friendly approach of business. The CSR aspects of these battery based flying car is additional value addition to this new business dimension.
2.2 [bookmark: _Toc129904083]Evaluation of Innovation at Toyota: Models of innovation
2.2.1 [bookmark: _Toc129904084]Overview of innovation opportunity
The travel and transport have been developing on traditional lines even if the source of energy has been an area of innovative ideas. The basic thinking for commuting alternatives has been through traditional routes. However, the increasing number of innovative areas in the human life, the commute through air options started looking possible. The air routes are traditionally considered for long distance travel and transportation (Zaps et al, 2022). However, the latest development in the automobile sector reflects the smaller commuting needs are also seen as a potential market for air travel. However, the financial feasibility of this alternative is far from proven but the focus, for now, is to make it possible. The efficiency in financial terms will be evaluated once this becomes a real and viable option. Toyota has been an innovation hub with many creative ideas in the existing business as well as in its expansion strategies across the globe. Thus, this acquisition of Joby Aviation- and USA based company, by Toyota is seen as an opportunity to continue the approach of innovation-based sustainability.





2.2.2 [bookmark: _Toc129904085]Type of innovation
The innovation matrix below categorizes the innovation into four categories:
Figure 1: Innovation Matrix- Crown Business, 2013
           


Architectural innovation is the based on existing technology, but it aims newer markets. This innovation requires the adaptation in the existing product as per the changed dimensions of the market and customers’ expectations. So, this is not applicable in the case of eVTOLs by Toyota. The radical innovation is also focused to increase the customer base of the business, but it uses a new technology instead of existing ones (Blau, 2020). So, it is based on a revolutionary technology to increase the market presence of the business as it uses the changing needs or demand of the customers. The innovation by Toyota falls under this category. The innovation will involve newer technology and improve the existing ways of doing thing i.e., travel and commute.
Incremental innovation is about smaller improvements in the existing processes, systems, and products but cultivates a significant change in the operational and strategic capabilities of an organization. It is added to existing lines of business operations with minimal or no requirements of additional resources or advanced technologies (Ahluwalia et al, 2021). The target market is the existing market share of the company with use of existing technologies to implement these smaller improvements to provide competitive advantage to the organization. This innovation by Toyota is not a small and process-based improvement so the incremental innovation model is no applicable. However, the disruptive innovation can be associated with the innovation of eVTOLs as it uses the newer technologies to introduce a new product or service in the existing market. It doesn’t aim to create new market as the expansion through such innovation is product driven and not market share driven.

2.2.3 [bookmark: _Toc129904086]Open Innovation
The eVTOLs are considered as open innovation as there are more than 250 companies which are working in this field. This is not an internal matter of organizational expertise as there is extensive information is exchanged with external parties along with internal systems. Also, the expansion strategy of Toyota is based on acquisition of Joby Aviation Inc. It also reflects the open innovation approach because the proposed product is not possible without the combined resources to research, develop, design, and market or manufacturing of this revolutionary innovation of flying cars. However, the closed innovation is limited to the internal process and system of an organization. So, there is not scope for multiple contribution in the broader process (Shihab et al, 2019). The example of a closed innovation is the shift that Facebook has reflected in the internal operating model. The company has started managing the content creation and consumption on its global social networking platform. However, there is not applicable to the eVTOLs innovation by Toyota as there are more than 200 entities that are working on similar product or process.
2.2.4 [bookmark: _Toc129904087]The Innovation Process
The innovation process at Toyota is based on the brainstorming sessions as a part of long-term sustainability strategy development program. The company has been focusing on innovative ways to remain competitive in the automobile sectors which goes beyond the traditional vehicle manufacturing processes. Furthermore, the climate challenges are also considered in the initial idea of flying car, so this product is based on the electric mode of energy instead of fuel (Diamandis et al, 2020). However, the innovation process is yet to be conclusive and finalized as there is no mass production is possible till now by multiple successful creators of this product. The management at Toyota understands that this is still incomplete if the manufacturing is not aligned with the market demand. 
2.3 [bookmark: _Toc129904088]The 4 Ps of innovation
Paradigm, Process, product, and position are the 4 Ps of innovations that are considered to evaluate an innovation across the industry. However, its applicability is based on the type of product or service offered by the organization. 
The paradigm innovation reflects the shift in the mental model of fulfilling the needs of the population. It is close to a fundamental change in the thinking about the ways to meet the customers’ needs (Wu et al, 2016). The examples of this type of innovation are ford and iPhone. The smart phone market lead by iPhone has changed the way people use their mobile phone. So, the proposed innovation of Toyota is considered a paradigm innovation as it will shift the fundamental of commuting through flying cars in the mind of customers. However, this is not an invention because both basic aspects of this new product- cars and flying jets, are existing realities. So, this proposed change in Toyota is an innovation to an already happened invention. Paradigm innovation is valuable as major economic changes happen after such innovation improves the use of existing products and enable fundamental change in what all is possible. The process innovation is about making the operational changes in the internal system of an organization (Bratnicka et al, 2015). The companies in the retail sectors have been the leader in internal changes-based process innovation. The big-box discounters have changed to store-within-a-store model to improve their operational efficiency that leads to higher profitability. Toyota has been known for internal changes based Just in Time Inventory (JIT) system that revolutionized the inventory management across the sectors. However, this innovation of flying cars is not based on internal improvements or change so it cannot be termed as a process innovation.
Product is considered as most common p of innovation. The materialistic form of innovation is feasible only with the products, so it is reflected in most of the innovation talks and success stories. The electronic and home appliances sector has changed tremendous product-based innovation that changed the use of internet also (Cook, 2016). However, this aspect of innovation is based on an ideal world situation which is not feasible in real world. The product with lower innovative feature may capture higher market share than the market share of a product with higher innovative features. Microsoft word was not a better product than WordPerfect when it was launched but just because it was compatible with more Computers; it became the leader in this market. Similarly, the innovation of eVTOLs by Toyota is based on one radical change of existing alternative for travelling or commuting. The newer product might not be better on other aspects such as comfort in seating and space for the passengers. However, it will have further changes once the initial round of operations is achieved.
The last P of innovation is about the positioning of the innovation. The change in the position of the existing product or marketing it to a new market reflects the positioning innovation (Drucker, 2007). The automobile companies are seen to launch their existing models with different name in a new market or country. However, Toyota’s new innovative eVTOL is not a reposition because the characteristics of this new product are significantly newer. 
2.4 [bookmark: _Toc129904089]Force field analysis
The force field analysis from Kurt Lewin is an effective tool for strategic evaluation for a proposed change. It helps in the decision making to manage the challenges and advantages of proposed change. The force field analysis applied for proposed innovation of eVTOL reflects the driving forces and restraining forces reflected in the below figure:
[image: ]
Figure 2: Force Field Model,1951.
This analysis is a three-step process that identifies (reflected in figure 2) the forces for and against of a proposal. The score given to each factor or force is combined to compare the total added advantage of a proposal and the disadvantages. The major driving forces for the flying cars are need for efficient commuting, environmental impact of the electric vehicles, and the advanced technology that demands the alignment among the daily activities of lives and individuals and organizations (Foss et al, 2015). The changes in the commuting alternatives are also driven by the technological advancement in other areas such as communication and financial services. The efficiency in the travel and commute is the increased aspect of innovation and developments in the automobile sector. So, the flying cars might become an effective solution for this increased demand. However, it is still in the initial phase and its feasibility for commuting and travelling in daily lives is expected to be at significant cost. However, the financial feasibility is the later stage of this project, so the current environmental impact of the existing vehicles is also a positive force. The proposed eVTOL will be based on electricity as its energy source so it will eliminate the negative impact on environment by the fuel-based vehicles. It makes way for third positive force which is technology advancement in other areas (Gryskiewicz et al, 2003). The traditional ways of travelling have been converted into more relaxing and comforting alternative. However, the basics have also changed in other sectors which need to be aligned with automobile sector as well. For example, an advanced communication device must have compatible vehicle to provide uninterrupted communication during traveling. 

2.5 [bookmark: _Toc129904090]Barriers and Risks
However, there are few restraining forces also that provide the negative aspects of this innovation. The high risk of economic value of this product is the biggest restraining force. The low probability of its sustainability for a mass utility is restraining force. Similarly, the need for significant capital expenditure for this product is another challenge for this innovation. The financial resources that are required to implement transformational strategies for mass use cannot be estimated accurately at this stage (Toivonen, 2015). The trial-and-error methods at multiple activities of the product development results in variable cost for the active innovators in this sector and Toyota is not exception. So, the need for high capex is another challenge which is strengthens by the lack of infrastructure for this innovation. The flying cars will need a clear and authorized air routes along with the charging stations as the electricity will be the source of energy for this new product. 
The barriers and risks are considered for the feasibility evaluation of a new project or product. There are multiples barriers for this innovation which includes the assurance of safe use or operations and battery life and operation. The radical innovation of flying jets or cars needs assurance for safe operations. The uncertainty in the air travel in the existing setup is already an area of concern as the accidental damage in the air mode of travel is seen over the decades (Tomlins et al, 2021). Although, the technological advancement and the increased awareness or understanding of this mode is increasing the safety promises but its use as smaller travel and frequent commuting alternative will remain a challenge to be managed. Similarly, the battery life and operation will be a barrier as the traditional set up of fuel stations needs to be replaced by charging stations. Also, there will be significant regulatory hurdles as this product requires cross authorities’ approvals. Toyota has applied for the air travel license in Japan after the federal government in the USA has provided the same. However, there will be time bound obligations in clearing the regulatory hurdles in other markets.
2.6 [bookmark: _Toc129904091]Leadership and management 
The leadership and management are the reflection of long-term strategies and vision. Toyota has been focusing on innovation and creativity ways of doing business. So, there is a positive environment for innovation in the organization internally and externally (Kim et al, 2022). The internal changes-based innovation is a result of management approach at Toyota as there is consistent focus on create ways in managing the operational processes and the strategic implementation. The transformational leadership at Toyota has been a competitive advantage over the year(Ballé et al, 2017). The strategic decision is based on and combined with transformational leadership based on efficient execution. So, the innovation of eVTOL has leadership and management at Toyota as positive drivers for change. This innovation is for transforming the basic commuting in the long term although, the financial feasibility is yet not confirmed.  Thus, the leadership at Toyota will complement this process of feasible eVTOLs.
 

[bookmark: _Toc129904092]3.0  Conclusion
It can be concluded that there will be uncertainty around the day-to-day feasibility of this new product by Toyota. The innovation of eVTOL will be a radical change in the travel and commuting aspect of life. However, it is yet far away from its mass production and use by public. The required know how and resources are available as reflected by the progress of this innovation in last decade. Presently, this sector is seeing new players from across the globe which will increase the potential of its sustainability in future. So, it is a positive environment for this innovation of eVTOL by Toyota. The business has positive approach from their management and operational leaders. It is traditionally seen that the leaders at Toyota aim for operational efficiency through innovation apart from creating a new product or services. Therefore, the risks and barriers as per force field are expected to be dealt with by the management at Toyota. Thus, the uncertainty around the feasibility of eVTOLs will not be significant challenge for the management.
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