
1 
 

 

 

Programme: Master of Business Administration (MBA) 

Module Title: Strategic Management 

Module Code: LCMB7003 

 

Assessment Title: Strategic Management Report: A Critical 

Analysis of Organisational Strategy and Competitive 

Advantage 

 

Student Name : Tanvir Ahmed  

Student ID : 2510639 

 

Lecturer Name : Andry Rakotovololona 

Submission Date: 01 May 2026 

 

 

 

  



2 
 

Contents 

SECTION 1 .................................................................................................................... 3 

1. Organisational Context and Overview ...................................................................... 3 

2. External and Internal Environment Analysis ............................................................. 4 

2.1 PESTEL Analysis ................................................................................................. 4 

2.2 Industry Analysis: Porter’s Five Forces............................................................... 7 

2.3 Internal Analysis: VRIO Framework .................................................................... 8 

3. CSR and Sustainability............................................................................................ 10 

4. Balanced Scorecard ................................................................................................ 11 

5. Strategic Choices and Implementation ................................................................... 12 

6. Strategic Evaluation and Recommendations ......................................................... 15 

Section 2 ...................................................................................................................... 18 

7. Reflective Analysis (Gibbs Reflective Cycle) .......................................................... 18 

Reference List .............................................................................................................. 21 

Appendices .................................................................................................................. 24 

Appendix A: Organisational Overview Data ............................................................ 24 

Appendix B: PESTEL Supporting Analysis ............................................................. 24 

Appendix C: Porter’s Five Forces............................................................................ 25 

Appendix D: VRIO Framework ................................................................................ 25 

Appendix E: CSR and Sustainability ....................................................................... 26 

Appendix F: Balanced Scorecard ............................................................................ 26 

Appendix G: Strategic Options ................................................................................ 26 

 

  



3 
 

SECTION 1 

1. Organisational Context and Overview 

1.1 Introduction to the Organisation 

Toyota Motor Corporation is widely recognised to be one of the most powerful 

organisations in the world automobile industry, and has had a long established 

reputation of operational excellence and innovation. The literature on strategic 

management recommends that organisations in highly competitive global markets 

need to make continuous changes in their structures and capabilities to maintain 

competitive advantage (Johnson et al., 2020). Toyota was established in 1937 in 

Japan and since then has evolved into a leading multinational company with 

operations in several continents, although initially, it was a domestic company. 

Organisational Overview (Toyota) 

Factor Details 

Founded 1937 

Headquarters Toyota City, Japan 

Industry Automotive Manufacturing 

Key Products Passenger vehicles, hybrid vehicles, electric vehicles 

Competitors Volkswagen, Tesla, Ford, Hyundai 

 

The initial stage of the development of Toyota was formed by its focus on efficiency 

and quality, which resulted in the development of the Toyota Production System that 

has become widely used in other industries (Bakker et al., 2023). 

1.2 Mission, Vision and Business Model 

The mission and vision of Toyota are focused on providing high quality, reliable, and 

environmentally friendly mobility solutions to its customers all over the world. 

According to strategic management theory, a robust value proposition is the 

foundation of competitive positioning as it equates organisational capabilities to those 

of the customer (Fuertes et al., 2020). The business model of the organisation is a 

combination of large-scale production and the principles of continuous improvement, 

sometimes known as lean production (Samimi et al., 2022). Moreover, Toyota has 

multiple revenue sources, such as sales of vehicles, financial services, and mobility 

solutions, which enables it to reduce risk in various markets. 
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1.3 Market Position and Competitors 

Toyota is highly competitive and globally dominant company in the global automotive 

market, as it always occupies the leading positions in the list of the largest 

manufacturers, production volumes, and brand image. The marketing theory highlights 

that organisations need to be differentiated to be competitive in congested markets 

(Kotler and Keller, 2022). Toyota has accomplished this by a mixture of reliability of 

their products, technological innovation and an established global brand image. 

 

Figure 1: Comparison of Market Position; Source: (Yuan et al., 2022) 

Such players as Volkswagen, Tesla, Ford, and Hyundai are the major players in the 

competitive landscape and compete on various strategic levels like innovation, cost 

efficiency, and sustainability. Toyota has a long-standing reputation of reliability and 

hybrid leadership, but is experiencing mounting pressure in the electric vehicle market. 

 

2. External and Internal Environment Analysis 

2.1 PESTEL Analysis 

To explain macro-level forces and their impact on organisational strategy and long-

term competitiveness, it is necessary to conduct a structured analysis of external 

environment. The PESTEL framework offers a broad prism with the help of which it is 

possible to examine political, economic, social, technological, environmental and legal 

factors in relation to strategic decision-making (Johnson et al., 2020). All these factors 

influence the global operation of Toyota, investments in technology and sustainability 

priorities. 



5 
 

The politics of the world largely affect the international strategy of Toyota as it operates 

in various regulatory environments. Policies regarding trade, tariffs and industrial 

subsidies influence production decisions and the cost structure directly by government 

policies. Moreover, geopolitical crises between the leading economies pose 

uncertainties in the supply chain management and market access. Strategically, 

Toyota has to constantly adapt its international business to reduce the risk of political 

uncertainty and remain efficient in its global network (Hollensen, 2023). 

One of the most immediate forces on the performance of Toyota is economic forces, 

especially in the form of inflation, exchange rate volatility and consumer demand 

changes. Changes in the economic climate across the world affect purchasing power 

and demand of vehicles, particularly in the emerging markets. The escalating 

production cost occasioned by the raw materials prices and energy costs also make 

profitability a challenge. Such economic limitations support the significance of cost 

efficiency and flexible pricing strategies to keep the competitive positioning (Kotler and 

Keller, 2022). 

The strategic focus of automotive companies is being influenced more by social 

factors, especially in the evolving consumer perceptions of sustainability and 

innovation. Increased environmental consciousness has contributed to an increased 

demand of low-emission cars which has placed hybrid and electric cars as a major 

frontier of growth. The fact that Toyota has been investing in hybrid technology earlier 

indicates the realisation of such changes in the society, but with the changing 

demands, there is need to move at a greater speed in incorporating fully electric 

solutions. This change in consumer behaviour demonstrates the need to combine the 

product development with long-term social trend (Kotler et al., 2021). 

Digital innovation, artificial intelligence and electrification are introducing new 

technological advancements that are revolutionising the automotive industry like never 

before. The development of digital technologies into both products and processes is 

changing the way value is created and delivered in the industry (Rêgo et al., 2022). 

Toyota is under an ever-growing pressure of technologically superior competitors, 

especially in the field of electric vehicles, which have to be supported by constant 

research and development. The ability to lead and strategies of digital transformation 

are thus becoming a critical component of staying technologically competitive (Porfírio 

et al., 2021). 
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Environmental issues have taken centre stage in strategic decision-making, especially 

due to the world wide campaigns to cut down the emission of carbon and enhance 

sustainability. Regulation systems compel the automotive companies to minimise the 

impact on the environment by implementing cleaner technologies and more efficient 

manufacturing systems. The hybrid cars of Toyota have helped in achieving its 

environmental position but transition to complete electrification offers both strategic 

opportunities and challenges. The latter needs to be integrated into the overall strategy 

of the organisation in order to make it long-term viable (Mariappanadar, 2023). 

The necessity of compliance and risk management in the automotive industry is further 

supported by legal factors. The regulations concerning safety standards, emission and 

product liability set stringent conditions to manufacturers that are in the international 

markets. The following legal requirements oblige Toyota to incorporate compliance 

mechanisms in the working procedures to prevent fines and reputation losses. Good 

governance frameworks are vital in making sure that legal stipulations are always 

upheld in various markets (Kavadis and Thomsen, 2023). 

Factor Key Issue Strategic Impact 

Political Trade policies and 

geopolitical tensions 

Influences production and 

localisation decisions 

Economic Inflation and demand 

fluctuations 

Affects cost structures and pricing 

strategies 

Social Sustainability awareness Drives hybrid and electric vehicle 

development 

Technological Digital transformation and 

innovation 

Requires continuous investment in 

R&D 

Environmental Emission regulations Forces transition towards 

sustainable mobility 

Legal Compliance and safety 

standards 

Ensures operational legitimacy 
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2.2 Industry Analysis: Porter’s Five Forces 

 

Figure 1: Porter’s Five Forces; Source: (Rêgo et al., 2022) 

Knowledge of industry structure is essential in the determination of competitive 

positioning and the long-term profitability. Porters Five Forces Model gives a powerful 

model in analysing the level of competition and forces that determine the strategic 

performance in an industry (Porter, 2008). These forces interact in the automotive 

industry to make the industry very competitive and dynamic.  

The level of competitive rivalry is especially high since there are global manufacturers 

who compete on a variety of levels, such as the level of innovation, cost efficiency and 

brand positioning. This intense competition subjects Toyota to the never-ending 

pressure to enhance its products and processes. The intensity of competition lowers 

the profit margins and firms have to strategically differentiate to retain market share 

(Hollensen, 2023). Buyer power is also influential, with consumers having a great 

amount of options and being able to compare prices and features easily. This restricts 

how much higher prices Toyota can set without addition to the perceived value (Knies 

et al., 2024). The power of suppliers is moderate because  

Toyota has developed contacts and can use economies of scale to gain an advantage 

in procurement. The risk of entry is also low because of the capital requirements, the 

presence of regulations and technological complexity. Nonetheless, the arrival of 

electric vehicle companies is an indication that these obstacles are changing with time. 

The threat of substitutes is moderate, with substitute mobility tools like shared mobility 

services and public transport steadily growing. 
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Force Level Justification 

Rivalry High Intense global competition 

Supplier Power Medium Established supplier relationships 

Buyer Power High High availability of alternatives 

Threat of Entry Low High capital and regulatory barriers 

Substitutes Medium Growing mobility alternatives 

2.3 Internal Analysis: VRIO Framework 

The capability of an organisation to attain and maintain competitive edge is dependent 

on the internal resources and capabilities of the organisation. The VRIO framework 

measures the worth of these resources, their rarity, imitable and well-organised 

(Johnson et al., 2020). The internal environment of Toyota indicates that it has a 

number of capabilities that can help it to be strategic, though there are a number of 

limitations. 

One of the core capabilities that guarantee sustained competitive advantage is the 

Toyota Production System that delivers efficiency and constant improvement. This 

system is entrenched in the organisation and is hard to imitate by the competitors 

hence making it both rare and inimitable. The value of operational excellence to 

maintaining competitive advantage is emphasised by its contribution to cost 

leadership. 

The other important asset is the brand reputation due to the long-term focus on quality 

and reliability of Toyota (Rêgo et al., 2022). Good brand equity improves customer 

loyalty and facilitates world market positioning. But to retain this reputation, it must 

continue to innovate and be responsive to emerging consumer needs. 

Human capital is a very important factor in favour of innovation and organisational 

performance. Employees also help develop knowledge and improve processes, which 

enhances internal capabilities of Toyota (Noe et al., 2020). Strategic agility also 

improves adaptability of the organisation in response to market dynamics and 

technological disruption (Knies et al., 2024). Leadership also affects the organisational 

performance and employee commitment which supports the significance of good 

management practices (Yuan et al., 2022). 

Although these advantages exist, deficits can be seen in the slower shift to fully electric 

vehicles in Toyota, relative to other competitors. Although hybrid technology is still an 

asset, it could not be enough to maintain long-term benefit in an industry that revolves 
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more towards electrification. This emphasises the importance of constant innovation 

and strategic adjustment to stay competitive (López and Oliver, 2023). 

Resource/Capability Valuable Rare Inimitable Organised Outcome 

Toyota Production 

System 

Yes Yes Yes Yes Sustained 

advantage 

Brand Reputation Yes Yes Yes Yes Sustained 

advantage 

Hybrid Technology Yes Yes No Yes Temporary 

advantage 

Human Capital Yes No No Yes Competitive 

parity 

 

The role of human capital in the success of Toyota is also significant as talented 

workers also help to achieve innovation and efficiency in operations (Noe et al., 2020). 

The organisation is spending heavily on training and development which enhances 

internal capability. Meanwhile, strategic agility enables Toyota to respond to evolving 

market dynamics and technological upheavals (Ahammad et al., 2020). Toyota has 

lagged behind its rivals like Tesla with full adoption of electric vehicle technology and 

this could undermine its technological dominance in the long run. Its hybrid technology 

has its merits, but it might not be enough to maintain a competitive edge as the market 

moves to fully electric solutions. In general, Toyota has a solid base of internal strength 

that can be used as a competitive advantage, but the organisation needs to overcome 

technological lapses to remain relevant in a changing industry. 
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3. CSR and Sustainability 

❖ CSR and sustainability have played a leading role in long term strategic 

positioning of companies in the automotive sector, especially as stakeholders 

continue to pressure companies into engaging in eco and socially friendly 

activities. The human resource management that is oriented towards 

sustainability focuses on the fact that organisations should integrate 

environmental and ethical concerns into their strategic processes so that their 

long-term value-creating efforts could be guaranteed (Mariappanadar, 2023). 

CSR, in the case of Toyota, is not shown as a tool of image but rather an 

essential part of its operational and strategic practice, especially in its 

investment in hybrid technology and emission reduction programs. 

❖ Governance wise, proper CSR implementation needs to be in sync with 

corporate goals and the expectations of the stakeholders, and this is facilitated 

by responsible and transparent decision-making processes. Corporate 

governance structures emphasise the significance of long-term orientation and 

integration of sustainability in organisational strategy (Kavadis and Thomsen, 

2023). This alignment is seen in the governance model of Toyota due to its 

dedication to environmental goals and ethics, but concerns about the rate at 

which it is moving towards fully electric vehicles. 

❖ Responsible innovation also enhances the CSR positioning of Toyota because 

it connects technology development with needs in the society and 

environmental sustainability. This viewpoint implies that innovation must not 

merely be about economic performance but also deal with wider societal issues 

(Scherer and Voegtlin, 2020). This approach is reflected in the hybrid 

leadership of Toyota, but it is under growing pressure to speed up the 

innovation in fully electric mobility. 

❖ The green human resource management practices also lead to sustainability 

because they encourage the employees to be environmentally responsible and 

facilitates organisational change. There is also evidence that these practices 

have the potential to improve environmental performance and strengthen 

strategic goals (Yong et al., 2020). All in all, the CSR strategy of Toyota seems 

to have a competitive advantage but its effectiveness should be realised 

through its constant adjustments to the changing environmental requirements. 
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4. Balanced Scorecard 

The balanced scorecard is an all-inclusive tool of assessing organisational 

performance through the incorporation of both financial and non-financial metrics in 

various perspectives. This strategy helps organisations to coordinate operational 

processes with strategic goals and performance is measured not only by financial 

results. In the case of Toyota, the balanced scorecard provides a systematic approach 

to the connection between the strategy priorities of the company and the performance 

measures in the financial, customer, internal process, and learning and growth 

aspects. 

Financial perspective is concerned with profitability, cost-effectiveness and returns on 

investment, which is a long-term concern of Toyota that values operational excellence. 

HRM practices are also vital to the financial performance of organisations, as they help 

to boost productivity and efficiency of the workforce (Armstrong and Taylor, 2020). The 

lean production system of Toyota is associated to direct cost control and profitability, 

but outside forces like increased costs of inputs necessitate constant optimisation. 

Customer perspective focuses on satisfaction, brand loyalty, and perceived value, 

which are crucial in sustaining market position in a competitive industry. The good 

image of reliability and quality suggests that Toyota has good customer relationships 

and, yet, growing competition in the electric vehicle segment can put the company at 

a disadvantage in terms of positioning. Customer satisfaction is thus a continuous 

process involving a need to be innovative and sensitive to evolving tastes. 

The internal business process perspective is concerned with the efficiency of 

operations and improvement of processes, which are at the core of the Toyota 

strategy. The Toyota Production System incorporates continuous improvement 

practices that help to improve productivity and decrease waste. These activities 

contribute to the financial performance and customer satisfaction through the provision 

of uniform product quality and delivery effectiveness. 

The learning and growth viewpoint emphasises the significance of human capital, 

innovation, and organisational development to support long-term performance. 

Employee training and development enhances organisational strengths and promotes 

innovation (Noe et al., 2020). The view also supports the need to be strategic in agility, 

which has helped Toyota to respond to changes in technology and the market. 
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The results of the performance in these perspectives are interdependent, with 

increased learning and development resulting in increased efficiency in the internal 

processes that lead to increased customer satisfaction and financial performance. It 

is indicated that organisations, which successfully incorporate these dimensions, 

attain better overall performance results (Bui and Krajcsak, 2024). The balanced 

scorecard of Toyota thus depicts a strategic alignment between its operational 

practices, and its long term goals although a continuous adaptation is required to meet 

the emerging challenges in the automotive industry. 

Balanced Scorecard (Toyota) 

Perspective Objective KPI Target Initiative 

Financial Improve 

profitability 

ROI, cost 

reduction 

Increase 

by 10% 

Lean production 

optimisation 

Customer Enhance 

satisfaction 

Customer 

ratings 

Above 90% Product innovation 

and quality 

Internal 

Process 

Improve 

efficiency 

Production 

cycle time 

Reduce 

delays 

Continuous 

improvement (TPS) 

Learning & 

Growth 

Develop 

capabilities 

Training 

investment 

Increase 

annually 

Employee 

development 

programmes 

5. Strategic Choices and Implementation 

5.1 Strategy (Cost Leadership vs Differentiation) 

The business level of strategic choice involves organisations making decisions about 

the manner in which they will compete in their industry, especially in terms of cost 

leadership or differentiation. Differentiation strategy is aimed at generating a distinct 

value to customers by innovating, creating quality and brand positioning, which may 

decrease price sensitivity and increase competitive power (Chernev, 2021). In the 

case of Toyota, the organisation has had a historical hybrid strategy comprised of cost 

efficiency through a lean production and differentiation through reliability and hybrid 

technology. 

As a market strategy, organisations need to match their strategic positions to customer 

expectations and competition. Positioning needs to be cost efficient and value-

creating, especially in highly competitive and technologically disruptive industries 

(Kotler and Keller, 2022). The success of the cost leadership strategy used by Toyota 
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is seen in its production capability of high-quality vehicles at comparatively lower costs, 

whereas its emphasis on hybrid technology helps Toyota to achieve some level of 

differentiation. 

Nonetheless, with the growing significance of innovation in the automobile sector, the 

foundation of competition is changing. The use of innovation-driven strategies is 

increasingly becoming important to stay relevant, especially in the shift to electric and 

autonomous vehicles (Lopez and Oliver, 2023). The fact that Toyota is not moving at 

a faster pace towards fully electric vehicles implies that its differentiation strategy 

needs to be reinforced in order to stay on the same page with the companies that 

focus on technological leadership. 

Strategy Advantage Risk 

Cost 

Leadership 

Operational efficiency, lower 

production costs 

Vulnerability to innovation-

focused competitors 

Differentiation Strong brand, hybrid leadership High R&D costs, slower EV 

transition 

In general, the cost leadership approach of Toyota offers the company stability and 

efficiency, but it seems that the company should focus more on differentiation by 

means of innovation in order to maintain the competitive advantage on the long-term. 

5.2 Change and Implementation 

Effective execution of strategic decisions is reliant on how an organisation is able to 

deal with change especially in fast moving and technologically advanced sectors 

(Errida and Lotfi, 2021). In the case of Toyota, the move towards electrification and 

digitalisation is a major strategic change and so the organisation ought to bring about 

change in a coordinated manner. 

Strategic change also can influence the process and structure of organisations, 

especially with the introduction of new technologies or business models. Strategic 

changes usually need to change business processes to make them fit in the new goal 

(Bubenik et al., 2022). When applied to the Toyota case, the idea of incorporating the 

production of electric vehicles and digital technologies into the current operations is 

both a chance and a challenge, especially when it comes to preserving the efficiency 

and embracing new systems. 

Leadership is critical towards directing strategic implementation and to see 

organisational objectives well communicated and realised. Strategic leadership 
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models emphasise the value of vision, decision-making, and flexibility in creating 

organisational change (Samimi et al., 2022). Moreover, the digital leadership skills 

gain more significance when organisations implement new technologies and change 

their business models (Porfírio et al., 2021). 

In this case, transformational leadership may be applied especially because it 

promotes innovation, motivation and alignment within the organisation. There is 

evidence that a strong role of the leader can improve the performance of employees 

and organisational commitment in times of change (Deng et al., 2023). There is also 

an impact on employee engagement and productivity, which is reinforced by the best 

leadership behaviour conducted on a daily basis (Bakker et al., 2023). Leadership also 

builds trust that enhances organisational commitment, which is crucial to effective 

implementation of strategies (Yuan et al., 2022). 

Meanwhile, leadership strategies need to strike a balance between transformation and 

structure because both transformational and transactional components are factors in 

organisational effectiveness (Berkovich and Eyal, 2021). Critical views propose that 

leadership models need to be adjusted to the organisational circumstances but not 

universal (Gardner et al., 2021). 

Strategy Feasibility Risk 

Market Expansion High Moderate 

Diversification (Mobility services) Medium High 

A strategy attractiveness matrix can be used to compare strategic options based on 

risk and return, where cost leadership appears lower risk but lower future return, while 

differentiation through innovation offers higher potential return but greater risk. In 

evaluating these options, differentiation through innovation emerges as the most 

suitable strategic choice for Toyota. While cost leadership remains important, it is 

insufficient on its own in an industry increasingly driven by technological advancement. 

Differentiation enables Toyota to compete more effectively in the electric vehicle 

segment and respond to evolving customer expectations. Cost leadership, although 

effective in maintaining efficiency, may fail to address future competitive pressures 

driven by innovation. Therefore, prioritising differentiation through technological 

innovation offers a balanced approach that aligns with both market trends and long-

term strategic objectives. 
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6. Strategic Evaluation and Recommendations 

6.1 Strategic Evaluation: SWOT, Ansoff and BCG 

The operational efficiency, brand trust and hybrid technology, though, are strong pillars 

of the current strategy of Toyota, as its competitiveness is challenged by the rapid 

transition towards electric mobility. The strategic assessment process needs to go 

beyond enumerating strengths and weaknesses by asking the question of whether the 

current capabilities can still be relevant in evolving market conditions (Hill and Jones, 

2019). This is significant since historical advantages of Toyota, namely lean production 

and hybrid leadership might not necessarily result in future benefit in a market that is 

progressively influenced by software, batteries and digital ecosystems. 

According to the SWOT analysis, Toyota has the following key strengths: global brand, 

Toyota Production System, experience in supply chain and customer confidence. 

Critical HRM views caution that organisational advantages are vulnerable to turn into 

inflexibilities once firms are too attached to old practices and cannot keep up with 

changing times (Storey, 2019). This is observable in the slower transition of Toyota to 

electric cars, its successful hybrid transition might have diminished the need to 

compete more aggressively with EV-first competitors. Its opportunities are good, 

particularly in electric vehicles, new markets and related mobility but the opportunities 

are countered by threats of Tesla, Chinese EV brands, emission regulations and 

evolving consumer expectations. 

Strengths Weaknesses 

Strong global brand Slower EV transition 

Toyota Production System Dependence on hybrid legacy 

Reliable product reputation Complex global structure 

Strong supply chain capability High transformation cost 

Opportunities Threats 

Growth in EV demand Tesla and Chinese EV competition 

Emerging market expansion Stricter emission regulations 

Connected and digital mobility Supply chain disruption 

Sustainable manufacturing Rising battery technology pressure 
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The Matrix created by Ansoff indicates that the safest path that Toyota would take is 

market penetration by reinforcing the current models, yet the route that it should take 

is most strategically required, which is product development with electric and 

connected cars. Strategies frameworks are practical when they assist managers to 

benchmark risk, market fit and resource preparedness as opposed to merely 

classifying alternatives (Fuertes et al., 2020). The market growth in the emerging 

economies is still lucrative, yet diversification into mobility services must be handled 

with a lot of care since it demands new skills other than the conventional production 

of vehicles. 

Ansoff Strategy Risk Suitability for Toyota 

Market Penetration Low Suitable for strengthening current markets 

Product Development Medium Highly suitable through EV and digital vehicles 

Market Development Medium Suitable in emerging economies 

Diversification High Selective use in mobility services 

According to the BCG Matrix, the hybrid vehicles of Toyota can be considered as Stars 

as they do not only work in a developing segment of sustainability but also have a high 

level of market awareness. Instead, petrol vehicles are more of a Cash Cow because 

they continue to bring in revenue but are declining in the long-term. Electric cars are 

still Question Marks since the market is growing at a high rate yet Toyota has not 

reached the relative competitive strength. The petrol-heavy models of the older 

generation can slowly turn into Dogs in case regulation and consumer demand shifts. 

Product Line BCG Position Strategic Meaning 

Hybrid Vehicles Star Invest and defend leadership 

Petrol Vehicles Cash Cow Use profits to fund EV transition 

Electric Vehicles Question Mark Invest selectively and scale fast 

Older Models Dog Reduce dependence over time 
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6.2 Recommendations 

❖ Toyota needs to focus on faster product development on electric and software-

enabled cars even as it uses the profits of hybrids to finance transition. 

Innovation strategy becomes most effective once it is part of the overall 

business model as opposed to being a technical process (López and Oliver, 

2023). It implies that Toyota needs to increase its battery alliances, enhance 

the pace of EV design, and enhance online automobile capabilities like 

connected services, driver assistance and over-the-air updates. 

❖ Another area that Toyota needs to develop a more robust digital strategy is 

data, customer experience and connected mobility. The digital transformation 

study demonstrates that strategic value is achieved through redesigning 

processes and capabilities, rather than the adoption of new technologies (Rêgo 

et al., 2022). Hence, Toyota needs to be more related to the product 

development and customer data and after-sales services in such a way that 

digital capability would be included in the competitive advantage. 

❖ Lastly, Toyota needs to enhance strategic agility at the leadership levels, supply 

chain and workforce development. Strategic agility can enable companies to 

beat environmental disturbance quicker but cushion long-term performance 

(Ahammad et al., 2020). This would assist Toyota to minimise the chances of 

slow adaption and make sure that its traditional operational advantages are 

transformed into competitive advantages in the future. 
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Section 2 

7. Reflective Analysis (Gibbs Reflective Cycle) 

7.1 Description 

This evaluation entailed an evaluation of the strategic management practices at 

Toyota by a systematic use of theoretical models such as PESTEL, Porters Five 

Forces, VRIO, the balanced scorecard and strategic evaluation tools. The concept of 

reflective practice suggests that management learning enhances knowledge by 

actively involving the application of the theoretical concepts to the real organisational 

situations (Storey, 2019). In doing this, one had to gather and analyse data regarding 

the internal strengths, external forces and strategic focus of Toyota, as well as apply 

academic theory to facilitate the analysis. In the first stages, the work was seen as 

quite easy since the structure was well-defined with the help of the assessment brief. 

In the course of the analysis, however, it became clear that all the models needed 

more critical attention than mere description. This necessitated the careful choice of 

information that was relevant and constant consistency between theory and practice. 

It also entailed the organisation of arguments in a logical way and ensuring that every 

section helped to present a general strategic story. 

 

7.2 Feelings 

The level of confidence in the first part of the assessment was based on the knowledge 

of the theoretical frameworks. But this faith turned slowly into doubt in trying to put 

these models into critical and not descriptive use. According to learning theory, 

demanding tasks can be uncomfortable, which can facilitate better knowledge and 

development of skills (Noe et al., 2020). This was especially prominent in assessment 

of the weaknesses of Toyota, which demanded going beyond describing the company 

positively to determine strategic weaknesses. 

As the work continued, confidence was getting better as the relationships between the 

various frameworks became more explicit. The combination of different models like 

PESTEL and VRIO contributed to developing a more consistent picture of the 

interaction of external pressures and internal capabilities. This change of mindset 

made the analysis more interesting and valuable, as it shifted toward individual 

observations to a more comprehensive analysis. 
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7.3 Evaluation 

The entire process of undertaking this assessment was not only difficult, but also 

helpful in the process of building strategic thinking skills. The possibility to use more 

than one framework to an individual organisation was one of the positive ones as it 

was possible to gain a better insight into the way strategy works in practice. Strategic 

management paradigms are most effective when applied in synergy instead of 

individually as they give complementary awareness to organisational performance 

(Hill and Jones, 2019). This integration became more helpful in determining the ways 

the internal strengths of Toyota contribute to its competitive position. One of the 

limitations of the process, however, was the challenge in harmonising the depth and 

structure within the word limit. Although both frameworks needed thorough 

consideration, there was the need to highlight some of the most important aspects to 

ensure the same is kept clear and focused. The other problem was to make the 

analysis critical and not descriptive because there was a tendency of wanting to focus 

on the strengths of Toyota without delving into the weaknesses. 

7.4 Analysis 

The reflective process emphasises the critical thinking aspect of strategic analysis, 

especially in the ability to differentiate between theory and application. Strategic 

frameworks give structure but their usefulness varies based on how they are 

understood and implemented in a particular organisational context (Fuertes et al., 

2020). The application of various models in this evaluation was useful in determining 

weaknesses and strengths of Toyota strategy especially as far as technological 

adaptation is concerned. 

The lesson learned during this process is that sustainable competitive advantage 

cannot be fixed but it has to change with external changes. Although the lean 

production system and brand reputation are good grounds that Toyota can use, unless 

it is backed up by ongoing innovation, the advantages would not be as effective. This 

makes the argument that organisations need to strike the right balance between 

operational efficiency and strategic flexibility. 

The other key learning is connected with the role of leadership and organisational 

culture in implementing the strategy. Leadership plays a key role in driving change 

and in aligning strategic goals and functional operations (Deng et al., 2023). This 

realisation was made more vivid when strategic implementation was considered, as 
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the role of leadership as a factor in the management of technological transformation 

was found. 

7.5 Conclusion 

In general, this reflective process has indicated that strategic management is not 

merely a matter of applying models, but of the creation of a better understanding of 

how organisations react to complex and changing environments. The evaluation has 

enhanced the critical thinking skills regarding organisational strategy and the 

evaluation of strengths and weaknesses in a balanced way. It also emphasises the 

need to have theory combined with real-life practice to come up with meaningful 

analysis. 

7.6 Action Plan 

Development 

Area 

Action Timeframe Expected Outcome 

Critical analysis 

skills 

Practice applying models to 

different case studies 

3 months Improved depth of 

analysis 

Research skills Use more academic journal 

sources 

Ongoing Stronger academic 

support 

Strategic 

thinking 

Compare multiple 

organisations 

6 months Better evaluation 

ability 

Writing structure Improve clarity and flow Ongoing More coherent 

arguments 

Application of 

theory 

Link theory to practice 

consistently 

3 months Stronger academic 

performance 

 

The further evolution of the course content will be aimed at enhancing the skills of 

critical evaluation and enhancing the capacity to bridge the theoretical frameworks and 

the practical organisational situations. This will be facilitated by constant reading and 

exposure to real-life examples in academic literature and will improve the overall level 

of academic performance. 
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Appendices 

Appendix A: Organisational Overview Data 

Element Details 

Organisation Name Toyota Motor Corporation 

Founded 1937 

Headquarters Toyota City, Japan 

Industry Automotive Manufacturing 

Core 

Products/Services 

Passenger vehicles, hybrid cars, electric vehicles, financial 

services 

Business Model Mass production with lean manufacturing (Toyota 

Production System) 

Key Competitors Volkswagen, Tesla, Ford, Hyundai 

Market Position One of the largest global automobile manufacturers 

Appendix B: PESTEL Supporting Analysis 

Factor Key Issue Evidence/Data Impact Level 

(1–5) 

Political Trade policies, tariffs US–China trade 

tensions 

4 

Economic Inflation, fuel price 

volatility 

Global economic 

uncertainty 

5 

Social Shift to eco-friendly 

vehicles 

Rising demand for 

hybrids 

4 

Technological EV and autonomous 

tech 

Tesla competition 5 

Environmental Carbon emission 

regulations 

EU sustainability laws 5 

Legal Safety and compliance 

laws 

Global automotive 

regulations 

4 
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Appendix C: Porter’s Five Forces 

Force Strength Evidence Strategic Implication 

Competitive 

Rivalry 

High Many global players Continuous innovation 

required 

Supplier Power Medium Strong supply chain 

control 

Cost efficiency advantage 

Buyer Power High Many alternatives 

available 

Pressure on pricing 

Threat of Entry Low High capital 

requirement 

Strong barrier to entry 

Substitutes Medium EV, public transport Need for diversification 

 

Appendix D: VRIO Framework 

Resource/Capability Valuable Rare Inimitable Organised Competitive 

Outcome 

Toyota Production 

System 

✔ ✔ ✔ ✔ Sustained 

advantage 

Brand Reputation ✔ ✔ ✔ ✔ Sustained 

advantage 

Hybrid Technology ✔ ✔ ✖ ✔ Temporary 

advantage 

Global Supply Chain ✔ ✖ ✖ ✔ Competitive 

parity 
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Appendix E: CSR and Sustainability 

Initiative Description Investment 

Level 

Strategic Benefit 

Carbon Neutrality Net-zero emissions 

target 

High Regulatory 

compliance 

Hybrid Vehicles Prius and eco-cars High Market leadership 

Recycling Programs Waste reduction Medium Cost efficiency 

Community 

Development 

Social initiatives Medium Brand image 

 

Appendix F: Balanced Scorecard 

Perspective Objective KPI Target Current 

Performance 

Financial Increase 

profitability 

ROI +10% Stable 

Customer Improve 

satisfaction 

Customer 

rating 

90% High 

Internal 

Process 

Efficiency Production 

time 

Reduced Strong 

Learning & 

Growth 

Innovation R&D 

investment 

Increase High 

 

Appendix G: Strategic Options 

Strategy Expected Return Risk Level Feasibility 

Cost Leadership High Low High 

Differentiation (EV) High Medium Medium 

Market Expansion Medium Medium High 

Diversification (Mobility) High High Medium 
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