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[bookmark: _Toc220403107]Executive Summary
This paper focuses on strategic management for Toyota GB in the UK to develop the strategic alternatives. Strategic management provided the opportunity to analyse the strategic position of Toyota to have a deep understanding of its effect on Toyota's strategy. It also helped develop strategic alternatives that would strengthen Toyota's future competitive advantage in the current competitive market. The external environment reveals that the UK government serves an essential role in shaping Toyota's strategic plan. Internal analysis shows competitive advantage depends on efficient operation system, R&D, and robust dealer relationships. However, competitors can imitate the operation system and R&D. Therefore, strategic alternatives available to Toyota include a strategic alliance with manufacturers of battery electric vehicles, integrating battery electric to align with the UK mandate, enhancing the current Toyota Production System, and strengthening digital supply chains and customer centricity.
[bookmark: _Toc220403108]Introduction
Almost every company in the automotive industry wants to win against its competitors by attracting the highest customers, recording high revenues, and launching innovative products that solve customer problems. Companies depend on strategies to shape the direction and the scope over a long period, hence helping them create lasting competitive advantages in dynamic markets. Strategic management serves three critical benefits. First, it ensures managers take a strategic view of the environment and company to understand how it affects the strategy. Second, it ensures that managers come up with proper strategic choices that will make the company remain competitive in a dynamic market. Third, it ensures managers put chosen strategies into action and continuous management. 
Toyota Automotive Company has a long history in the UK market. First established in Japan in 1937, and later expanded in the UK market after three decades. The company started by exporting more affordable cars, such as the Corolla, which helped it strengthen its presence in the UK market. Toyota GB was established in 1967 to operate as UK based strategic business unit. However, initial functional responsibilities included handling of imports from Japan, marketing, and sales. The strategic management move helped the company to regain growth and reputation in a dynamic market dominated by other competitors. Management succeeded by strengthening reputation as best company to sell reliable traditional cars such as Celica and Carina. Management assigned dedicated functional responsibilities for manufacturing. The next two decades helped transform the strategic business unit into one with the capacity to begin manufacturing, marketing, and selling automotive units to the UK markets by 1989 at Burnaston, Dershire. It also established a dedicated engine plant at Deeside, North Wales, in the same year. The faster expansion in the UK market has seen the company record more than 3 million sales. Three major strategic moves that have made Toyota a key player in the UK markets include making a strategic investment of more than £240 million for purposes of upgrading to the current Toyota New Global Architecture (TNGA) system, local manufacturing to lower production costs and lower pricing strategy, and persistent quality and reliability through durable vehicles that need minimal maintenance costs. Toyota's mission is "producing happiness for all", while its vision focuses on "creating mobility for all." The company's objectives range from sustaining a high level of quality, lower price, reliability, technical excellence, and delivery. 
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[bookmark: _Toc220403110]PESTEL External Environment Audit
[bookmark: _Toc220403111]Political
The UK government supports automotive industry players with a £2.5 billion boost. According to Blackie-Kelly (2025), the UK government supports the industrial strategy in order to help increase the country's advanced manufacturing capabilities, R&D initiatives, and production of both batteries and electric vehicles (OICA, 2025). Through its DRIVE35 initiative, the government supports manufacturers to increase their manufacturing capacity and R&D capabilities until 2030 (SMMT, 2025). The government has also set aside over £500 million to extend the initiative beyond 2035. The investment is available to large-scale manufacturers such as Toyota GB and small-scale car makers. Moreover, Autoista24 (2025) notes the UK government has banned the use of new petrol and diesel models to help transition towards EV, full hybrids, and plug-in hybrids until 2035. Manufacturers will now have to manufacture only new ZEV models. 
[bookmark: _Toc220403112]Economic
The UK government imposes a standard Vehicle Excise Duty (VED or road tax) of £ 195, depending on the amount of carbon dioxide emitted into the atmosphere (SMMT, 2025). A majority of companies emitting higher carbon pay as much as £5,000, while automakers such as Toyota now pay as little as £10 because of efforts to reduce pollution. Petrol and diesel car makers pay a flat rate. Any car costing more than £40,000 pays an additional £425 per year for the next five years. However, buyers buying cars older than 40 years are exempted from paying additional tax. 
Other factors that now affect the automotive market include company car tax, with those buying EVs paying lower tax. Fuel duty is incorporated into the prices of diesel and petrol. Customers buying new cars pay a 20% value-added tax. 
[bookmark: _Toc220403113]Social
The UK market expects to have an increasing demand for EV vehicles, ranging from 7 million to 11 million over the next five years. The demand ranks as one of the significant transitions in electric vehicle demand, overtaking diesel car sales because of preferences for sustainability options (Grant, 2018). An increase in urban mobility reveals that a majority of households are now considering alternative transport modes. This is despite reports showing that more than 80% of uptake is likely to take place in the next five years (Benson et al., 2025). However, the adoption experiences numerous barriers such as high upfront costs, a limited number of charging points, and concerns of safety and risks of fire outbreak (Department of Transport, 2024). 
[bookmark: _Toc220403114]Technology
Advancements in technology allow automakers to develop battery technology and charging at a higher speed. The current electric vehicle is on a faster growth path to achieve the 2030 ban on the manufacturing and sale of traditional diesel or petrol vehicles (SMMT, 2025). Advancement in fuel cell technology offers many manufacturers the potential to decarbonise long-distance Heavy Goods Vehicles (HGVs). Besides, automakers must have a strategy to transition towards low-carbon hydrogen as well as their own dedicated infrastructure (Benson et al., 2025). However, the UK market relies on less than 5 MW of hydrogen production capacity, with the future expected increase to 10 GW by 2030. 
[bookmark: _Toc220403115]Environment 
The government, through the ZEV mandate, now shapes the market for the types of car models manufacturers must produce or import for the market. The government promotes Zero-emission vehicles over conventional internal combustion vehicles (Benson et al., 2025). This is a move to ensure manufacturers such as Toyota formulate strategies to phase out all diesel- and petrol-powered cars by 2030. Figure 1 below shows that the government began to implement the initiative and seeks all automakers to achieve full ZEV by 2035. As a policy tool, manufacturers must put in place strategic alternatives that would ensure a smooth transition towards full production and marketing of electric vehicles by 2030.
Figure 1: Zero-emission electric vehicle mandate target dates
[image: ]
Source: Benson et al 2025
[bookmark: _Toc220403116]Legal
The market experiences a call for automakers to follow strict safety standards. It aligns with many international product safety and environmental regulations. Moreover, there is also growing legal assessment on whether automakers meet consumer data protection requirements. Automakers are now supposed to follow all new trade agreement laws as well as regulations after Brexit. This move affects Toyota's strategy, and it must adjust its strategies to meet the requirements that vehicles now satisfy the strict rules of origin, source from local markets, and be tariff-free when it sells to EU members. 
[bookmark: _Toc220403117]Internal Environment Audit
Table 1: VRIO analysis for Toyota GB
	Capability
	Valuable
	Rare
	Inimitable
	Organised
	Competitive advantage

	Manufacturing system
	Y
	Y
	Y
	Y
	Sustained

	Hybrid technology
	Y
	Y
	Y
	Y
	Sustained

	Quality 
	Y
	Y
	N
	Y
	Sustained

	R&D
	Y
	Y
	Y
	Y
	Sustained

	Dealers
	Y
	Y
	N
	Y
	Temporary

	Y- Yes, N - No
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Toyota GB continues to sustain its high performance against competitors in the market because of its access to valuable capabilities (Fogel, 20160). The company depends on a strong production system that operates through the Just-In-Time model. It creates more value because of how it sustains low costs and high-quality vehicles compared to the competitors. The presence of hybrid technology now means the value to move away from diesel and petrol vehicles. Its readiness is evident through investment to create a sustained competitive advantage. Both brand reputation and organisation come from Toyota ranking high as the most reliable company. The company leverages the market in order to adapt to dynamics despite a drop in market share by one digit from 6.4% to 5.5% & at the beginning of 2025. Even though it is strong, Toyota experiences intense competition from most manufacturers, now shifting towards EV vehicles. 
[bookmark: _Toc220403119]Rarity
The company's JIT model is considered rare in the UK market, where many companies use Just-In-Sequence, push system, lean manufacturing, and speciality production models. Unlike the JIT model, competitors rely on limited-run production, high costs, a focus on demand, and customisation (Barney and Hesterly, 2019. They are only suitable for manufacturers that produce bespoke, luxury, convenience, and complex cars rather than standard parts for mass markets. Moreover, the Toyota production system is efficient and supports low cost with near-zero inventory levels. 
[bookmark: _Toc220403120]Imitability
Toyota's capabilities, such as its production system, hybrid technology, innovation, and R&D, can be easily copied by competitors, leading to a loss of competitiveness in the market. However, robustness of its strategic capability makes it harder for competitors to imitate or copy because of complexity, culture, and history, and causal ambiguity (Johnson, Scholes, and Whittington, 2008). Complexity arises from Toyota's external linkages with suppliers and dealers of parts and finished vehicles across the UK market. Toyota also has strong internal linkages that enable it to connect processes and activities. The Kaizen principle enhances continuous improvement and waste reduction (Toyota, 2023).
Furthermore, Toyota also leverages the Jidoka principle to handle most of the manual work that could be handled by staff. It cuts most of this work by allowing machines to detect all types of errors and provide recommendations on where staff can make some corrections. They are able to respond swiftly before they affect the entire system. The company also uses its Toyota Way principle to complement this by ensuring that the path dependency supports coordination among different production activities, as managers take it for granted that operations occur in specific ways. For example, rapid changes in manufacturing runs and close linkages between sales representatives, manufacturing, and dispatch to dealers. Such systems exist because that is how Toyota has operated them over the years. Competitors find it hard to imitate such systems, allowing Toyota to continue producing high-quality vehicles in a dynamic market.   
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[bookmark: _Toc220403122]Strengths
Toyota enjoys significant economies of scale because it can manufacture cars in large volumes at a lower cost. The firm relies on the JIT manufacturing system to support its strategy to achieve manufacturing efficiency with demand. A strong brand name in the market, when other competitors operate in the same market, attracts loyal customers. 
[bookmark: _Toc220403123]Weaknesses
Toyota experiences pressure to meet the current demand by the government to achieve zero-emission electric cars. Additionally, Toyota relies on retail sales and a partial fleet sales model. Scandals on safety certifications place more pressure to transition from the manufacturing of traditional diesel and petrol vehicles to complete EVs. 
[bookmark: _Toc220403124]Opportunities
The market now faces strong demand for EVs over the next five years. High adoption of fleet sales models in the automotive industry through utility companies, government agencies, large corporations, and rental car companies, enabling large-volume sales. A study by ACEA (2024) notes that Battery electric vehicles rank third as the most demanded models in the UK market and global markets. 
[bookmark: _Toc220403125]Threats
The current zero-emission vehicle mandate threatens the operation of many manufacturers. Threats from new small EV manufacturers and the importation of low-cost models threaten Toyota's future ability to increase revenues. The threat also affects the company's strategy to increase sales of new brands in the market when better competitive models that meet consumer needs exist. 
[bookmark: _Toc220403126]Strategy Formulation
1. Implement a battery electric vehicle to align with the UK mandate to move towards ZEV. The initiative will also align well with the current advanced solid-state technology. By leveraging its expertise in the industry, Toyota should consider expanding its current models, like Mirai. Additionally, management should emphasise the implementation of bipolar battery technology to enhance the performance of battery-electric vehicles and reduce costs. 
2. Strengthen its current digital supply chains and customer centricity. Employ and train teams on after-sales services and delivery speed. The initiative relates to how Amazon tracks down buyers to increase and enhance services with dealers. By applying its principle of firsthand observation, Genji Gutsu management should now align operations with local market dealers and customer needs. 
3. Strengthen Toyota Production System (TPS) to exceed the current efficiency and operational level. Offer low-cost EVS to cut down on upfront costs. 
4. Dedicate the functional role of manufacturing battery electric accessories to other partners to cut down on the expenses it uses to handle R&D.
[bookmark: _Toc220403127]Conclusion and Recommendations
	The analysis of the external environment shows that future strategic moves depend on the government's current policies, which require every car maker to adopt electric vehicles. The paper recommends that the company begin by partnering with other firms in the UK to help in the manufacturing of batteries and software. Second, management should then integrate all the electric batteries in electric cars to support charging and operation. 
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