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[bookmark: _Toc112163041]Introduction
The German automobile brand Volkswagen (VW) embroiled itself in a scandal of international proportions in the September of 2015. A group of university researchers disclosed the use of defeat devices in each of the diesel engines that VW was producing, enabling its cars to surpass the emission tests that they had to go through (Jung and Sharon, 2019). Since this expose, the brand has sought to overcome the implications of the scandal and rebrand itself completely to survive in an ever-competitive market. The present case study has been drafted to identify and explain its strategy for change, its resource and capabilities and their handling, the brand’s efforts toward sustainability and finally, recommendations for the brand’s future.
[bookmark: _2s8eyo1][bookmark: _Toc112163042]1) Key business strategies of VW over the past five years and changes
The strategy of Volkswagen has evolved and transformed in a number of ways and directions in the past five years. For instance, in a report from the Volkswagen Newsroom (2021), the brand explains its “accelerate” strategy, under the namesake brand “Transform 2025”. This strategy has been developed by the brand for the alignment of its business functions and processes with a new set of organisational goals. The new goals reflect a novel interest and investment of the brand and its shareholders in the area of sustainable mobility. The brand is clearly trying to reposition itself in the market as a proponent and leader of automotive technology which operates on the central tenet of sustainability. As such, Volkswagen in the past five years has begun to focus on four variable aspects which it alludes to electrification, the development of software-defined products, a new business model which incorporates subscriptions and online purchasing processes and finally, the variable of autonomous driving.
As supported by Galli et al. (2018), the change management model that Kotter has proposed has been effective in taking into account the interests of the brand, its shareholders and the relevant agents of change in a situation that requires it. As contextualised by the work of Kotter (2018), there is an eight-step process in which each element has been labelled an accelerator of change. These eight accelerators may be able to explain the new strategic directions that Volkswagen is adopting.
Create a sense of urgency: The first of these accelerators, which alludes to creating a sense of urgency, is relevant in the case of Volkswagen in that the brand experienced the stress to recover from the scandal that it faced in 2015. In the work of Welch (2019), it is detailed that the brand had to completely reposition itself in order to wade through the issues of public relations as well as their consequent losses in sales. The legal and governmental actions taken toward the brand also caused significant losses to it.
Create a guiding team: To make up for the lost sales and to regain the brand’s traction, Volkswagen put together a new management team, with 7 of the ten top executives replaced, that was focused on rebuilding the brand. This coincides with a report in the Guardian (2015).
Draft a strategic vision: Further, the aim of this new management has been to utilise a strategy that focused on aligning Volkswagen’s progress with the terms Replace, Restructure, Redevelop and Rebrand. This was part of the formation of the brand’s strategic vision.
Recruit and retain volunteers: The brand positioned its changes along the lines of the inculcation of technology, the business model 2.0 and “radically new production approaches” (Volkswagen Newsroom, 2022). These changes were accompanied by cuts to the payments to executives and the creation of new jobs and the support of labour groups, who began joining the executive ranks of the company (Welch, 2019).
Removing barriers to action: Restructuring of the organisation and job cuts for the executives as well as the elimination of unnecessary positions gave the company the opportunity to cut its costs.
Generate short-term wins: Short-term wins that the brand was able to achieve included a quick discarding of its diesel-related past and the move toward an electric future. The brand quickly generated repute for its venture. This change has come in a sustainable and elaborate process which has ensured the seamless implementation of the new organisational directions that the brand has adopted (Welsh, 2019). 
Sustain acceleration: The brand has opted to invest over 18 billion euros in the rebranding and reorganisation of its business. The focus is on the aspects of “e-mobility, hybridization and digitalization,” and the brand plans to develop these by the year 2026. It has utilised a sustainable operating margin which accommodates for losses (Volkswagen Newsroom, 2022).
Instituting change: By seizing the opportunities Volkswagen was presented, it has instituted long-term strategic change for its company. Aligning with the work of (), the company has planned the production of more than 80 models of electric-powered vehicles by the year 2025. Its partnership with China’s Anhui Jianghuai Automobile for the production of new energy vehicles such as hybrid cars is also in full swing.
[bookmark: _u1bdqr14z37f][bookmark: _Toc112163043]2) Resources and capabilities of VW over the past five years
The standing of the brand and the seriousness and scale of the massive scandal that VW was involved in resulted in the prestigious automaker losing over 40% of its stock value within two weeks of the reveal. Even so, the brand was able to set new sales records in the year 2016, for which a major driver has been the efficient handling of its resources and capabilities. As such, the brand may be subject to a VRIO Analysis.

	Resource
	Value
	Rarity 
	Inimitability
	Organisation

	Production facilities
	Yes
	Yes
	Yes
	Yes

	Brand image and reputation
	Yes
	Yes
	Yes
	Yes

	Research and development
	Yes
	Yes
	No
	Yes

	Supply chain management
	Yes
	Yes
	No
	Yes



Production facilities: According to Volkswagen (2022), the brand has 120 production plants in 19 European countries. It operates production in more than 10 countries in the United States of America as well as in Asia and Africa. The production of its vehicles is presided by over 600,00 employees worldwide. In a report by Volkswagen (2019), it is elucidated how the brand is using its existing production facilities to align with its new business strategies, with investments in its production sites such as Chattanooga to make electric cars.
Brand image and reputation: In a report by Fortune (2020), it is clearly stated that the brand, though having faced a dip in its reputation after the scandal of 2015, continues to be one of the most valued automakers in the world. It has regained some of its lost brand value since as well. At the same time, a report by the New York Times (2021), contextualises the way that the brand continues to benefit from a good reputation in that analysts at UBS, a bank based out of Switzerland, “have recently rated it as the traditional carmaker best positioned to compete with Tesla.” It is clear that the brand has efficiently rebranded its image to make itself known as a leader in electric vehicles and has depended upon the resource of its brand reputation for the same.
Research and development: In a booklet published by Volkswagen Careers (2022), it is clearly detailed that the brand has more than 60 years of flourishing R&D. To align its already strong R&D functions with its new strategies, the brand has used its rich R&D history and given it the competitive edge of inculcating electric vehicles and digitisation. 
Supply chain management: On the official website of Volkswagen (2022), the brand’s efforts toward maintaining an environmentally and fiscally secure strategy for supply chain management are well-put. In the past five years, the brand has even worked to maximise transparency with the digital technology of the times, by using blockchain, for instance (Volkswagen Newsroom, 2019). 
[bookmark: _3hvpc3jx8ajt][bookmark: _Toc112163044]3) Evaluation of the way Volkswagen become more competitive by  focusing on sustainability and environmental issues
Sustainability becomes the most crucial aspect for the automobile industry to reduce environmental pollution by controlling carbon emissions and energy consumption to increase brand awareness and maintain organisational reputation in the competitive market. Sustainability is the core strategy of the chosen organisation, Volkswagen which can help the company to expand the business and incorporate innovative ideas to gain future growth in the competitive market (Reinhardt et al. 2019). The company aims to pursue social, environmental, and economic objectives effectively and develop brand value by developing effective strategies for resources and the environment. The vision of the organisation includes decarbonisation, e-mobility, green supply chain practices, and digitalisation to maintain the work environment and financial well-being of the company (Goworek et al., 2020). The organisation has developed relationships with socially committed suppliers and established green supply chain management to maintain quality and reduce carbon emissions. Volkswagen aims to reduce 40% of carbon footprints in the UK by 2030 and incorporate Science Based Target initiative (SBTi) to reduce carbon emissions in the production process (Volkswagen-newsroom, 2022). It helps to reduce waste and energy consumption in the manufacturing process which helps to maintain environmental sustainability in the organisation and increases brand awareness in the market to get competitive advantages.
[image: ]
Figure: Netherlands: opinion on the sustainability of Volkswagen 2009-2016 
(Source: Statista, 2022)
Volkswagen has also incorporated the recycling and reusing process in production management to reduce waste and expenses that help to maintain economic and environmental sustainability in the organisation. The organisation maintains a circular economy for reusing resources that helps to attract customers as well as reduce environmental pollution in the organisation. The organisation has succeeded to reduce 30% fewer carbon emissions in comparison with its competitors in the UK automobile industry which helps to increase the brand's reputation in the global market (Liu et al., 2018). The organisation has launched electronic vehicles in the market by introducing Volkswagen ID.4 which aims to reduce carbon emission and fuel consumption and maintain actionability in environmental performance by 25% than previous years which indicates the effective sustainability strategy of the organisation to hold the market share and expand the business (Volkswagengroupofamerica.com, 2022). The organisation has also maintained after the will it be in the workplace by using key performance indicators to measure the progress in achieving environmental goals. The company has incorporated digital and dialogue-oriented platforms to collect faster information about production management and develop communication in the workplace. The organisation has provided effective training and maintains equality in the workplace to satisfy customers and increase efficiency in managing operation management to get success in sustainability strategies (Kazancoglu et al., 2021).
To understand the competitive environment of Volkswagen and the opportunities it can get in maintaining environmental sustainability in the organisation, the study has considered Porter’s Five Force model to analyse the competitive structure of the automobile industry.
· The threat of competitive rivalry: In the UK automobile industry, many organisations incorporate environmental sustainable strategies by introducing EVs and the major rivalries are BMW, Toyota, Tevva and Munro. The rivalries how to reduce 35% of carbon emission in the UK. Therefore the threat of competitive rivalry is high in the UK market.
· The threat of new entrants: The threat of new entrants is low in the UK automobile industry because there are many organisations that hold the market share and have an existing customer base. Additionally, the new entrants need effective economic support to maintain the environmental sustainability.
· Bargaining power of customers: The bargaining power of customers is high because there are many organisations that maintain the eco-friendly process of production and offer vehicles at a reasonable price.
· Bargaining power of suppliers: The bargaining power of suppliers is low because in the UK market there are main suppliers who can provide technological equipment to maintain environmental sustainability in production.
· The threat of substitutes: The threat of substitutes is high in the UK automobile industry because the UK Government also make public transport eco-friendly to reduce carbon emissions.
The organisation has incorporated the Triple Bottom Line Theory of sustainability to maintain sustainable activities in the organisation and develop effective CSR activities to gain advantages in the dynamic market. The organisation has created the green finance committee to develop sustainable projects and analysed the sustainability initiatives in maintaining the financial structure of the organisation. The organisation equal priority in developing sustainability in the economy, environment, and by calculating the gross value and increasing the recruitment rate in the organisation. The organisation has recruited 641,838 employees in the organisation to maintain sustainability in the production management and reduce carbon emissions to maintain environmental sustainability in the organisation. Volkswagen has spent £25 million in revenue on decarbonization programs and £229 million on Environmental Protection Programs to maintain environmental sustainability and reduce pollution in the UK. The organisation has also focused on providing support to educational and community programs and developing partnerships with NGOs. The organisation has contributed £42.2 million in revenue to local NGOs and £40 million in revenue to healthcare programs that help to maintain social sustainability in the organisation. The organisation has also donated £118 million in revenue to the child relief programs that help to increase brand popularity and maintain CSR activities in the organisation.
[bookmark: _h06edj44yy52][bookmark: _Toc112163045]4) Recommendations for improving sustainable practices in Volkswagen to get competitive advantages
To get success in the competitive market, Volkswagen needs to develop effective sustainable practices to get competitive advantages in the dynamic market. There are some recommendations that help to develop effective strategies to improve sustainable practices in the organisation:
· Increasing the production of electric vehicles: Volkswagen needs to develop the production rate of electric vehicles to maintain sustainability in the organisation by reducing carbon emission and energy consumption. The organisation have to focus on developing the battery range and durability to attract customers to buy electric vehicles rather than petrol and diesel cars which helps to maintain environmental sustainability in the organisation as well as increase brand awareness in the global market (Lim and Taeihagh, 2018). By developing the longevity of batteries of electric vehicles and developing the design of EVs the organisation can motivate customers to purchase electric vehicles and helps to reduce environmental pollution in the UK.
· Providing effective training to employees: Volkswagen needs to provide effective training to employees to make them understand the importance of maintaining environmental sustainability in production management to gain competitive advantages in the UK automobile industry. The organisation need to recruit field employees to manage technological tools and provide them with proper training (Papa and Ferreira, 2018). By developing the recruitment process the organisation can increase the production of electronic vehicles and provide economic support to local communities that help to maintain environmental and social sustainability in the organisation.
[bookmark: _vo4xymmlhb40][bookmark: _Toc112163046]Conclusion
As highlighted in the above discussion, the present report presented the sustainable strategies of the selected organization, Volkswagen which help the organization develop effective business strategies. The study has evaluated the key business strategies of the organisation that helps to enhance the performance level of the organisation. It has also analysed the resources and capabilities of the organisation that help to hold the market share in the competitive market of the UK. The report has evaluated the competitive environment of Volkswagen in maintaining environmental sustainability in the organisation. It has also presented recommendations to improve sustainability activities in the organisation to gain competitive advantages.
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