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EXECUTIVE SUMMARY
This report analyses TOA Taxis Birmingham, a driver-owned cooperative in the West Midlands. Members jointly run the business and share profits, boosting local loyalty and service quality (Department for Transport, 2024). The report reviews TOA’s strategy and environment, recommending long-term growth through digital transformation, sustainability, and competitive differentiation.
A comprehensive assessment of TOA Taxis’ internal and external environments was conducted utilising SWOT, PESTEL, Porter’s Five Forces, and value chain analyses. These frameworks collectively illuminate the company’s strengths, weaknesses, opportunities, and threats. Key strengths identified include a robust local brand, cooperative ownership structure, high driver retention, and elevated service standards. Noted weaknesses encompass limited digital integration, an aging vehicle fleet, and restricted marketing capabilities. Opportunities exist in the growing demand for sustainable transportation, municipal support for green initiatives, and prospects for expansion into corporate or regional markets. Conversely, threats comprise heightened competition from international ride-hailing firms such as Uber and Bolt, changes in regulatory landscapes, and escalating operational expenses (Grant, 2021; Kotler & Keller, 2020).
Drawing on these findings, the report proposes a hybrid growth strategy that integrates product and market development. This approach prioritises upgrading the digital platform to improve app-based bookings, transitioning to an electric fleet for compliance with environmental regulations, and elevating customer service to enhance competitive differentiation. Effective execution will require strategic stakeholder management including engaging drivers, customers, City Council representatives, employees, and the broader community supported by analytical tools such as Mendelow’s Matrix and the RACI framework (Johnson et al., 2017; Porter, 1985).
This strategic approach enables TOA Taxis to uphold its cooperative principles while effectively addressing digital disruption, environmental requirements, and competitive challenges. Consequently, the organisation is well-positioned for sustainable growth, an improved market reputation, and long-term resilience within the dynamic transport sector (Grant, 2021).

Introduction 
TOA Taxis Birmingham is among the city's oldest taxi cooperatives, established in 1961. The organisation operates as a driver-owned cooperative, enabling members to jointly manage operations and share profits. This model is associated with a collective approach to management and accountability, (TOA Taxis Birmingham, 2024). TOA Taxis Birmingham serves Birmingham and nearby areas, offering services such as hackney carriage, private hire, airport transfers, corporate accounts, and app-based booking platforms.
Birmingham’s taxi industry faces increased competition from services like Uber and Bolt, which offer convenience and flexible pricing. However, TOA Taxis maintains a distinct advantage through its local roots, community-driven approach, and cooperative structure that benefits members. Its vision is to be Birmingham’s most trusted and sustainable taxi service, with a mission focused on reliability, efficiency, community involvement, and ethical practices (Johnson et al., 2017).
TOA Taxis provides a comprehensive range of products and services tailored to a varied clientele, from individual commuters to corporate clients with requirements for scheduled transfers or airport transport. The cooperative supplements its traditional street-hail services with digital booking platforms, ensuring ongoing relevance in an increasingly technology-oriented marketplace. However, the organisation encounters challenges related to digital integration, adherence to environmental regulations, and establishing competitive distinction, all of which require strategic planning to achieve sustained long-term growth (Grant, 2021; Kotler & Keller, 2020).
This report examines TOA Taxis’ current strategic direction, internal capabilities, and external environment, using frameworks such as SWOT, PESTEL, Porter’s Five Forces, and value chain analysis. It outlines opportunities and challenges within the market and presents a strategic plan that includes digital transformation, the adoption of sustainable practices through electrification, and approaches for competitive differentiation (Porter, 1985; Kotler & Keller, 2020). The analysis provides recommendations intended to be feasible and consistent with the cooperative’s objectives, supporting organisational adaptation in the changing transport sector.

Current Strategic Direction
Vision
TOA Taxis aims to be Birmingham’s most trusted, safe, and environmentally sustainable taxi service provider. The company seeks to combine reliable service with ethical and sustainable practices and maintain its position within the local transport sector (Grant, 2021).
Mission
The organisation’s mission is to deliver efficient, reliable, and community-based transport by using innovative technology and ethical practices. This supports the cooperative model, prioritising driver empowerment, customer satisfaction, and local engagement. These principles help TOA Taxis build a unique edge over global ride-hailing competitors, (Lemon, and Verhoef, 2016).
Strategic Objectives
TOA Taxis has articulated several strategic objectives designed to support its vision and mission:
1. Elevate customer satisfaction and ensure safety by strengthening service standards, implementing robust feedback systems, and advancing comprehensive driver training initiatives.
2. Promote digital adoption through the development of mobile and web-based booking platforms, implementation of automated dispatch systems, and integration of comprehensive payment solutions.
3. Expand corporate and airport transfer services to secure recurring revenue streams and strengthen market presence, (Department for Transport, 2024).
4. Support driver welfare by promoting fair profit sharing, training, and cooperative governance.
5. Support environmental sustainability by electrifying fleets, cutting emissions, and complying with Birmingham’s Clean Air Zone policy (Birmingham City Council, 2023; Grant, 2021).
Evaluation of Current Strategy
TOA Taxis’ strategic direction prioritises service quality, community engagement, and cooperative governance. The organisation faces several limitations, including slower adoption of digital technologies compared to app-based ride-hailing competitors that provide features such as dynamic pricing, real-time tracking, and customer convenience. Environmental regulations, including emissions restrictions, require investment in electric or hybrid vehicles, which the cooperative is in the process of addressing. Marketing and brand differentiation are also impacted by budget constraints, affecting the organisation’s ability to compete with larger multinational platforms (Porter, 1985; Kotler & Keller, 2020).
TOA Taxis’ current strategic direction reflects its cooperative values and community-focused mission. Improved digital capabilities, sustainability initiatives, and competitive differentiation may contribute to long-term viability and growth; (TOA Taxis (2025). The following sections of this report analyse both the internal and external environment to identify opportunities and threats that inform a sustainable strategic plan.
Environmental Scan
The environmental scan reviews internal and external factors affecting TOA Taxis Birmingham, (Liyanage et al, 2019). Using SWOT, value chain, PESTEL, and Porter’s Five Forces analyses offers a clear view of organisational strengths, market dynamics, and competition.
SWOT Analysis
A SWOT analysis identifies internal strengths and weaknesses and external opportunities and threats. The table below summarises key factors:
Table 1: SWOT Analysis (Text-Based for Word Table)
	Strengths
	Weaknesses

	Established local brand recognition
	Limited digital transformation and outdated app functionality

	Cooperative ownership and driver loyalty
	Partially outdated vehicle fleet

	High service quality standards
	Limited marketing resources

	Strong community engagement
	Smaller economies of scale compared to multinational competitors

	Opportunities
	Threats

	Growing demand for sustainable transport and EV services
	Intense competition from ride-hailing platforms (Uber, Bolt)

	City initiatives supporting green mobility
	Regulatory changes impacting licensing and fleet requirements

	Potential grants for fleet electrification
	Rising fuel and operational costs

	Expansion into corporate and airport transport services
	Technological disruption and customer preference for app-based convenience


The SWOT analysis shows TOA Taxis has strong community ties and service quality but needs to improve digital adoption and update its fleet to seize new opportunities (Grant, 2021).
Value Chain Analysis
TOA Taxis’ value chain can be divided into primary and support activities:
Primary Activities:
· Inbound logistics: Coordination of vehicles and drivers.
· Operations: Dispatch management, route optimisation, and service delivery.
· Outbound logistics: Efficient transport of passengers to destinations.
· Marketing and sales: Promotion via app, website, corporate partnerships.
· Service: Customer support, complaint resolution, and loyalty programs.

Support Activities:
· Technology development: Enhancing the app platform, digital dispatch, and payment systems.
· Human resource management: Recruitment, training, and driver engagement within the cooperative model.
· Firm infrastructure: Governance, financial management, and strategic planning (Porter, 1985; Johnson et al., 2017).
Analysing the value chain identifies areas for digital innovation and operational efficiency, particularly in app development and automated dispatching.
Types of Strategic Analysis;
Strategic analysis enables TOA Taxis in Birmingham to evaluate its operating environment, internal resources, and performance alignment to make informed strategic decisions. Three major types of strategic analysis external environment analysis, internal capability analysis, and strategic performance alignment, are essential for a sustainable competitive position.
The external environment analysis examines the macro and industry factors influencing TOA’s performance. Using tools such as the PESTLE analysis and Porter’s Five Forces, the company can assess how external forces shape demand and profitability. PESTLE helps TOA evaluate political and legal factors such as local council taxi regulations and clean-air policies, economic trends like fuel prices, social trends in ride-hailing adoption, technological developments such as mobile booking systems, environmental concerns around emissions, and the evolving legal context of private-hire licensing (Johnson, Scholes and Whittington, 2017). Porter’s Five Forces, meanwhile, highlights competitive intensity and industry attractiveness by analysing the bargaining power of customers (e.g., hotels and corporate accounts), supplier power (drivers and vehicle suppliers), the threat of substitutes (Uber and Bolt), new entrants, and rivalry among existing taxi firms in Birmingham (Porter, 2008).
The internal capability analysis focuses on evaluating TOA’s internal strengths, weaknesses, resources, and organisational alignment. The SWOT analysis is instrumental in identifying internal and external factors simultaneously such as strengths in brand reputation and licensed black-cab expertise, weaknesses in digital innovation, opportunities in electric vehicle adoption, and threats from disruptive digital platforms (Kotler and Keller, 2016). Complementing this, the McKinsey 7S Framework examines internal alignment between structure, systems, staff, style, skills, strategy, and shared values to ensure that all organisational elements support TOA’s strategic direction (Waterman, Peters and Phillips, 1980).
Finally, strategic performance alignment assesses how effectively TOA translates strategy into measurable outcomes. The Balanced Scorecard, for instance, helps link strategic objectives to operational metrics across financial, customer, internal process, and learning perspectives (Kaplan and Norton, 1996). This allows TOA to track outcomes such as increased airport bookings or improved customer satisfaction while ensuring continuous improvement and accountability.
In conclusion, by integrating these three types of strategic analysis, TOA Taxis can gain a comprehensive understanding of its external pressures, internal capabilities, and strategic performance metrics. This multidimensional approach enhances decision-making and ensures that the firm remains adaptive and competitive within Birmingham’s evolving transport sector.

PESTEL Analysis
PESTEL analysis evaluates the external macro-environment influencing TOA Taxis:
Table 2: PESTEL Analysis (Text-Based for Word Table)
	Factor
	Key Issues

	Political
	Local government support for green taxis and licensing regulations (Birmingham City Council, 2023)

	Economic
	Inflation, fuel costs, and economic fluctuations affect fares and profitability

	Social
	Increasing preference for app-based, contactless booking; demand for ethical and sustainable transport (Kotler & Keller, 2020)

	Technological
	Digital disruption requires investment in mobile platforms, real-time tracking, and automated dispatch

	Environmental
	Pressure to reduce carbon emissions; opportunities for fleet electrification and compliance with Clean Air Zone regulations

	Legal
	Compliance with transport safety standards, employment law, and GDPR regulations (Johnson et al., 2017)



The PESTEL analysis emphasises the importance of technology and sustainability, both as potential opportunities and regulatory imperatives.
Porter’s Five Forces Analysis
Porter’s Five Forces evaluates competitive intensity in the taxi and private hire industry:

Table 3: Porter’s Five Forces (Text-Based for Word Table)
	Force
	Assessment

	Threat of New Entrants
	Moderate; licensing barriers exist, but digital platforms lower entry costs

	Bargaining Power of Suppliers
	Low; drivers own vehicles, limiting supplier influence

	Bargaining Power of Buyers
	High; customers have access to multiple alternatives, including Uber and Bolt

	Threat of Substitutes
	High; public transport and ride-hailing apps provide convenient alternatives

	Rivalry Among Competitors
	Intense; competition based on price, service quality, and digital innovation (Porter, 1985; Grant, 2021)


This analysis shows that rivalry is strong and buyer power is high, reinforcing the need for TOA Taxis to differentiate via service quality, sustainability, and digital innovation.
Strategic Growth Choices
TOA Taxis Birmingham can assess strategic growth by applying various frameworks to identify sustainable options that fit its values, digital goals, and environmental commitments.
Who are the competitors?
TOA Taxis’ main competitors in Birmingham are local radio and private-hire firms such as A2B/Veezu, Ace Cars, Five Star Cars Taxis, Excelsior/Ambassador-style operators and the app platforms (Uber, Bolt and other app-driven private-hire services); these competitors coexist with TOA’s black-cab hail-and-app model and exert pressure through app convenience, dynamic pricing and scale (TOA Taxis, 2025). To operate successfully, TOA should pursue a focused differentiation strategy: keep its trusted black-cab brand strengths (licensed drivers, street-hail capability and airport expertise), invest in a slick booking app + real-time dispatch and pricing algorithms, formalise B2B contracts (airports, hotels, NHS and corporate accounts), improve driver retention with better pay/benefits and training, adopt an EV transition plan to lower operating costs and win green procurement, use targeted local digital marketing and loyalty schemes to lock repeat riders, and monitor regulatory and legal shifts affecting platform competitors so TOA can adapt pricing/contracting quickly; these combined operational, technological and relationship tactics will protect market share while exploiting TOA’s heritage advantage (TOA Taxis; A2B Radio Cars/Veezu; Ace Cars; industry reporting), (TOA Taxis, 2025).

Ansoff Matrix Analysis
Ansoff’s Matrix (1957) identifies four potential growth strategies:
1. Market Penetration – Expanding service usage within current markets through marketing campaigns, loyalty programs, and promotions. This strategy utilises TOA’s established brand and driver network but may be affected by the existing level of market saturation; (Shanks, 2024).
2. Market Development – Expanding into new regions or targeting untapped corporate accounts can drive revenue growth using current resources (Grant, 2021).
3. Product Development – Launching new services or refining current offerings like app upgrades, corporate subscriptions, and electric or hybrid vehicles. These efforts help TOA stand out as an environmentally conscious provider, (TOA Taxis Birmingham, 2024).
4. Diversification – Expanding into related sectors, including logistics, parcel delivery, or ride-sharing partnerships. This approach involves a higher level of risk due to less familiarity with the market but could offer additional sources of revenue (Kotler & Keller, 2020).


 Porter’s Generic Strategies
Porter (1985) identifies three strategies: cost leadership, differentiation, and focus. TOA Taxis should pursue differentiation by emphasising cooperative values, superior service, and sustainability, enabling it to compete against global ride-hailing firms that prioritise price and convenience.
 Bowman’s Strategic Clock
Bowman’s Strategic Clock (1995) highlights value-based positioning. A combined differentiation and moderate pricing strategy delivering better service, eco-friendly vehicles, and community initiatives at little extra cost boosts competitiveness and builds lasting loyalty.
Recommended Growth Strategy
The report recommends a hybrid strategy combining product and market development:
· Digital Transformation: Upgrade mobile app for real-time bookings, automated dispatch, and integrated payments, (Roman, 2025).
· Sustainability Initiatives: Transition to a partially or fully electric fleet to reduce emissions and comply with local regulations (Birmingham City Council, 2023).
· Corporate Market Expansion: Introduce subscription-based corporate accounts to ensure recurring revenue and service consistency.
· Community Engagement and Service Excellence: Enhance loyalty programs, driver training, and community-based initiatives to strengthen the cooperative brand.
This integrated strategy is sustainable over time, leveraging TOA’s cooperative strengths, regulatory compliance, technological adaptation, and a distinct market position (Grant, 2021; Johnson et al., 2017). It maintains competitiveness and supports the organisation’s mission and vision.
Stakeholder Analysis
Managing stakeholders is essential for TOA Taxis’ growth strategy. Stakeholders should be assessed by their power, interest, and engagement methods (Johnson et al., 2017).
Identification and Classification of Stakeholders
Key stakeholders include:
· Drivers – High power, high interest; they are cooperative members and directly influence operational performance.
· Customers – Medium power, high interest; their satisfaction affects revenue and market reputation, (Endole / OpenEndole (2025).
· Birmingham City Council – High power, high interest; regulates licensing, environmental compliance, and transport policy (GOV.UK, 2023).
· Employees/Support Staff – Medium power, medium interest; involved in administrative, IT, and customer support functions.
· Suppliers – Medium power, low interest; vehicle providers, fuel suppliers, and technology vendors.
· Competitors – Low power, low interest; monitored for market trends but have minimal influence on internal strategy, (Nagji,  and Tuff, 2012).
· Local Community – Low power, medium interest; impacts social licence to operate and reputation.

Mendelow’s Matrix
Table 1: Mendelow’s Power-Interest Matrix (Text-Based for Word Table)
	Stakeholder
	Power
	Interest
	Engagement Strategy

	Drivers
	High
	High
	Engage closely; regular meetings, feedback sessions

	Customers
	Medium
	High
	Keep informed; surveys, app notifications

	City Council
	High
	High
	Engage closely; compliance reporting, consultations

	Employees
	Medium
	Medium
	Consult regularly; training and updates

	Suppliers
	Medium
	Low
	Maintain stable relationships; procurement discussions

	Competitors
	Low
	Low
	Monitor only; market intelligence

	Local Community
	Low
	Medium
	Inform and engage via community initiatives



RACI Matrix for Strategic Implementation
The RACI framework clarifies roles and responsibilities in implementing digital transformation, fleet electrification, and service enhancements:
Table 2: RACI Matrix (Text-Based for Word Table)
	Task
	Responsible
	Accountable
	Consulted
	Informed

	App Development
	IT Manager
	CEO
	Drivers, Customers
	All Members

	Fleet Electrification
	Fleet Manager
	CEO
	City Council
	Drivers

	Marketing Strategy
	Marketing Lead
	Board
	Drivers
	Public

	Customer Service Policy
	Operations Lead
	Board
	Customers
	All Staff


Stakeholder Engagement Strategy
Engaging stakeholders is important for strategy implementation. Stakeholders with high power and interest, such as drivers and the City Council, are kept involved with ongoing communication. Medium-power stakeholders, like employees and customers, are consulted and kept informed. Low-power stakeholders, including suppliers and competitors, are monitored for potential risks or opportunities (Grant, 2021; Kotler & Keller, 2020).
By systematically using Mendelow’s Matrix and the RACI framework, TOA Taxis aims to facilitate the coordination of strategic initiatives, helping to improve organisational alignment with long-term objectives while minimising resistance.

Conclusion
TOA Taxis Birmingham has characteristics such as a recognised local brand, cooperative ownership structure, driver retention, and established service standards. These factors offer a basis for organisational development. The company also encounters challenges related to digital transformation, growing competition from global ride-hailing entities, and environmental regulatory requirements. Adopting a hybrid strategic approach may assist in maintaining competitiveness and supporting long-term viability. This strategy incorporates digital transformation measures, such as improved app features and automated dispatching, along with environmental sustainability efforts, including fleet electrification to comply with Birmingham’s Clean Air Zone regulations. It also involves expanding corporate services and supporting community engagement and service differentiation to affect TOA Taxis’ market position. The use of frameworks like the Ansoff Matrix, Porter’s Generic Strategies, and Bowman’s Strategic Clock indicates that this strategic approach is both feasible and sustainable. Stakeholder management is an important factor in implementation. By applying Mendelow’s Matrix and the RACI framework, TOA Taxis can engage drivers, customers, the City Council, and employees according to their roles, which may help decrease resistance and improve coordination. The proposed strategy allows TOA Taxis to use its cooperative strengths and meet current market needs. With a focus on innovation, sustainability, and differentiation, the organisation is set for long-term growth and continued leadership in Birmingham's taxi sector.
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