
 

 

Department of Business and Management 

Master Degree of Management  
 

Chair of Managerial Decision Making  

 

Transition Technologies and Managerial 
Decision Making in the Automotive Sector: 

A Game Theory Study on Toyota 
 

 
Prof. Luigi Marengo       Prof. Pablo Collazzo 

       Supervisor            Co - Supervisor 

 
 Riccardo Renzetti 786661 

Candidate 

 

 

Academic Year 2024/2025 



 

  



TABLE OF CONTENTS 

Introduction .................................................................................................................... 6 

Chapter 1 - Literature Review .................................................................................... 11 

1.1 The Evolution of Transition Technologies in the Automotive Industry .. 11 

1.2 Strategic Decision-Making in Automotive Market .................................... 17 

1.2.1 Automotive Strategic Ecosystem: Market Segmentation, Technology 

Convergence, and Brand Portfolio Management ................................................... 20 

1.2.2 Strategic Technology-Segment Integration Framework ............................. 31 

1.3 Toyota’s Multi-Pathway Approach: HEV, BEV, and H2 ............................... 33 

1.3.1 Toyota's Beyond Zero Mission: Decarbonization Commitment and Sustainable 

Innovation Projects for 2050 .................................................................................. 36 

1.4 From Compliance to Competitive Advantage: How Regulatory 

Frameworks Shape Strategic Decision-Making in the Automotive Industry ..... 42 

Chapter  2 - Methodology ............................................................................................ 47 

2.1 Research Setting and Case Selection ................................................................ 47 

2.1.1 Why Toyota: Rationale for Case Focus ...................................................... 48 

2.2 The Role of Game Theory in Market-Oriented Strategic Decisions, ............. 51 

2.3 Data Collection: Survey Structure & Questions .............................................. 54 

2.4 Survey Results: Analysis and Discussion ......................................................... 56 

Chapter 3 – Games Theory Analysis .......................................................................... 62 

3.1 Game Theory Model Construction ....................................................................... 62 

3.2.1 Model 1: HEV First Mover Advantage - Pure Strategy Nash Equilibrium ....... 63 

3.2.2 Model 2: BEV Second Mover Strategy - Mixed Strategy Nash Equilibrium ... 65 

3.2.3 Model 3: FCEV Hydrogen Strategy - Coordination Game with Multiple 

Equilibria .................................................................................................................... 67 

Chapter 4 – Discussion & Conclusion ......................................................................... 70 

4.1 Synthesis of Research Findings ............................................................................. 70 



4.2 Managerial Implications ........................................................................................ 72 

4.3 Limitations and Future Research ......................................................................... 75 

Conclusion ..................................................................................................................... 77 

Bibliography .................................................................................................................. 79 

 

 

  



  



Introduction 

The contemporary automotive sector is under a profound and multidimensional 

metamorphosis, with technological innovation on one hand, and regulatory changes and 

an accelerated drive towards decarbonization on the other (Deloitte, 2025; Wesseling et 

al., 2017). The transition gains speed through an unusual collision of disruptive forces, 

which include electrification, integration of autonomous driving systems, digitization, 

and new mobility services (DP, 2025; Cabigiosu, Zirpoli, & Camuffo, 2013). In such a 

dynamic scenario, manufacturers grapple with strategic decisions about which technology 

to adopt, when to develop it, and which market to favor. The competitive arena is being 

reshaped not only by traditional players but by the new entrants from IT space and the 

influence of industrial policy mostly from China fast-tracking innovation and localization 

of supply chains (DP, 2025; Cabigiosu, Zirpoli, & Camuffo, 2013). Balancing economic 

return, risk management, sustainability, and a long-term industrial view is among the key 

challenges for the companies in this industry. The pressure to invest in electric vehicles 

and digital platforms is also aggravated by having to maintain profitability in the face of 

increasing cost of production, disruptions in supply chain, and a volatile consumer 

demand (Deloitte, 2025; Nationwide, 2025). Furthermore, the emergence of software 

defined vehicles and connected ecosystems is putting the old way of designing, 

manufacturing, and experiencing cars through the eyes of consumers out of fashion, thus 

demanding organizational agility, and skills in data management and cybersecurity 

(Deloitte, 2025; Dentons, 2025). Running from deep decarbonization targets such as 90% 

cut of CO₂ emissions by 2050 demands a holistic approach-from the entire value chain, 

speeding up electric vehicles along with the deployment of circular business models, and 

renewable energy-use, to cross-sectoral collaboration with suppliers, customers, and other 

stakeholders (Deloitte, 2025; Wesseling et al., 2017). 

This work adopts economic and managerial viewpoints, restricting itself only to 

industrial, financial, and strategic logics that lie behind the management of technological 

portfolios. The treatment is given to how companies will be able to allocate their resources 

dynamically, build capabilities, and take responsibility for innovation processes for 

competitiveness and resilience in a fast-changing environment (rather than focusing on 



environmental or regulatory aspects) (Cabigiosu, Zirpoli, & Camuffo, 2013; Zirpoli, 

2020).  

In essence, the transformation of the automotive industry in itself is a technological and 

regulatory challenge and also a strategic and organizational one. The success in the 

automotive transformation depends on how well the integrity among new technologies, 

adaptation of business models, and creation of partnerships across value chain is carried, 

while keeping economics in the foreground, together with sustained development 

(Deloitte, 2025; DP, 2025).  

From the economic and managerial viewpoint, this thesis mainly focuses on the 

analysis of the industrial, financial, and strategic logics that guide the management of 

technological portfolios, rather than concentrating solely on environmental or regulatory 

aspects (Candelo, 2019; Khurram & Cheema Izzat, 2024). Indeed, it aims to analyze the 

strategic decision-making processes of automotive manufacturers, focusing on Toyota 

Motor Corporation, as one of the major players in the industry. The research goes on into 

Toyota's way of choosing between three main technological routes: Hybrid Electric 

Vehicles (HEV), Battery Electric Vehicles (BEV), and Hydrogen Fuel Cell Vehicles (H2) 

(Toyota, 2021). To frame the analysis concretely, the study gives an overview of Toyota's 

current product portfolio regarding these three technologies. This analysis is based on the 

understanding that corporate technology choices are not made in isolation, but rather 

strategic moves in an interdependent and highly competitive environment (Wesseling et 

al., 2015; Deloitte, 2025). Hence, the process of decision-making is analyzed from the 

perspective of game theory, which provides an interpretative framework able to model 

Toyota's behavior with respect to its main competitors and the broader industry context. 

Such standing allows interpreting business strategies not merely on the basis of internal 

factors but also taking into account how such strategies are informed by the expectations, 

moves, and responses of other players in the industry (Wesseling et al., 2015; Candelo, 

2019). The enduring research question is to find out how Toyota could optimize its 

strategic and managerial decisions regarding HEV, BEV, and H2 technologies within a 

competitive and ever-evolving environment. 

The first part of this thesis is devoted to a comprehensive literature review with the object 

of highlighting the evolution of transition technologies-HEV, BEV, or H_2-in the 



automotive sector. The review further analyzes the strategic role of technological 

portfolios in large enterprises worldwide, with an emphasis on the ongoing transformation 

in the automotive industry (Khurram & Cheema Izzat, 2024; Cetrulo et al., 2023). It then 

reviews theoretical models on decision under uncertainty and innovation, focusing on the 

main applications of game theory in industrial and competitive areas (German & Ionescu, 

2025; Boscoianu, 2021). Special emphasis is on game theory with respect to strategic 

decision-making, technology adoption, and scenarios of competition that describe the 

automotive world (Assadian, 2017; German & Ionescu, 2025). Another section is 

dedicated to Toyota's multi-pathway strategy, with analysis on its global market 

positioning as well as the current status and strategic discipline of its technology portfolio. 

Such a study compares the choices Toyota has made with those of its principal 

competitors, thus highlighting the effects of regulatory and market pressures on 

technology adoption and investment decision-making (Toyota, 2021; Automotive 

Powertrain Technology International, 2024). 

Chapter 2 illustrates the methodological approach used in the developed research. 

The research adopts a qualitative case study approach on Toyota as a typical case for 

analyzing strategic decision-making in the automotive sector (DiVA Portal, 2004; Fisher, 

1994). The reasons for choosing Toyota are its global position of leadership and 

uniqueness in strategic terminology, being multi-technology (Toyota, 2021; Automotive 

Powertrain Technology International, 2024). Data collection involves document analysis, 

semi-structured interviews with employees of Toyota Motor Italy and Toyota Motor 

Europe, and industry reports review. This way, triangulation of the information is 

possible, collecting insights from primary and secondary data sources (DiVA Portal, 

2004). Building decision models based on game theory lies at the core of the 

methodology, simulating potential strategic behavior by Toyota corresponding to possible 

actions by competitors (German & Ionescu, 2025; Assadian, 2017). The chapter also 

explains the data analysis and validation processes, providing reliability and strength to 

the findings through systematic coding and cross-referencing of qualitative data (DiVA 

Portal, 2004).  

The third chapter contains the core of the analysis derived from the results of the 

interviews and game theory-based simulations. Game theory simulates strategic 

environments for Toyota and its major competitors to decide whether and when and how 



much they invest in concrete technologies in the context of a competitive interdependence 

(German & Ionescu, 2025; Boscoianu, 2021). With the application of both static and 

dynamic game-theoretic models, the analysis treats situations wherein the decisions of 

one firm have a direct bearing on the choices and outcomes of other firms, thus 

characterizing the interdependent character of strategic decision-making in the 

automotive sector (Assadian, 2017; Amit, 2023). Further to the introduction of the 

framework surrounding strategic decisions, simulated scenarios will be launched to 

explore Toyota's strategic behaviors and green-lighting with regards to hybrid, battery 

electric, and hydrogen technologies while considering the expected counteractions of its 

competitors (Boscoianu, 2021; Amit, 2023). Such simulations illuminate strategic 

equilibrium states, such as the Nash equilibrium, where no player gains by unilaterally 

directing a different strategic path, thus providing a pivotal paradigm to comprehend 

industry dynamics and refined competitors' decision-making approaches (German & 

Ionescu, 2025; Amit, 2023). In addition, the chapter discusses first-mover advantage, 

strategic delay, and possibilities for the formation of cooperative agreements, such as joint 

ventures in the field of hydrogen infrastructure or in collaboration for EV platforms. 

Instead of suggesting deterministic future predictions, the models provide the structure of 

analysis for understanding strategic behavior and demonstrate how technological 

decisions are set not only by their own preferences but equally by perceived behavior of 

other corporations. Game theory thus becomes an important analytical tool in explaining 

and representing competitive and positioning strategies that shape the global automobile 

terrain (Boscoianu, 2021; German & Ionescu, 2025).  

The final section will fully express the developable issues arising from the 

outcome and relate them to both the theoretical references and the broader industrial 

context. Also, the main strategic trade-offs will be discussed, particularly those between 

short-term returns (HEV), regulatory compliance, and market consolidation (BEV), and 

a longer-term innovative vision (H2). Practical and managerial recommendations will be 

given for the strategic management of a diversified technological portfolio in the context 

of a highly innovative, competitive, and risky industry (Arthur D. Little, 2021; JKSQM, 

2025; KanBo, 2023). 

The overall purpose of the thesis is to provide a strong, strategy-oriented framework that 

illuminates the decision-making processes of companies like Toyota in the context of 



complex and interdependent issues, marrying rational analysis with long-term vision 

within a continuously evolving environment. Lastly, the study will reveal the limitations 

encountered throughout the research, alongside giving possible suggestions and 

guidelines for future research (JKSQM, 2025; KanBo, 2023).  



Chapter 1 - Literature Review 

1.1 The Evolution of Transition Technologies in the Automotive Industry 

Over the past one hundred years the automobile sector has been through some of the most 

remarkable changes particularly in eliminating the use of oil and moving away from the 

traditional structure of the sector which has until now focused on internal combustion 

engines. This chapter, represents picture that is strips theory of a straight line and begs 

the very concept of a transmission from one point to another by non-horizontal and 

therefore more compound means that stem from such facets as increasing environmental, 

deepening reliance on technological products, tightening legal framework, concerns over 

energy availability as well as end user demands for different aspects in cars (Westenberg, 

e.a., 2012). The most powerful changes which they are facing constitute sensitive attempt 

at reshaping the system entirely, that which involves prebuilt civilizations also referred to 

as integration and a well-known concept which also applies in motorized mobility’s reign 

is change in automotive industry and it happens to be its technological change. This is a 

form of such a revolution driven by electrification, autonomous driving systems, 

digitalization, and the promotion of transport options, as motor vehicle production and 

consumption shapes the utilization of motor vehicles (DRB, 2012). 

In the early day of vehicle invention, the history of cars by petrol engines was not yet 

assured; there was a fear it could become less pronounced. For one thing, at the terminus 

of the 19th century and the inception of the 20th century, several different types of 

vehicles were created: electric, steam, and self-propelled which were powered by steam. 

Among these, some technologies such as automobiles and locomotives were at the outset 

still new ventures or in the initial process of development (Asia News Monitor, 2021). At 

the turn of the 20th century, in the United States, an electric car accounted for 

approximately one per three vehicles driving around and both Baker Motor Vehicle 

Company and Detroit Electric, with some descriptive models to their credits, were major 

manufacturers (Tesbros, 2024). The consumers of the electric automobiles at that time 

enjoyed superiority in functionality to it making a sound every few minutes. The cause 

being they, the engines in such devices, operated in an almost silent manner; no fooling 

anyone with the misconception that predominates in use of gasoline-powered 

automobiles, cranking engines to life via the crankshaft was not required for efficient 



operating of the vehicle; and steam versions required longer waiting time, were already 

in deficient use, which adds more time to the process of using them. The advent of 

electrified engines can be traced back to what is often referred to as the first electric 

vehicle developed between the years 1832 and 1839 by the Scottish inventor Robert 

Anderson and which was powered by primary cells, although by the end of the 19th 

century, the introduction of rechargeable cells by Gaston Planté in 1859, was further 

enhanced by Camuels, the Frenchman’s, Alfonse Faure in 1881, and so gave way to 

practical EV’s (Electronic Specifier, 2025). 

Regrettably, such gains were counteracted by inadequacies in the primary batteries of that 

era, and the rise in the efficiency of internal combustion engines, helped by the existence 

of gasoline supplies, ended up networking of gasoline engines’ higher closing prospects. 

The advent of the internal combustion engine was in the year 1885 by Karl Benz and its 

commercial utilisation with mass production was realized little later with Henry Ford in 

1920s thus causing complete termination of electric cars (Electronic Specifier, 2025).  

The industry of vehicles underwent massive consolidation from early diversity of 300 

approximately manufacturers in 1910 to approximately 20 major players in the 1990s, 

with gasoline vehicles offering a more extensive range, more speed, and greater ease of 

refueling-against which electric technology of the day offered few counter-advantages 

(Cabigiosu et al., 2013). The moving assembly line introduction by Henry Ford in 1913 

at the Model T assembly plant, situated in Highland Park, Michigan, stands out as the 

landmark event in American industrialization, driving productivity sky-high while prices 

came crashing down (EBSCO, 2025). By employing assembly line concepts, by 

December, Ford had shortened magneto assembly from 15 minutes to 5; engine assembly 

from nearly 10 hours to less than 4; and chassis assembly from 12 hours to just 2.3 hours. 

Model T production soared to over 2 million units by 1925 from 10,660 units in 1908.  

The 1970s oil shock can be credited as one of the major events that gave the alternative 

propulsion technologies a new lease of life, as it brought home the importers' vulnerability 

of oil and hence the importance of alternative energy sources for transportation 

(Wesseling et al., 2017). In 1973, the Middle Eastern countries unofficially imposed an 

oil embargo whereupon gasoline prices shot up almost fourfold and immediate shortages 

turned out to be so severe that there was widespread encouragement of demand for 

smaller and economical cars.  



Hybrid vehicle prototypes were developed by pioneering innovators such as electric 

engineer Victor Wouk-aided by the lack of institutional backing to the development of 

these new technologies. In the 1980s and 1990s, however, the first large-scale series of 

experiments were undertaken on hybrid vehicles by the mainstream automakers, with 

General Motors also building experimental vehicles that would work on electricity at low 

speed and on gasoline at high speed.  

The real turning point for the evolution of transition technologies came in 1997 with the 

launch of the world's first ever mass production of a hybrid car, namely the Toyota Prius 

in Japan (Toyota, 2025). More than just a technological innovation, the Prius embraced 

an entirely new design philosophy merging the energy efficient and usable approach with 

economic accessibility through the THS that integrated a 1.5 litre gasoline engine using 

a simulated Atkinson cycle for inertia in general use, a small high torque electric motor, 

a separate generator, and a nickel-metal hydride battery pack. Winning the Car of the 

Year Japan Award in 1997, the Prius became an overnight success and international 

brand, with Toyota selling about 130,000 hybrid vehicles worldwide by 2003. From a 

layout viewpoint, the first-generation Prius was based on a set of concepts so sound and 

flexible that every single hybrid car Toyota has made since has used it. Additionally, 

Toyota further advances toward the goal of cutting CO2 emissions from the entire fleet 

by 90 percent by 2050 through the use of hybrid, battery electric, and fuel cell 

technologies (Toyota, 2025). 

While hybrid vehicles gained acceptance in the mainstream market, a new revolution was 

forming in the domain of fully electric vehicles with the revival of Battery Electric 

Vehicles at the end of the 20th century due to the environmental consciousness that sowed 

into the minds of people and the consideration for newer battery technology. Tesla was 

the real igniter for this revolution in 2012 with the launch of Model S, serving as a 

watershed moment for the electric vehicle industry (Consumer Reports, 2022). The 

Model S was a breakout success in early conversations because unlike the existing electric 

vehicles that were considered niche products with poor performance, the Model S 

presented super car performance, great looks, and the longest range of any EVs, 265 miles 

of range when most of the other EVs were completing their journeys with a range under 

100 miles. It was the first production EV with 200+ miles of range between charges and 



the first production EV that was squarely targeted toward consumers who had been used 

to driving nothing but the very best the German manufacturers had to offer (Yahoo News, 

2017). Also major innovations introduced by Tesla were the Supercharger network 

providing charge to 80% of battery capacity in about 30 minutes and the OTA (over air) 

updates enabling the vehicles to receive new features and improvements in performance 

without a visit to a dealership, while the Model S managed to get from 0 to 60 mph in just 

4.6 seconds (Car and Driver, 2012). 

In parallel with Tesla's achievements through the premium arena, Nissan launched the 

Leaf in 2010 as the first mass produced electric vehicle for the mass market with a 

pragmatic approach toward electrification by providing an affordable and useful electric 

vehicle for everyday use. With more than 650,000 units sold worldwide, the Leaf became 

the best-selling electric vehicle under the title of Electrek until Tesla's Model 3 overtook 

it in the beginning of 2020 (Electrek, 2023). Tesla Model 3, beginning its deliveries in 

late 2017, went on to become the best-selling EV in 2018 and 2019, leaving behind the 

Leaf, which was until then the best-selling EV cumulatively with a decent range and 

comfortable interior. More than 650,000 Nissan LEAF models have been sold since its 

putting to market 12 years ago, with Nissan announcing it reached the 1 million global 

EV sales marking after putting to market its first ever mass market EV (Electrek, 2023). 

 While the industry has been going on about everything related to battery electrification, 

Toyota remained on a diversified course that took in the development of hydrogen fuel 

cell vehicles, releasing the Mirai, the world's first mass production fuel cell vehicle, in 

2014. Mirai was a very sophisticated technical solution combining zero emissions electric 

vehicle status with fast refueling times similar to those of conventional vehicles. The fuel 

cell system generated electricity through a chemical reaction between hydrogen and 

oxygen and emitted nothing but water vapor, the vehicle served a driving range of around 

300 miles and could be refueled in under five minutes (Toyota Canada, 2020). Toyota 

had begun developing a hydrogen fuel cell electric vehicle back in 1992 and took 22 years 

to see a successful launch of the first generation Mirai in 2014, with an improved range 

of 30% conferred by a completely redesigned fuel cell system and a new three-tank layout 

introduced via the second-generation in 2020. 



The process of evolution of transition technologies has been greatly accelerated due to 

environmental complexities all around the world, thus placing huge economic pressures 

on the automotive sector. In the European Union, the CO₂ emission reduction targets have 

been tightened increasingly. With emission standards setting 55% CO₂ emission 

reductions for new cars and 50% for new vans from 2030 to 2034 as compared to 2021 

levels, and 100% CO₂ emission reductions for both new cars and vans from 2035 (Council 

of the EU, 2023), these become major financial issues. In 2025, the European Parliament 

will have introduced measures that bring flexibility to car manufacturers which will allow 

them to meet their targets over periods of 2025, 2026, and 2027 by averaging their 

performance during that three-year period (European Parliament, 2025). 

Substantial progress notwithstanding, the road to mass conversion using transition 

technologies still remains filled with grave impediments, especially in the charging 

infrastructure landscape and battery costs. Unlike in 2023, lithium-ion battery pack prices 

fell by 20% to $115 per kilowatt/hour in 2024, the biggest annual drop since 2017 

(Alternative Fuels Observatory, 2024).Such a substantial price drop has directly affected 

the biggest cost of an EV, i.e., the cost of battery packs, which grew to less than $97 per 

kWh for the very first time (Bloomberg NEF, 2024). The prime drivers for the price fall 

are cell manufacturing overcapacity, economies of scale, low metal and component 

prices, and widespread adoption of lithium iron phosphate (LFP) batteries, which are less 

costly than nickel manganese cobalt (NMC) batteries (Energy Storage News, 2024). 

Hence, while EV sales are growing exponentially, charging infrastructure remains 

another crucial challenge that has uneven growth s(Alternative Fuels Observatory, 2024). 

There were 632,423 public charging points in the EU as of the end of 2023, serving 

around 3 million BEVs, with the report stating that to reach the European Commission's 

target of 3.5 million charging points by 2030, an estimated 410,000 new points would 

have to be installed each year (Alternative Fuels Observatory, 2024).  

A transition phase has come to maturity in the evolution of technology for automotive 

applications since the merging of different technological routes and sophisticated system 

integrations. Global electric vehicle sales surpassed 17 million in the year 2024, allowing 

the EV percentage of global cars to rise above 20 for the first time in history; sales in 

2025 will probably cross 20 million, with more than one-fourth of the cars sold being 



electric (IEA, 2025). Car sales worldwide increased to 74.6 million units in 2024, 

climbing by 2.5% from 2023; meanwhile, the EU car markets managed a modest growth 

of 0.8% to 10.6 million units at the same time (ACEA, 2025). Radical changes are 

sweeping the automotive industry with the exponential growth of software within 

vehicles; modern vehicles operate under more than 100 million lines of code, handling 

everything from engine management to safety systems, through to infotainment and 

connectivity features. Software defined vehicles will enormously affect the basic shift 

away from hardware-centric designs toward highly flexible, upgradeable software 

platforms that give manufacturers the ability to roll out new features and updates 

throughout the life cycle of a vehicle. (DP, 2025). This technological upheaval represents 

not simply one purely technical challenge but also a fundamental rearrangement of 

business models, supply chains, and organizational competences, where success in the 

future would depend on one's ability to manage multi-technological complexity by 

balancing investments in the various solutions while simultaneously responding to 

continuously evolving competitive, regulatory, and market pressures. 

In this scenario, automotive companies are increasingly becoming mobility companies. 

They are, therefore, no longer just manufacturers and sellers of cars but developing and 

providing a wide array of digital mobility services, as in car sharing, car subscriptions, 

fleet management, autonomous driving services, connectivity solutions, and integrated 

digital platforms. This evolution, under the name of “servitization,” marks a shift from a 

product-centered business model toward one that is centered on user experience and the 

provision of personalized, outcome-based services where customer value derives from 

access to mobility rather than from owning their own vehicle. Hence, automotive 

companies such as Volkswagen, Stellantis, Toyota, and Honda are now changing their 

strategies to become leaders in sustainable, autonomous, and connected mobility services 

which are making new income flows from digital and customized offerings. This change 

is then enabled by the integration of digital technologies, by the collection and analysis 

of data generated by connected vehicles, and through collaboration within digital 

ecosystems involving service providers and technology providers. Hence, the latter shift 

to mobility companies underlines a strategic attempt to meet technological, regulatory, 

and market challenges and stands for the new era wherein the value has shifted from the 

product to the service and the whole mobility experience (Westenberg et al., 2012). 



1.2 Strategic Decision-Making in Automotive Market 

Today, market-oriented strategic decision-making constitutes a factor of success or 

failure for manufacturers in the fiercely competitive automotive market. Managerial 

decisions can no longer revolve around just internal process optimization; they must also 

include a keen insight into the market dynamics, regulatory specifics, and cultural 

preferences that differ across geographies and consumer segments. Such a complexity has 

necessitated an adaptive decision-making framework in the auto industry capable of 

adapting to the fast-changing market conditions on one hand, and ever-stringent 

regulatory pressures on the other (American Psychological Association, 2020). The 

Toyota Prius sequential launch strategy has exemplified this very logic. Toyota decided 

to launch its hybrid model first in Japan in 1997, later in the United States in 2000, and 

finally in Europe, adjusting timing and positioning according to local conditions: level of 

technological maturity, government support policies, and consumers' awareness 

concerning the environment. This sequential launch strategy enabled the company to 

utilize its domestic market as a laboratory for testing technology and optimizing the 

product before entering the more difficult and competitive markets (Fadeev, 2024). 

The very basis of this choice is a sophisticated decision-making system that 

simultaneously processes market sensing capabilities, organizational learning, and 

technological risk management in an uncertain global environment. An example is Japan 

back in the 1990s, which offered a unique confluence of cultural values that favored 

sustainability (such as "mottainai" or wastefulness), consumers who were open to 

innovation, coupled with strong institutional support toward clean technologies. Moving 

next into the United States required cultural, hence strategic, adaptation: in California, 

Toyota leveraged ZEV regulations - Zero Emission Vehicle - mandates that require 

automakers to sell a minimum percentage of zero emission vehicles, and growing 

environmental consciousness to position the Prius as an "eco-conscious" status symbol, 

while in Europe, the focus shifted to energy efficiency and long-term economic benefits 

(Watson, 2017). 

This approach enabled Toyota to build market-specific knowledge assets, which they 

would continuously refine with all the feedback collected at every stage of the rollout. 

The company thus developed a sustainable competitive advantage, based on 



differentiated experience curves in different geographic realities, allowing for a gradual 

and flexible manner to manage the innovation-related risk. The decision to launch the 

product all over the globe at once would have made it difficult to manage the 

developments concerning early-stage technology risk. By choosing the staged approach, 

the company was able to take advantage of moving fast to the market while leaving some 

space for learning and adaptation, thereby avoiding overexposure to systemic risk (Nicoll, 

2016). 

A further ingredient in the recipe is competitive intelligence: Toyota watched 

competitors’ response in various markets closely, anticipating movements by General 

Motors, Ford, and manufacturers from Europe and adapting the market entry strategy in 

reaction. In this way, sequential rollout became a cycle of learning and global strategy 

optimization (Aronsky et al., 2005). 

Equally important are the ecosystem thinking behind these decisions: the success of the 

new automotive technologies depends on the construction of value networks at the local 

level, involving suppliers, dealers, maintenance services, and support infrastructure. Each 

rollout step allowed Toyota to investigate and identify core success factors for global 

scalability and to co-create solutions with all stakeholders (International Journal of 

Computer Integrated Manufacturing, 2024). 

Nonetheless, the decision-making in the auto sector runs much deeper than just product 

launch management. Some further decisive factors are: 

Management of intellectual property in collaborations: Technological alliances, such as 

joint ventures for EV batteries, require the setting-up of sophisticated IP management 

systems that balance sharing of know-how with protection of strategic assets. A case 

study is the Ford-VW collaboration on the MEB EV platform, which contained clauses 

of selective cross-licensing that would limit access to key technologies in certain markets 

(Fadeev, 2024). 

Mitigation of uncertainty risk: Mitigating risks in decision-making scenarios would 

require assessments based on geopolitical risks (e.g., trade sanctions affecting supply 

chains), volatility of raw material prices (lithium for batteries, for example), and sudden 

regulatory changes. BMW is reported to have mitigated this through a "local-for-local" 



battery production concept, consequently diversifying production in Asia and Europe to 

buffer against regional shocks (American Psychological Association, 2020). 

Optimization of human resources: Motivation and training of employees. For example, 

Mercedes-Benz ties bonuses to "zero defects" quality KPIs, Stellantis invests in upskilling 

programs for the EV transition, and Volvo conducts cross-functional rotation to forecast 

peaks in demand (Guide, 2020). 

Value engineering in product decisions: Cost-benefit and strategic trade-offs drive design 

choices. Tesla will perform drastic cuts in component variety for the Model Y through 

gigacasting; BYD will try to limit the range of entry-level vehicles in maintaining 

competing prices; Toyota adopts lean manufacturing and digital twins to improve 

changeovers (How to Reduce Errors and Improve Transparency, 2022). 

Predictive analytics: A big-data-enabled dynamic segment, demand forecasting, and 

competitive scenario simulation. VW implements analytics for real-time production 

adjustment, while GM applies predictive algorithms for inventory administration. Ford 

uses game-theoretically modeled predictions of competitors' pricing strategies 

(Preserving the Integrity of Citations and References, 2015). 

Decision models for collaborative networks: Industrial ecosystem management requires 

profound partnering assessment, more advanced models of governance (e.g., "gain-

sharing" contracts within the Renault-Nissan-Mitsubishi alliance), and culture adjustment 

programs (e.g., engineer exchanges between Stellantis and Foxconn) (Unravelling 

Citation Rules, 2025). 

These principles materialize strategically across horizontal themes: Hyundai-Kia 

diversifies across fuel cells, EV platforms, and startup collaborations; Geely brings in 

multi-brand portfolios via acquisitions and selective licensing; and Ford segregates ICE 

and EV divisions, exploits shared platforms, and employs dynamic pricing systems 

(Students' Knowledge in Citing Sources, 2023). 

Hybrid decision-making dynamics also emerge: the ability to quickly respond to external 

shocks (semiconductor crisis, for example, that sped up Toyota's adoption of dynamic 

prioritization systems according to profitability, supplier lead time, and inventory 



turnover); multi-objective optimization of technology portfolios (as in the case of VW); 

and the management of complex collaboration arrangements with flexible IP clauses (e.g., 

Stellantis-Amazon for software-defined vehicles) (Formatting References for Scientific 

Manuscripts, 2019). In the end, strategic decision-making in the automotive sector 

revolves around a symbiosis of advanced analytical tools and qualitative forecasts, with 

human, technological, and risks intervening in an increasingly globalized and 

complicated ecosystem. Accuracy in citation of these references is fundamental to 

bringing scientific authenticity to these analyses (Writing references and using citation 

management software, 2014). 

 

1.2.1 Automotive Strategic Ecosystem: Market Segmentation, Technology 

Convergence, and Brand Portfolio Management 

The global automotive industry, with its many configurations, has evolved into a 

strategic ecosystem where managerial success depends on the ability to coordinate market 

segmentation, competitive positioning, and dynamic brand portfolio management 

(Radwan & Martins, 2024). These interconnected choices are the foundation for value 

creation and the ongoing pursuit of sustainable competitive advantage. As product 

complexity and technological innovation have increased, strategic segmentation has 

moved well beyond traditional needs-based criteria, now incorporating variables such as 

customer expertise, interaction, and product literacy (Radwan & Martins, 2024). 

Segmentation is no longer just a matter of classification; it is a managerial lever that 

directs decisions about resource allocation, investment priorities, and competitive 

positioning (Shashkina & Volynets, 2025). Managers are required to constantly evaluate 

the trade-offs between portfolio diversification and operational efficiency, using 

advanced decision-making frameworks that integrate financial and non-financial 

information with strategic vision, thus strengthening organizational competitiveness and 

financial performance (Yildirim & Celik, 2024). 

Managing a multi-brand portfolio adds further complexity: major players must harmonize 

different strategies at the corporate level while maintaining the unique identity of each 

brand.  



The literature identifies three main models for adapting to changing market conditions: 

marketing-driven diversification, competitive positioning through intellectual property, 

and dynamic investment management (Guslakov, 2024). 

Timing is another crucial element: deciding when to launch a new technology or product 

can be as decisive as the quality of the product itself (Radwan & Martins, 2024). The 

history of electrification demonstrates this: Toyota chose a gradual, learning-oriented 

strategy with the Prius, while Tesla opted for a bold, direct entry into the premium 

segment to capture first-mover advantage. Studies on timing strategies show that 

competitive threats often push companies to accelerate entry, while the opportunity to 

learn from others encourages waiting, creating a dynamic tension between the benefits of 

being first and those of being a fast follower (Radwan & Martins, 2024). 

Brand management philosophies reflect this complexity: Tesla has invested in a single 

premium brand, reinforcing its image of innovation and message consistency, but also 

exposing itself to concentration risks. Hyundai-Kia, on the other hand, maintains distinct 

brand identities while leveraging operational synergies, embodying a diversified strategy. 

The literature distinguishes between building corporate portfolios to diversify cash flows, 

using intellectual property as a competitive lever, and dynamically managing investments 

to respond to market changes (Guslakov, 2024). 

Strategic positioning requires continuous adjustment, Geely’s acquisition of Volvo 

transformed both companies: Geely gained global reach and accelerated the development 

of its own brands, while Volvo accessed new markets and resources, strengthening its 

brand value and market share (Shashkina & Volynets, 2025). Xiaomi’s move from 

consumer electronics to automotive, meanwhile, highlights the challenge of transferring 

brand equity from one sector to another, which requires careful managerial assessment 

(Harefa & Surapranata, 2024). 

In such a rapidly changing context, competitive intelligence is indispensable: long 

development cycles make it essential to anticipate competitors’ moves, and artificial 

intelligence is revolutionizing strategic analysis, enabling faster and deeper scenario 

planning (Radwan & Martins, 2024). Toyota, for example, has institutionalized 



continuous benchmarking based on real-time data to guide pricing, features, and launch 

timing (Suryani & Budiana, 2025). 

Resource management translates these choices into operational reality, requiring complex 

decisions about R&D, production capacity, and geographic expansion. In emerging 

markets, this often means balancing eco-innovation, high costs, and intense competition, 

focusing on consumer education, local R&D expansion, and public-private partnerships 

(Oktarina et al., 2019). 

Decision-making in the automotive sector is further complicated by the need to balance 

environmental sustainability, efficiency, and competitiveness. Companies must optimize 

for social value, costs, and emissions, using dynamic multi-objective models and 

advanced algorithms to adapt to evolving market demands (Singh & Prasher, 2018). 

Automation of these processes is becoming increasingly essential. 

Big data and analytics have also revolutionized strategic marketing, offering granular 

insights into customer behavior and enabling more personalized strategies. However, 

these technologies pose challenges related to privacy, bias, and integration, which 

managers must balance against the opportunities for innovation (Radwan & Martins, 

2024). 

Success in automotive strategy today thus depends on the ability to integrate customer 

insight, competitive intelligence, and scenario planning, navigating technological 

disruption and regulatory uncertainty with analytical rigor and strategic flexibility. 

Strategic ambidexterity, the ability to exploit established business while exploring new 

opportunities, remains essential for creating sustainable long-term value (Tarawneh, 

2022). 

In Europe, cars are considered to be part of certain groups denoted by letters-a system 

that provides an easier way for both manufacturers and consumers to try to find their way 

through the broad horizon of choices. This segmentation is much more than a technical 

classification. It so happens that companies design products and create marketing plans 

around these groups, which signify actual differences in size, use, and customer 

expectation. Each of these factors influences product design and marketing strategy. 

The very first segment is Segment A, containing the smallest cars on sale-city cars such 

as the Fiat 500 and Toyota Aygo. These cars are made for the urban life, where 



maneuverability and ease of parking come first and foremost in the minds of buyers; 

second come running costs. They make the best errand runners for quick trips to work or 

an absorbent companion through distanced streets. Truly, they offer a simple and compact 

solution to short-distance commutes. 

A step further in Segment B are the compact economy cars: Ford Fiesta and Renault Clio. 

With a bit more space and flexibility than city cars, they do fine for downtown driving 

and are built for occasional extended cruising. In price range and flexibility, they remain 

a popular choice for young drivers or small families. 

And there lies your traditional-family compact: Segment C for Volkswagen Golf or 

Peugeot 308. These cars instantly achieve a balance between comfort and utility-

managerial: sufficiently large for everyday family use and extensive enough to cover the 

majority of European long-distance journeys. 

Segment D provides those comfortable enough for and in need of greater interior space: 

mid-size cars, such as the BMW 3 Series and Audi A4, a little bit on the warmer side of 

the road, according to frequent public travelers or professionals who find solace in long 

road trips.  

At a premium, Segment E includes executive cars like the Mercedes E-Class and Volvo 

S90, that was so lovingly classified as luxury mid-size, belying their utter grandeur in 

infinite technology, performance, and comfort, while typically favored by business 

executives and those who cherish a refined driving prestige. 

Segment F is taken by luxury car brands-the proud owners of flagship sedans like the 

Mercedes S-Class and BMW 7 Series. These are the master builders that combine infinite 

comfort and technology with ultimate prestige-always placing top on the charts for status 

and sophistication. This lettered segmentation system works to help carmakers design and 

market their vehicles more effectively, so each model is able to meet the wants and needs 

of its audience. Buyers use it as a guide to pick out a nimble city runabout or a topper-

top-down luxury sedan, so it becomes quite easy to decide in which segment and models 

fit their lifestyle best. 



Author’s elaboration 

 

Cross categories such as SUVs, crossovers, MPVs, and pick-ups complete the picture, 

offering solutions for every need and lifestyle. 

 
Author’s elaboration 

This segmentation not only guides consumers but is also fundamental for collaboration 

between car manufacturers. In recent years, it has become increasingly common for 



producers to collaborate in developing platforms or models for specific segments, through 

joint ventures, technology sharing agreements, or direct platform sales. When a segment 

is particularly competitive or requires major investment, as with compacts (C) or SUVs, 

companies join forces to reduce costs, accelerate development, and access new 

technologies (MDPI, 2021; MDPI, 2022). Sometimes, an entire model or platform is sold 

to another manufacturer, who adapts it for their own range; this often happens with 

commercial vehicles or entry level cars, where margins are low and scale is crucial. Such 

partnerships are no longer the preserve of traditional manufacturers: new players and tech 

companies are increasingly involved, especially in electric and connected mobility, to 

share R&D costs and accelerate innovation (MDPI, 2022). 

Strategic alliances are often key to entering new markets or segments: a brand strong in 

luxury may partner with another to enter the compact SUV market, sharing risks and 

expertise (Vestnik-NGO, 2025). These collaborations require trust, clear governance, and 

negotiations over intellectual property and technology, but when successful, they allow 

both parties to optimize resources, reach new customers, and remain competitive in a fast-

evolving sector (Vestnik-NGO, 2025). 

In summary, automotive market segmentation not only guides product strategies but also 

drives collaboration and innovation among manufacturers. Shared platforms, co-

developed models, and direct sales between brands are now essential tools for meeting 

the challenges of cost, technology, and sustainability in today’s automotive world (MDPI, 

2021; MDPI, 2022). 

Mooving forward the technologies, today’s passenger-car market is an eclectic 

mix of legacy power trains and a fast growing family of electrified options, each playing 

a distinct role inside the A-to-F segment ladder. 



 

Author’s elaboration 

Until now, gas and diesel engines accounted for half of new car registrations in the EU in 

2024, but their presence is slowly eroding: the petrol share dropped to 35% and diesel to 

only 13% of new cars in Q1, as compared to around 57% and 31% a decade ago 

(Shashkina & Volynets, 2025). Filling the void is a whole range of electrified drivetrains 

whose market weights differ greatly by segment. 

 



Mild-hybrids (MHEV, 48-V belt-starter-generator) are now the entry point for 

electrification. These types of hybrids lower emissions by 10-15% at a small premium, 

and that is why they are one in every five cars sold throughout Europe-well over 2.6 

million vehicles in 2023-and they reign in the high-volume B and C segments where price 

sensitivity is strongest (Radwan & Martins, 2024). Ford Puma and Fiat 600 are examples 

of times in which brands rejuvenate a mainstream crossover with 48 V systems in lieu of 

expensive full hybrids. 

 

 
 

Full hybrids (HEV) use an e-motor powerful enough to propel the car on electricity alone 

for short distances. These cars account for just less than 9% of the European market but 

have more than 25% in Japan and 30% in urban fleets, showing they gain increased 

traction where stop-and-go efficiency is highly valued (Springer, 2023). Standing firmly 

in Segments B-SUV and C, Toyota's Yaris Cross and Corolla Hybrid represent typical 

HEV crossing into low-emission zones without any range anxiety. 

 



 

 
 

Plug-in hybrid and extended-range electrics cover 7% of registrations in the EU, favoring 

battery packs of the premium D and E classes, where incentives offset higher list prices 

(MDPI, 2022). The very reason PHEVs do well in company-car channels that reward low 

official CO₂ figures would come into play for holiday travel that still demands a range 

around 600 km: BMW 330e and Volvo XC60 Recharge. 

So, while these PHEVs sweep those company-car channels where low official CO₂ ratings 

are rewarded but a range of about 600 km is demanded for holiday travel, they genuinely 

have an excuse to exist. 



 

 

Battery electric vehicles (BEV), which represent the most widely sold vehicle type in this 

goose-necked considered in at 14% of total EU sales in Q1 2024, have also managed to 

reach more than 80% of new car sale in Norway. However, their entry posture incurs high 

segment dependence. Smaller-car BEVs such as the Fiat 500e flourish in Segment A with 

low yearly mileage, while long-range ones such as the Tesla Model Y preside over the C-

SUV-ish segment such that further battery cost reductions and the expansion of charging 

networks are being continuously pursued (MDPI, 2021). Academic meta-analysis 

suggests that BEVs will attain 45% of all European registrations by 2030 given the current 

policy trajectory (PEM RWTH, 2021). 

Fuel-cell vehicles (FCEV), on the other hand, remain niche at <0.1% share, with scant 

hydrogen infrastructure acting as a showstopper; yet, life-cycle analysis suggests they 

might garner about 8% of the heavy-SUV and MPV market by 2035, where long-range 

and quick refuelling stand as major differentiators (MDPI, 2025). 



 
 

Technological choice in the automotive industry rarely remains uniform within other 

segment grids. Buyers from Segment A, mainly due to price and urban practicality, tend 

to mildly hybridize the output using the 48 V system or use a very small battery pack so 

that the price of a car remains under €25 k while at the same time isolating carmakers 

from expensive CO₂ penalties on the EU fleet average (Radwan & Martins, 2024). At the 

other extreme, customers from Segment F expect their cars to serve as rolling showcases 

of technology; hence, brands put forth either full BEV architectures or fully-rated PHEVs 

in premium price bands to showcase innovation and secure favourable emissions credits 

at the corporate average level (Shashkina & Volynets, 2025).   

 

Platform cooperation backs these technology-segment marriages. For instance, VW’s 

MEB toolkit allows for BEVs from ID.3 hatch in Segment C up to Cupra Tavascan D-

SUV, cutting down R&D expenditures by some 30%, while giving each badge leeway to 

interpret performance or luxury cues (MDPI, 2022). A similar logic services the Toyota–

Subaru e-TNGA camaraderie, which spreads the fixed battery cost over a couple of C- 

and D-segment crossovers: shared chassis reduce breakeven volumes, but the two brands 

are free to preserve distinct driving dynamics and design languages. Academic studies on 

so-called "modular cooperation" affirm that by spreading cell, inverter, and software 



investment across at least five nameplates reduces payback period by some three model 

years and puts the platform ROI comfortably above 15% (MDPI, 2021). 

 

Consequently, all in all, the above examples show how those technological strategies vis-

à-vis market segmentation have today converged into one applied data-driven roadmap. 

The manufacturers examine every letter segment as a calibrated window of price 

elasticity, range expectation, and charging tolerance and give their shared electric or 

hybrid toolkit to exactly meet those targets, almost surgically in capital efficiency. The 

working of this in praxis is that(low-cost) city car and a luxury flagship shall have battery 

chemistries, motor controllers, or software stacks in common (though they are meant for 

entirely different customers) due to economic irresistibility of cross-segment synergies 

offered by cooperative platforms. The market thus arising works with an order of 

technological diversity that is not at all random but rather deliberately choreographed 

with the purchasing logic of each segment, regulatory or policy calculus of each region, 

and scale-economy imperatives of global R&D. 

1.2.2 Strategic Technology-Segment Integration Framework 

Due to ever-increasing product complexity, changing consumer needs, and very 

strict regulatory requirements, automotive brands no longer decide on a model's market 

positioning just on size or price parameter; they also factor in which power-train 

technologies best fit each customer group (Radwan & Martins, 2024). 

The manufacturers first select a segment- petit city car, compact hatchback, and so on- 

and then pair that "playing field" with a technology mix that will maximise appeal while 

meeting regulatory pressure. On the inner-city focused Segment A, brands focus on low 

running cost and zero emission: Fiat 500e and Renault Twingo E-Tech show how full 

battery-electric power-trains adapt to city rules and consumer demand for cheap day 

mobility (MDPI, 2021). Within Segment B compacts, where price still matters but range 

anxiety fades, there is the hybrid Yaris from Toyota, an example of why full-hybrid 

systems still hold their ground: academic LCA showed that hybrids still score positive 

cost–benefit on mixed driving scenarios while easing consumers into electrification 

(Springer, 2023). On entering the realm of Segment C or the classic European "family 

car" domain, the manufacturers try to keep their options open with vast power-train 



menus. Volkswagen's Golf platform provides for petrol, diesel, mild-hybrid, plug-in 

hybrid, and BEV variants; such portfolio strategy enables the company to evolve as per 

tightening local CO₂ standards (MDPI, 2022). In cooperative innovation networks, the 

findings reveal that an electric platform, scalable from a single brand to sister brands 

(VW, Audi, Škoda), reduces the R & D cost per variant by 30% and helps in reducing the 

time-to-market in the very contested compact class (MDPI, 2022).  

In premium Segments E and F, the technology is both a statement of the brand and a 

laboratory of ideas for future rollouts into the mass market. Mercedes would be fitting the 

most advanced ADAS and plug-in hybrids within E-Class, while BMW would have its i7 

show how BEV performance works with flagship luxury-the candidates that vouch for 

each marque's innovation storyline and trickle down features on cheaper lines (Shashkina 

& Volynets, 2025). The research on digital transformation among 355 listed auto 

manufacturers in China confirms that value creation in these tiers now rests on 

multidimensional digitalisation, especially on service and R&D integration, rather than 

on engineering excellence alone (MDPI, 2025). Hence, choosing appropriate technology 

is largely data-driven nowadays. In a consumer-behaviour study combining real-world 

driving data with life-cycle CO₂, it is suggested that the environmentally best mix in 

Europe in 2030 will probably continue to stay a mosaic: around 47% fuel-cell, 40% plug-

in hybrid, and just 12% pure BEV, with an high variability in driving patterns and 

charging infrastructure (SSRN, 2022). This could very well be why Hyundai-Kia takes a 

hedged portfolio approach toward development, with the battery-electric Ioniq 5, fuel-

cell Nexo, and hybrid Tucson, instead of focusing on any one propulsion pathway 

(Guslakov, 2024). 

This technology collaboration layer bolsters such bets. Toyota and Subaru collaboratively 

develop the e-TNGA, electric-SUV platform by sharing battery modules and software, 

with chassis tuning tailored to the identity of each brand-an academic classification of 

such a strategy as ‘modular cooperation’, which accelerates the innovation process while 

maintaining brand equity (MDPI, 2021). At the far opposite, Stellantis licenses its CMP 

architecture to emerging Chinese EV start-ups, thus monetising sunk R&D and filling in 

low tier punctualities it has chosen to no longer serve directly (Vestnik-NGO, 2025). 



Every launch decision eventually becomes the touchpoint of segment strategy and 

technology choice. The company evaluates tools continuously under benchmarking, AI-

based scenario planning, projections, and dynamic investment models to decide whether 

to settle with a mild hybrid for a B-segment refresh, or whether to go full BEV to retain 

share in an electric-leaning C-segment city like Oslo (Suryani & Budiana, 2025). Brands 

that link up with segment-specific consumer needs, cooperative platform economics, and 

a tech roadmap adaptable enough to kick into gear as policy and buyer's sentiments evolve 

go on to walk snappily to success (Singh & Prasher, 2018). 

1.3 Toyota’s Multi-Pathway Approach: HEV, BEV, and H2 

Toyota's Multi-Pathway approach stands as one of the most advanced strategic 

formulations in today's automotive sector, having emerged as a calculated response to the 

complexities posed by electrification, sustainability, and globalization. This integrated 

strategy showcases a framework of how a global player navigates technical uncertainty 

but still gains competitive advantage through strategic diversification as opposed to 

gambling on one technological solution. The conceptual underpinning to Toyota's multi-

pathway approach rests on the understanding that global automotive markets differ 

widely regarding the maturity of infrastructure, energy composition, regulatory regimes, 

and competition with new technologies (Radwan & Martins, 2024). Such market 

heterogeneity creates the need for a technological portfolio catering to diverse regional 

demands, from regions with basically no charging infrastructure to advanced economies 

with very aggressive decarbonization targets. Therefore, Toyota's strategy postulates that 

no single propulsion technology-fits-all market. This dichotomy has given birth to three 

parallel technological pathways: HEV, BEV, and FCEV. 

The strategy is centered on one technology pathway: hybrid electric vehicles, which have 

anchored Toyota since the launch of the Prius back in 1997. Hybrid technology is 

Toyota's most mature and successfully commercialized form of vehicle electrification, 

with an internal combustion engine combined with an electric motor to provide a 

significant fuel economy advantage and not needing to be charged externally. Studies 

show that HEVs offer between 70% of the-carbon dioxide reduction benefits that a BEV 

does at only 8-10% added cost over a conventional vehicle, thereby providing a strong 

value proposition for cash-strapped customers as well as markets with still-limited 



charging infrastructure (Springer, 2023). Strategically positioned, hybrids will provide 

immediate CO-benefits to the higher B and C segments of cost-sensitive markets, thus 

requiring no behavioural changes from the consumers.  

The BEV pathway is Toyota's strategic reaction to markets where charging infrastructure 

has reached critical mass and regulatory pressure is exerted upon zero-emission vehicles. 

Toyota was initially wary of full electrification because of objections regarding the 

maturity of battery technology and infrastructure readiness and would thereafter be driven 

into a far more accelerated BEV investment path from 2020 onwards through the 

collaborative development of the e-TNGA platform with Subaru. This modular 

architecture is a perfect example of the company's way of thinking regarding the 

development of technologies; i.e., to share costs among many models without limiting 

further brand differentiation through design and feature customization. According to 

research on collaborative innovation networks, sharing a platform can reduce fixed 

electrification costs by around 30% while reducing time-to-market by two years of a 

model (MDPI, 2021). The BEV strategy for Toyota targets high-volume segments, such 

as C-SUVs and D-SUVs, in jurisdictions with favorable regulatory environments and 

good charging infrastructure, in particular Europe, China, and California. 

The hydrogen fuel cell pathway represents Toyota's long-term technological vision and 

potential for applications where BEVs encounter structural obstacles for instance, in long-

haul commercial transport, heavy-duty applications, and spots of abundant renewable 

hydrogen potential. The second-generation Mirai FCEV embodies Toyota's commitment 

to hydrogen technology, offering a range of 650 km and refueling times of 5 minutes, 

thus meeting the operational requirements in cases where battery weight penalties or 

charging time constraints make EVs less suitable. Academic analyses state that, should 

renewable H2 achieve price parity with diesel of about €4/kg, FCEVs could achieve an 

8-10% share of the European D-SUV and MPV market by 2035, especially in commercial 

and heavy-duty applications (MDPI, 2022). 

These integrated 3 pathway strategy lies on the foundation of operational excellence, 

which, in turn, finds its roots in the Toyota Production System. The entire philosophy of 

manufacturing inculcates the concept of foregoing continuous improvements, eliminating 

waste, and building flexible production systems that can be efficiently applied to multiple 



technologies. Studies from digital twin implementation in automotive production 

demonstrate companies that employ the principles of TPS attain efficiency gains above 

6% and reduce downtime by over 87% through their systematic approach to process 

optimization (MDPI Sensors, 2022). This capability enables Toyota to handle much of 

the complexity inherent in producing vehicles with several different powertrain types 

while maintaining their quality standards and cost competitiveness within a wide, global 

network of manufacturers. 

The multi-pathway approach also reflects Toyota's philosophy in terms of strategic risk 

management by spreading technological and market risks on different solution sets 

instead of concentrating the investment on a single technology. This diversification 

provides flexibility in adapting to changes in regulatory environment, infrastructure 

development pattern, and consumer preferences, without having lost the market of any 

particular technology area. Therefore, Toyota ensures technological leadership in all 

kinds of electrification pathways while preserving the option to carve resources to a 

different pathway as market conditions begin to change.  

Financial performance metrics attest to the viability of Toyota's diversification strategy, 

with the company maintaining approximately 40% of the global market for hybrid 

vehicles while simultaneously reinforcing its competences in emerging technologies. 

Since hybrids from Toyota came into existence in 1997, an estimated 180 million tons of 

CO₂ emissions have been prevented, thus substantiating the effect of Toyota's incremental 

method of electrification on the environment (Springer, 2023). Life-cycle assessment 

studies demonstrate that hybrids induce substantial environmental gains while remaining 

competitive in terms of cost with BEVs in many market conditions, especially where 

electricity generation relies largely on fossil fuels. 

Strategically, the implications of Toyota's multi-pathway approach go far beyond mere 

technology choices to include supply chain management, flexible manufacturing, and 

market positioning. On the basis of this strategic posture, modular architectures are shared 

throughout these technologies, with TNGA serving as the underpinning for ICE and 

hybrid powertrains, e-TNGA serving the electric vehicle landscape, and GA-FC 

underpinning fuel cell systems. Such an architectural composition allows for component 

sharing, which reduces development costs, and maintains flexibility within 



manufacturing for responding to alternate market demand shifts in respect of competing 

technologies. As to the future evolution, Toyota continues to retrofit its multi-pathway 

strategy with ever-changing market dynamics whilst sticking to its diversified approach. 

The company forecasts 3.5 million BEV sales annually to 2030, among others, with 

continued growth in hybrid adoption in emerging markets and hydrogen-expansion 

commercial applications. Technological innovation areas pinpoint solid-state battery 

development for next-generation electric vehicles, infrastructure for green hydrogen 

production, and digital integration for connected services across all powertrains. 

The bigger strategic lesson of Toyota's approach is that it demonstrates how one 

successfully navigates technological transition by balancing innovation and pragmatism, 

acknowledging that different readiness levels exist within global markets for new 

technologies, while conventions for consumer uptake on the whole differ dramatically 

between regions and segments. Rather than going for technological leadership in one area 

only, Toyota has opted for strategic breadth; that is, to serve many market needs while 

maintaining option value as technologies and markets mature. This particular multi-

pathway strategy has not gone unchallenged, principally by groups that advocate for 

speedy electrification: “By continuing to invest in hybrids and hydrogen technologies, 

Toyota is delaying the transition to full electrification.” they say. Yet, the very approach 

of the company displays neat knowledge of the varying global market complexities and 

infrastructure realities that would make a single cure-all impractical at least in the near 

term. The strategy illustrates how incumbents can leverage their operational excellence 

and understanding of the market to navigate technological uncertainty while retaining 

their position of strength across several technology fronts. 

1.3.1 Toyota's Beyond Zero Mission: Decarbonization Commitment and Sustainable 

Innovation Projects for 2050 

 

This commitment by Toyota to create carbon neutrality will be achieved in several ways, 

including vehicle electrification by a multi-pathway approach but also sustainable 

manufacturing, smart city development, and circular economy. “Beyond Zero” is 

Toyota's response to integrating all-positive environmental impacts with sustaining its 



status as a global automobile leader in an industry that is rapidly becoming sustainability-

focused.  

This provision of the foundation dating toward Toyota's 2050 carbon neutrality plan 

includes six big-stage environmental challenges spanning the entire lifecycle of 

automotive production and consumption. These encompass the challenge to new vehicle 

zero CO₂ emissions, lifecycle zero CO₂ emissions, plant zero CO₂ emissions, to 

optimizing the minimum usage of water, to the establishment of recycling-oriented 

society and systems, and to the establishment of a future society in harmony with nature 

(Shashkina & Volynets, 2025). This extensive scheme portrays Toyota's awareness that 

sustainability can truly be achieved when systematic transformation occurs in all 

operational dimensions from extraction of raw materials all through to recycling at end 

of life. 

The Woven City project, based on Mount Fuji, is a superb smart city laboratory at the 

core of Toyota's sustainable innovation strategy. Occupying 175 acres of land, it is listed 

among the most challenging experiments of sustainable urban development in the world, 

focusing on testing and proving technologies that would constitute the very definition of 

human mobility and city planning in the coming years. Research in the area of smart city 

living laboratories reveals that integrated approaches are relevant to the development of 

solutions for sustainable urban development, especially when citizen involvement and 

stakeholder cooperation form a significant part of the innovation (MDPI, 2018).  



 
The Woven City project is about putting these concepts into practice, providing a real-

world test basis where trials can be conducted on autonomous vehicles, hydrogen 

infrastructure, smart grid systems, and sustainable building technologies, among others, 

in an environment where real-world conditions are painstakingly mimicked instead of 

pure lab-based conditions. 

Three types of streets are designed into the city layout: one for autonomous vehicles, one 

for personal mobility and pedestrians, and one mash-ups both uses. This infrastructure 

makes the idea on Toyota is envisioning integrated mobility ecosystems within which 

hydrogen fuel cell vehicles, battery electric vehicles, and autonomous driving 

technologies co-exist seamlessly. Studies on urban air mobility and living labs also 

suggest that such comprehensive testing environments are best suited to bridge the gap 

between the innovation trajectory and real-world implementation, particularly in terms of 

humanizing technology, a key factor to long-term adoption binding (Review RPER, 

2023). 

Toyota's manufacturing decarbonization philosophy lays great emphasis on promoting 

renewable sources of energy among its global production network. In taking steps 

towards full carbon neutrality in all of its manufacturing plants, it has pledged to observe 

the greatest renewable energy roadmap involving solar power generation, wind-power 

systems, and energy efficiency measures (MDPI Energies, 2023).  



 
Studies show that the adoption of renewable energy sources for industrial purposes could 

significantly lower the carbon footprint of manufacturing companies while still 

maintaining operational efficiency. Thus, apart from energy sourcing directly from 

renewables, Toyota's approach also includes investment toward storage of energy systems 

and smart grid technology that optimizes energy consumption patterns over production 

cycles. 

Circular economy principles entailed in Toyota sustainability map continue to deal with 

the challenge of putting into place sustainability through innovative materials recovery 

and reuse programs, namely, battery material recovery and reuse closed-loop systems, 

especially for lithium, cobalt, and rare-earth elements necessary to electric vehicle 

manufacturing. Research on sustainable manufacturing provided the evidence that the 

application of circular economy can simultaneously reduce resource consumption while 

generating new revenue options through material recovery and reprocessing (MDPI 

Sustainability, 2018). Toyota circular economy programs are not limited to materials but 

rather include vehicle design for disassembly, refurbishment schemes for components, 

and the creation of a secondary market for electrical car battery applications in stationary 

energy storage. 



Another critical component of Toyota’s environmental strategy is water management as 

the company told recycling and water conservation on how they have been set up in their 

global operations. Metaphorically, water management not only means to reduce 

consumption but also to improve the quality of water in the streams they discharge to and 

have a closed-loop water system that reduces environmental impacts. This movement 

goes hand-in-hand with the bigger sustainability frameworks that view water stewardship 

as key to industrial sustainability, especially in areas beset by water scarcity issues (MDPI 

Sustainability, 2023). 

Lastly, with the vision to establish a future society in harmony with nature, various 

biodiversity conservation projects, ecosystem restorations, and installations for bio-based 

materials aimed at vehicle production will be undertaken. It also includes collaborations 

with research institutions to advance alternative materials derived from renewable 

biological resources, which will lessen reliance on petroleum-based plastics and synthetic 

materials. The investigation on sustainable materials development suggests that bio-based 

alternatives significantly reduce the carbon footprint of manufacture while opening 

avenues for rural economic development by utilizing agricultural biomass (MDPI 

Applied Sciences, 2025). 

Digitization constitutes a further integrative line in Toyota’s sustainability strategy, 

wherein the company employs IoT systems, AI, and data analytics to minimize energy 

consumption, lessen waste, and optimize operational efficiency along its value chain. If 

studied around the world, smart-built environments would realize IoT-driven approaches 

to gain huge energy savings while maintaining operational performance, especially when 

they work together through real-time monitoring and adaptive control systems (MDPI 

Applied Sciences, 2025). Toyota is paving the way for smart manufacturing inside the 

walls of its plants and at a larger scale through the Woven City initiative, where smart 

building systems, energy management platforms, and integrated mobility services offer a 

complete testing environment for sustainable urban technologies. 

The Beyond Zero mission, therefore, has financial and strategic implications, 

strengthening Toyota’s already long-term position as a sustainability leader within the 

automotive sector. Research relevant to ESG (Environmental, Social, and Governance) 

investment trends recognizes companies with fully integrated sustainability frameworks 



as increasingly valuable in the sight of investors and stakeholders, especially as climate-

related financial risks become an apparent reality (EWADIRECT, 2024). Toyota’s 

perspective stands at the nexus of concrete operational improvements and longer-term 

technological investments to engineer a sustainable path forward, a path that concurrently 

contends with regulatory enforcement and embraces the market in a rapidly growing 

automotive vista. 

Toyota’s integrated approach to decarbonization looking toward 2050 places Toyota at 

the forefront of realizing mobility and urban development in a sustainable manner. 

Combination of technological innovations, operational transformation, and real-world 

testing via Woven City recognizes the complex interlinking layers of the climate crisis 

while simultaneously maintaining economic viability and social responsibility. This effort 

so far has realistically demonstrated how car manufacturers can thus contribute to the 

realization of the global sustainability framework by building resilient business models 

that are up to be demanded by stipulations of a low-carbon economy. 

Toyota’s diversified technology road map, its Beyond Zero decarbonisation pledge, and 

concepts such as Woven City unite in a single forward-looking response to the converging 

demands of regulation and the marketplace. As EU fleet-average CO₂ limits get tighter 

by the day, with California’s ZEV mandates reaching crunch time and emerging carbon-

border-adjustment schemes looming on the horizon, the economic argument for a multi-

pathway portfolio becomes all the more obvious: hybrids satisfy immediate compliance 

in segments where price matters; BEVs adhere to zero-tailpipe rules in regions where 

infrastructure supports them, and hydrogen provides positioning for heavier-duty cycles 

that the regulator has just started targeting (Radwan & Martins, 2024; MDPI, 2022). 

Alongside that, pressure from investors through ESG indices and green-bond covenants 

has only reinforced the need for actual life-cycle carbon reductions, the validation for 

Toyota’s cradle-to-grave environmental framework and circular-economy experiments in 

battery and materials recovery (EWADIRECT, 2024). 

In brief, regulatory stringency and shifting consumer expectations have moved from the 

external constraint side to become central design parameters in Toyota’s strategic 

calculus. In embedding foresight around policy, platform modularity and cross-sector 

partnerships into every pathway, Toyota has set the example of how a traditional OEM 

can leverage compliance risk for competitive advantage. This interplay of tightening rules 



and evolving market sentiment shapes Toyota’s technology mix today but will determine 

how fast each pathway HEV, BEV, H₂ scales in the years up to 2050. 

The next chapters will explore how these same regulatory and market pressures challenge 

the established approaches of global manufacturers, weighing in on whether the more 

narrowly focused strategies can compete with the resilience and optionality presented by 

Toyota’s multi-pathway approach (Deloitte, 2025). 

1.4 From Compliance to Competitive Advantage: How Regulatory Frameworks 

Shape Strategic Decision-Making in the Automotive Industry 

In the global car landscape, one can argue that the recent policy developments and 

changes in people’s attitudes concerning cars have blurred the lines between the 

immediate market actions and strategic management. Europe’s, for instance, introduces 

fleet-average CO2 emission standards 2025–2030 which will necessitate the auto 

manufacturers to reduce by roughly 43% the CO2 emissions as compared to the 2021 

baseline levels while the Californian Zero-Emission Vehicle timetable mandates the sale 

of BEV and FCEV to 100 % in 2035. (Radwan & Martins, 2024).  

External policy measures such as the recently introduced China’s dual-credit system that 

is currently being used, the “Green Growth Stretegy” in Japan and also the proposed 

carbon border adjustments by the European Union make it impossible for any particular 

powertrain technology to meet all the requirements in different legislations at the same 

time (MDPI 2022). As outlined, the automaker’s diversified strategies have been 

specially crafted to deal with such a patchwork of regulations. Toyota has been able to 

deploy full hybrids in price sensitive market segments B and segments C to generate CO2 

credits vii this approach is profitable and allows some profits that could have been from 

investment in BEVs to remain in the company. Battery Electric Vehicles, which use the 

e-TNGA platform, are placed in markets that do not have enough charging infrastructure 

and have clean air regulations so that a smooth transition is possible. As the country does 

not have the required infrastructure for fuelling, as an Electric Vehicle does not require a 

filling station to function, this allows Toyota to march to dealerships located in those 

places without fear of missing out on purchases and market share which without more 

such vehicles they are likely to lose. On the other hand, hydrogen capitalizes on the less 



apparent or at least less obvious advance placement of powertrain technology in the case 

of long-distance freight haulage and heavy trucks. After all, the EU and California have 

defined areas for post 2030 decarbonization initiatives especially those involving 

embodied emissions (Shashkina & Volynets, 2025). The market factors boost the 

regulatory mechanisms. There is however, a growing realisation that the use of any form 

of energy is coupled with carbon emissions. This understanding has resulted in the 

formation of economic, social or leadership policies. ESG Linked Loans has been 

recognized as an essential cause of policy responses – for green economic growth in 

particular and climate change policies in general. More highlighted the strong ‘multiple’ 

nature of ESG factors using the three aspects of ESG and other concepts such as 

governance, innovation and sustainability. Consumer preferences within a smooth 

technical evolution also play a part in this. Indeed, EV intentions, surveys in countries 

like only produce zero emissions sedans. If we consider cities with rich infrastructure 

such as Oslo, Amsterdam or Shenzhen you will find that such cities are more likely to be 

zero emmission vehicle enthusiasts and in fact more than 50% of the potential owners 

will not even consider other types of cars known for smog even in the cities. Rural 

however is a different story among potential buyers who still even today consider ‘no-

plug’ technology certain charging slots more comfortable and below capacity (Springer, 

2023).  

The spread of Toyota’s technologies such as this is that it addresses both cohorts without 

a dent in the brand of Toyota. Supplying-side risk mitigation is reinforced through supply 

chain management practices and antitrust law which includes the EU Battery Regulation 

and also the U.S. Inflation Reduction Act which also touch on raw materials. Thus, 

compliance with all rules and regulations is a way of improving one’s performance. 

Toyota has gone further still and seeks to demonstrate this commitment in practice; as 

evidenced by, it has already initiated a series of programme towards full utilization of its 

tires in the operating cycle. This operation perspective considers that climate investment 

is a risk management issue and is thus operationalised through cost structure. Toyota’s 

ESG investments and double-even reinvested earnings are a policy practice as for Sun 

Capital funded transactions. This raises questions of responsibility on the part of the 

producers. Indeed no matter where you look, such a change. Only price improvement, 

eh? Conversely, it is often said that for long-term incentive stock ownership plans is that 



such a requirement for the receipt of live stock plus others does not necessarily include 

further conditions for vesting purposes. Taiwan laws generally require that employers in 

Taiwan must provide certain minimum benefits to employee such as four basic social 

insurance benefits. The most popular format for ensuring high level of an employee 

retention rate is emphasis on providing a good salary and fringe benefits package to 

workers. However, employers have devised other cost-efficient a remedies including 

training of employees and giving them more responsibilities which has had the positive 

effect of reducing the turnover rate. 

The legal standards are no longer obligatory, they are strategic instruments that allow 

companies to choose their own ways of development and positioning of their products. 

The development of the European Union’s Carbon Border Adjustment Mechanism 

(CBAM), for example, is indicative of this paradigm shift: a very objective approach to 

development of manufacturers by incorporating costs of compliance and environmental 

effects into the cost of production, alongside profit margins (Dobranschi, 2024). Firms 

practicing the manufacture of cars like Toyota are highly affected by the change in policy 

as this means that the consideration of all the decisions being made in the firm will have 

to include carbon footprints and emissions targets as a design consideration for every 

functional level in the company, from implementing consideration, platform development 

and timing for entering the market. 

Here is where the aspect of change which we were talking about earlier comes in and it 

is evident quantitatively. This is because the EU Carbon Border Adjustment Mechanism 

includes carbon pricing that directly affects automotive parts and finished vehicle that 

would be used in exporting countries, with the automotive and metal sectors taking the 

top lead within the affected industries according to the current existing ESADE interval. 

With the application of such a regulatory any activities that emit carbon dioxide cease to 

be externalities and become a component of the direct costs which include pricing 

strategy, supplier choice and even deciding on where to locate the production. For 

Toyota's some-carbon strategies are beneficial in this aspect as they ensure that the carbon 

policy is efficiently used and at the same time the BEV technology including Hybrids for 

the case of Toyota, is manufactured and marketed for compliance use in zero emission 

zones and Hydrogen solutions are deployed for cases where electricity may be less 

utilized. 



The Zero Emission Vehicle regulation in California is an example of how domestic 

policies have segmentation spill over effects far beyond the national borders. It is the 

measure that all new cars registered starting 2035 should be zero-emission vehicles that 

has catalyzed a wide range of strategic shifts among the global automobile makers 

(Hennessy, 2023). They are now forced to create differentiated product ranges in line with 

specific regulatory directives, which implies creating environmentally friendly cars 

according to the Californian model, developing green technologies for hybrid cars in areas 

with less green energy penetration among these trends and more of the same for emerging 

markets with poor outmoded infrastructure with regard to automobiles. Such division of 

normative space makes it necessary to adopt the flexible integrated platform with full 

scope coverage and numerous technologies caused by enhancement by Toyota. This 

approach enables the effective adjustment of production in relation to changes in various 

forms of regulatory propulsion without causing any internal disruption to the production 

plants. 

Intersection of funding for Environmental, Social and Governance (ESG) agendas with 

compliance changes the nature of these difficulties. Enterprises with credible programs 

to cut greenhouse gas emissions are now better placed to access capital funds, making 

environmental performance not a regulatory overhead but a financial advantage 

(Ewadirect, 2024). In this context, Toyota’s Beyond Zero ideology and programs such as 

Woven City are self-sustaining in that they help to shape an image of running ahead in 

green transportation solutions and provide material that green bonds demand from an 

issuing entity. This business reorientation is central in the automotive industry where 

norms cease being a deterrent, but instead become the way in whcih economic activities 

are financed. 

However, their existence in theoretical submission mode at the encouragement from these 

elements emphases their operational application in the practice of strategic management. 

How e-TNGA, the architecture of drivetrains of tomorrow, will come to existence: 

reflective regulatory power in technological architectures and vehicle configurations. 

Instead of trying to accommodate ‘green’ standards to the company’s already existing 

models, Toyota has created universal technical solutions which can be altered to comply 

with different regulations while still benefiting from economies of scale. This approach 

enables Toyota to invest and develop BEV platforms for zero-emission requirement 



regions and at the same time provides for deploying the same system components for 

HEV systems in regions with different regulatory frameworks. 

These same regulations do not except dynamics in that they will have to be kept in step 

rather than complied with at one time as norms. The study on California’s ZEV Program 

shows that effective car companies are those that equip themselves with the ability to 

exercise proactive regulation, which means the ability to alter rates of production, 

proportions of technologies to be used and communication lines whenever a policy 

changes (Sustainability, 2024). After all, Toyota’s strategic persistance stems from a 

capability to change the course of technical development in response to changes in 

legislation and use technologies to build compliance across several countries unlike the 

competitors with a single focus on a given technology who will suffer more from 

regulatory pressure. 

Strategic complexity of automotive manufacturers is intensified by the macroeconomic 

environment facts about the wide spread of carbon pricing and ETS systems at the global 

level. The EU Emissions Trading Scheme can be seen as a model for similar programs 

that are covered in other large markets, leading to a network of interconnected pricing 

cap and trade systems that affects everything from supply chain to the location of 

manufacturing plants. Toyota’s adoption of a country-specific approach to technology 

distribution addresses the issue of pricing for carbon in various pricing regimes and 

ensures that its carbon footprint is kept at the maximum while preserving integration 

benefits at a global project level. 

Essentially, the paradigm shift from rule-based to strategic-adjusted regulation has 

revolutionised the way technology prepares, market suits and plan the finances by auto 

industry. Companies like Toyota that have evolved operational processes for adaptation 

and application of more than one technology for several products so as to adapt under the 

more sophisticated regulations especially gain ascendancy. The ability to adapt to the 

regulatory requirements with the use of different technologies and without resigning to 

single piece systems, is aimed on an exploration of a competitive strive in the automotive 

industry: an intention which stands for the fact that not only the traditional effectiveness, 

but also regulatory reach is required for the extended performance. 

  



Chapter  2 - Methodology 

2.1 Research Setting and Case Selection 

Going into an in-depth empirical study, the research tries to analyze the way in which an 

automotive company of premier status, i.e., Toyota, was managing the problem of the 

technological shift to sustainability. The main objective is to analyze the strategic 

response of the company toward increasingly complex pressures, such as regulatory 

demands, ever-changing consumer expectations, and technologies in their inception 

phase, including hybrid, battery electric, and hydrogen powertrain. 

The automotive industry finds its suitability as the base of research by several 

considerations. First, the automotive industry is undergoing a fundamental transformation 

due to strong decarbonization targets and the incorporation of products into a mosaic of 

regulatory, infrastructural, and market contexts across the globe (Council of the EU, 

2023). As was stressed in Chapter 1, global automotive businesses cannot rely anymore 

on a single technology; rather, they have to look to build diversified, adaptable innovation 

portfolios to cater to heterogeneous regional requirements and to ensure their own long-

term competitiveness (Radwan & Martins, 2024).  

Within this perspective, Toyota is a paradigmatic case for several reasons: 

- Innovation Leadership: The historical emergence of Toyota as the first maker of 

hybrid vehicles (Prius, 1997) and as one of the early movers for the development of 

hydrogen fuel-cell technology, offers an example of unrivalled technological 

foresight (Springer, 2023). 

- Multi-pathway approach to transition: The company consciously juxtaposes 

hybrid, battery electric, and fuel cell vehicles-a considered heterodox treatment of 

the transition challenge to a “single pathway” electrification (Bohnsack et al., 2020; 

MDPI, 2022). 

- Adaptation to several regulatory regimes: Toyota constantly aligns, but at the 

product-development platform level rather than the vehicle level; its global product 

strategy to regional policies, again maximizing platform modularity (e.g., TNGA, e-

TNGA) for fast and cost-efficient compliance (MDPI, 2021). 

 



It focuses on a period from the late 1990s till today, with a particular emphasis on 

developments since 2015 including the launch of the “Beyond Zero” strategy and the 

acceleration of carbon neutrality commitments to 2050 (Springer, 2023). The resultant 

timeline gives full consideration to both technological evolutions and Toyota's strategic 

developments with regard to the key stages of regulatory and market transformation 

milestones. 

 

The rationale for adopting a single in-depth case study, Toyota lies in the ability to obtain 

deep, context-embedded insights into the mechanisms and contingencies of strategic 

decision-making under conditions of technological and regulatory discontinuity 

(Eisenhardt, 1989). The abundance of available corporate documentation, academic 

research, and industry reports gives Toyota an even stronger claim to analytical relevance 

as a paradigmatic subject for understanding the transition strategies of incumbent 

automotive players (Bohnsack et al., 2020). 

 

Within this framework, Toyota itself constitutes a reference point for the empirical 

exploration of strategic choices, dynamics of policy, and technological diversification in 

the automotive sector. 

2.1 Why Toyota: Rationale for Case Focus 

There is a strong case for taking Toyota as the most important of the examined 

corporations from the global automotive industry amidst a technological evolution in the 

industry. While majority of the automotive manufacturers usually choose electric vehicles 

as their major electrification strategy, Toyota has become a trendsetter by going into 

several directions at the same time, combining hybrid electric vehicles (HEV), battery 

electric vehicles and fuel cell electric vehicles (FCEV/H2) in one convertible program 

worldwide.  

“Being a flexible strategy, this roadmap is not only anticipatory to technological shifts, 

but addresses also the issues of the regionalization of regulatory regimes, market 

demand, and the maturity of underlying infrastructures in the regions concerned.” 

(Bohnsack et al., 2020; MDPI, 2021). 



 
(toyota.com) 

 

The development of Toyota involves elements of innovation and of respect of the 

historical traditions identified over many years of its existence. The aforementioned was 

made possible by the release of Prius car model in 1997 that appeared to be the first such 

car in the world thereby, changing the driving force of many cars and setting a standard 

that would be copied many times over across different regions. This set forward direction 

also has enhanced Toyota’s set of technical competence and durable value that aids in its 

competitiveness in the contemporary speedy paced and highly competitive market space 

(Springer, 2023; Bohnsack et al., 2020). 

Toyota has always rarely been reactive and this is evident in how adaptive strategies have 

been employed within the company. Especially, the introduction of Toyota Production 

System integrated new technologies of production and management that made Toyota the 

most competitive global player. In the same line, this level of orientation and flexibility 

has brought a number of strategies for sustaining Toyota in the marketplace (Springer, 

2023; Bardsley, 1984). 

One way that Toyota has ensured that it can quickly adjust when faced with different 

challenges is through the use of vehicle modules, such as the TNGA and e-TNGA, which 

allow for fast alterations of the product portfolio, from Europe’s CO₂ fleet average 

standards to California’s ZEV requirements (Council of the EU, 2023; Watson, 2017). 



This modularity is useful in complying with the country shale gas policies, as well as 

more nationalistic objectives in that it eases on in-country development. Moreover, there 

are decreasing profits earned hence under these conditions, the firm dynamically 

optimizes resource allocation to advance noncore, emerging technology areas indicated 

by the failure of the firm to at the same time reengineer core technologies and move into 

new technology development (Ibid). 

Motor vehicle enthusiasts purchased over 50 million vehicles between January and 

November 2014, whereby more than eight million of those vehicles bore the Toyota 

symbol. A. Toyotawas by far the largest automaker in the world by the year 2014 in terms 

of sales of over 10 million vehicles annually. In Italy, the largest automotive industries 

are exclusive, Japan incorporated, this jurisdiction the main market for Toyota in Europe. 

Even in global economic development the automotive industry as well as countries with 

developed economies are often confronted with restricting problems because of existing 

natural reserves. In the industrialization era during the 18th and the 19th centuries, 

Britain, which was arguably the most developed country of the time, faced the same 

problem that we are experiencing today. 

This holistic methodology is interpreted through the embodiments of functional initiatives 

such as the “Beyond Zero” program and Toyota’s ambition to eliminate carbon content 

from their activities by 2050, taking in aim aggressive sustainability targets with 

advanced technologies, commitment to the actual field (emphasizing details with 

examples such as Woven City), and cradle-to-cradle principles.  

 
(https://toyota.com.ph/beyondzero) 

https://toyota.com.ph/beyondzero


The blend of orientation of innovation far along the horizon- the predictive aspect and 

constant upholding of matures operations, this places ground for analyzing Toyota more 

as a field for studying the adaptation of such attributes within in forces that are prone to 

massive changes forecast. This transitional barrier extends to the even most deepest outer 

layer of strategic management in firms and indeed the industries, owing to the entrance 

of new product features and even more keen anticipation from the individual buyers 

(Springer, 2023). 

In conclusion, there is an affirmative study Toyota as a case study of other appreciation 

reasons such according to its magnitude in statistical material, scope of analysis and its 

technological measures that it deploys will for sure be an indispensable epitome for 

explaining the machinations as well as the decision making in technological change 

within the contemporary automobile industry. Together, the Probable vantage point for 

Toyota brings us expressly to practical lessons that can be implemented in industrial 

practice or academic research. 

2.2 The Role of Game Theory in Market-Oriented Strategic Decisions, 

A main element of strategic decision-making in the automotive industry is that predictive 

analytics techniques and advanced quantitative models shall have to be synergized with 

appropriate management of complexity and uncertainty typical of international markets. 

The leading companies today not only crunch large chunks of data for forecasting demand 

but also employ such information to simulate competitive scenarios and optimize their 

offers in real-time. For example, Volkswagen applies market analysis to alter production, 

General Motors uses predictive algorithms for inventory management, and Ford applies 

game-theoretic models for the price responses to competitors (Preserving the Integrity of 

Citations and References, 2015). 

Unlike before, industrial processes are becoming increasingly digitalized, and 

technologies like digital twins witness widescale application, thus opening the door for 

the near-instant simulation and optimization of production changes. Toyota is certainly 

one such example, integrating lean concepts with digital twins to reduce drastically 

changeover times between hybrid and electric models, while Tesla, on the other hand, 

takes advantage of value engineering to reduce components of the Model Y for both 

efficiency and scaler ability (How to Reduce Errors and Improve Transparency, 2022).  



On the other hand, a strategic-adaptive approach must cultivate organizational resilience 

to manage the levels of complexity. Automakers need to respond as fast as possible to 

external shocks; instance came under the semiconductors crisis: Toyota developed 

production resources’ dynamic prioritization systems for profitability criteria, supplier 

lead times, and inventory levels so that the greatest impact was minimized on the most 

strategic product lines (Formatting References for Scientific Manuscripts, 2019). 

An additional level of complexity is generated by the question of managing collaborative 

networks and global partnerships. The evaluation of partners, setting of governance 

models, and adjustment to divergent organizational cultures are fast becoming key issues 

for the success of industrial alliances: some typical examples are the so-called "gain-

sharing" contracts of the Renault-Nissan-Mitsubishi alliance and the engineer exchange 

programs between Stellantis and Foxconn that build pathways for the sharing of 

knowledge and strategic alignment between companies from very different backgrounds 

(Unravelling Citation Rules, 2025). 

In other words, therefore, the competitiveness of the modern-day automotive sector 

concentrates on a virtuous interface between prediction, operational flexibility, and 

strategic adaptation: only those firms that can interweave these dimensions can 

successfully surf the waves of global market complexity, anticipate sudden shocks in 

demand, and manage the uncertainties of competition frameworks. 

Within this context, it becomes useful to discuss the application of game theory analysis 

and its utility in formulating strategic decisions toward markets. Game theory presents an 

essential analytical framework as innovative approaches model competitive interactions 

within the automotive sector, where decisions at a strategic level are faced, such as trade-

offs between production efficiency, technology adoption, and market environment. Here's 

how their models and tools support market-oriented decisions: 

Strategic models for market entry 

• Stackelberg competition: The model describes a situation in which a company 

assumes the role of technological leader, e.g., entering with electric vehicles. The 

leader allocates pricing/investment strategy and followers react by optimizing their 

own choices. For instance, the Toyota has advertised the Prius worldwide, deploying 



hybrid technology in Japan in 1997 and then deciding on the launch steps in the 

United States in 2000 and in Europe according to the reaction of competitors 

(Fadeev, 2024). 

• Nash equilibrium: Used to model/predict the outcome of scenarios in which 

competitors act simultaneously (e.g., price policies decided simultaneously by 

various competitors, competing R&D investment allocation). In the automotive 

sector, a Nash equilibrium is used by manufacturers to determine investments in 

alternative technologies (Hybrid/Electric/Hydrogen) so as to maximize expected 

payoffs given what competitors might do (Courtney et al., 1997). 

Managing strategic alliances 

• Power diagrams: To see the power relations in joint ventures (e.g., Ford-VW for 

the MEB platform). These diagrams quantify power factors (e.g., market share, 

intellectual property) and the risks of “security dilemmas” (conflicts arising from 

power imbalances). The result is an optimized governance structure and the 

distribution of benefits arising from the cooperation (Kale et al., 2009). 

Adapting to market uncertainty 

• Cooperative games with Shapley value: Benefits of partnerships are shared 

according to each player’s contribution. In the automotive world, this model 

organizes negotiations for co-development (such as batteries) and cost-sharing for 

global supply chains, thereby providing flexibility in coping with external shocks 

(chip crisis, sanctions) (Lumen Proceedings, 2018). 

• Predictive models based on big data: Combine game theory with scenario analysis 

to predict competitive reactions to pricing policies and simulate the impact of 

various regulations (e.g., ZEV) on product strategies. As an example, Ford applies 

game-theoretic algorithms in the dynamic pricing of its F-150 Lightning 

(Preserving the Integrity of Citations and References, 2015). 

Game theory, powerful as it is, suffers from unpredictability by exogenous factors like 

geopolitical crises, pandemics-and the fact that it must have to model a rather complex 

multi-actor interaction. A complementary approach involves mapping multiple 



competitive trajectories using scenario analysis while depicting divergences from 

expected equilibria using risk diagrams (S-Lib, 2024). 

In the automotive industry, game theory converts market data and competitive 

interactions into dynamic strategies for optimizing the timing of launches, handling 

alliances of high complexity, and cushioning risks in volatile contexts. Its integration with 

digital technology tools (predictive analytics, digital twins) greatly complements its 

capability, thereby making it the keystone toward sustainable, market-oriented decision-

making (DrPress, 2024; Management.fon, 2019). 

2.3 Data Collection: Survey Structure & Questions 

For the empirical analysis of this thesis, data collection shall be conducted via surveys 

aimed toward one key population: employees of Toyota Motor Italy. Surveys shall be 

structured so as to elucidate qualitative and quantitative data in order to build game theory 

models, primarily concentrating on the subjective internal perception of competitive 

strategies exercised by Toyota within the European market for Hybrid Vehicles (HEV), 

Battery Electric Vehicles (BEV), and hydrogen technology. 

The surveys will be divided into three major sections: 

Section HEV: questions related to the first mover advantage strategy executed by Toyota, 

to establish in what manner such first mover advantage could have impacted the 

competitive standing of Toyota as a brand. 

Section BEV: emphasis will be on the failure to execute a first mover strategy, to 

understand how Toyota positioned itself with regard to its competitors and what were the 

driving forces behind strategic decision-making. 

Section H2: examines the strategic vision and internal cylinder expectations on hydrogen, 

asking whether they consider the first mover advantage competitive or prefer other 

strategies. 

The purpose of data collection is to thoroughly investigate the internal opinions 

concerning the strategic advantage of being the first player in a different technology 

division; to probe the reasons behind the implementation or non-implementation of 



objectives, and based on the analysis conducted, further envisages the development of 

three different game theoretic hypotheticals, which center on the competition levels 

within the European market. 

To ensure methodological coherence between your empirical objectives and survey 

instrument, it is essential that the survey questions are precisely tailored to illuminate the 

strategic reasoning, perceptions, and effects of Toyota’s position in the European market 

for HEV, BEV, and hydrogen vehicles. Below are recommended survey questions, with 

structure and design grounded in established academic research methodologies for 

organizational and strategic analysis (Saunders et al., 2019; Creswell & Plano Clark, 

2017). 

 
Author’s own elaboration 

 

 



2.4 Survey Results: Analysis and Discussion 

Among the opinions of the analysts, developers and top managers of Toyota Motor Italy 

the analysis of the survey results conducted provides an insight into the how Toyota staff 

feels about the strategic positioning of the company in the various transition technological 

fields. Certainly, these results in a profound way are consistent with the theory in regards 

to how strategic decision-making of the companies in the car industry can be modeled 

using game theory wherein the concept of time and the degree of raciness or non-raciness 

of the decision making, as well as risk constitute the principal alter factors imposing 

technological strategies involving transformative technologies adoption (German & 

Ionescu, 2025; Boscoianu, 2021). 

First Mover Advantage in Hybrid Technology 

Based on the survey data, all participants acknowledged the innovation of Toyota in the 

market for European hybrids and almost all of them evaluated the advantages of being 

the market pioneers of Toyota as excellent 97.6% chaaracterizing it 9–10 out of possible 

10points (average: 9.76). The answers show that the majority of the respondents (97.6%) 

apparently agree in large part with the proposition that a move-first benefits model works 

well. The principle of popular acceptance of a move-first strategy is so popular in 

theoretical views that it is even used to validate such propositions as the one that was 

demonstrated in Resolving the Strategy Practice Dilemma (Suarez & Lanzolla, 2005). 

The importance of Toyota's hybrid-first pioneering standing, as evidenced by the 

numerous responses, is mainly expressed as the recognition of the brand and the market 

processes (in 42% of answers), then, taking into account the central role of technology 

and the corresponding competence (in 33% of answers), and finally as increase of the 

market share held by the firm (also in 21% of answers). This display of the advantages of 

this strategy indicates the numerous types of first mover advantage that have been 

identified in the strategic management literature and these include brand awareness, 

learning curve, and competitive strategies (Robinson et al., 1992; Lambkin, 1988). 

Particularly noteworthy is the observation that “Toyota” has become synonymous with 

“hybrid” in European consumer perception, indicating successful market education and 

brand positioning. As one specialist noted: “Toyota was a true innovator, believing in 



hybrid technology before anyone else. This early move translated into concrete 

advantages: technological leadership, strong customer trust, and long-term market 

success.” This echoes the theoretical concept of technological legitimacy, where first 

movers can define industry standards and consumer expectations (Humphreys, 2010). 

The findings are surprising because respondents acknowledged that there are advantages 

but also criticizing the idea of first-in-market. Survey participants highlighted risks such 

as high spending in setting up R&D facilities without guarantees of a return, high 

expenses on market awareness campaigns, and policy framework fluctuations. These 

risks are consistent with the description of the inherent risk associated with being a first 

mover including the potential “pioneer penalty” which refers to the fact that the first 

mover experiences a unique cost in creating the market (Golder, 1993; Boulding & 

Christen, 2001). 

Second Mover Strategy in Battery Electric Vehicles 

The respondents show more nuanced understanding towards Toyota’s place on the BEV 

market and opportunities it possesses. Despite the outside bashing of the attack of the 

company, only 65% of the respondents (23 out of 35) perceive it as an assets strategy for 

the current and long range hybrid thier vehicles. This position is in line with increasing 

academic propensity for certain benefits associated with following another firm, the 

second mover advantage, particularly in drastic technological environment (Hoppe, 2000; 

Yoon, 2009). 

A few strategic advantages of Toyota’s BEV timing were discovered by participants: 

- Negative learning from competitors: How to stay away from the mistakes and 

traps related to early technologies and the secondly to avoid inappropriate 

investments in traditional infrastructure 

- Competitive engineering: Joining the market at the point when advanced battery 

reuse ideas as well as supply chains in terms of zero waste of extended Producer’s 

Responsibility have been established and are in use. 

- Market usability: Commencing with proper consumer penetration and convenient 

battery charging location or some other model 



- Best positioning of vehicle hybrid optimization offer in implementation 

commands: How to get maximum benefits by using the hybrid did not think of the 

develop BEV system to go in the right direction. 

One general manager explained: “Toyota’s late-mover position in Europe allowed it to 

learn from competitors, avoid early costly mistakes, further develop its technology, and 

strengthen its multi-path approach (HEV, BEV, FCEV) aligned with market and 

regulatory trends.” 

This strategic patience reflects game-theoretic principles where delayed entry can be 

optimal when early market conditions are uncertain and first mover advantages are 

limited by rapid technological change (Fudenberg & Tirole, 1985). 

Quite remarkable is all the talk of Toyota's so-called “multi-path strategy” in 70% of the 

responses (i.e. 25 out of 35). This includes vehicle technology through HEV, BEV, and 

FCEV at the given technology uncertainty. Indeed as strategy says, it is wise to have more 

than one basket, at least in terms of technology, when the likelihood of success of a single 

technological direction is doubtful (Real Options Theory) (Baldwin & Clark, 2000). 

Hydrogen Fuel Cell Strategy: Cautious Optimism 

Despite facing high levels of inequality and sub-optimal income distribution, respondents 

were very much in agreement with earlier assertions from Toyota concerning their goals 

about the hydrogen industry scoring an average 8.30 out of 10 in the bid towards hydrogen 

mobility. Contrary to such appreciation of first mover strategies in hydrogen and 

acceptance of laggard business model in BEVs is actually a smart tactical response in 

consideration of market and technology parameters. 

The adoption of hydrogen is discussed not as an artificial alternative to BEV, but rather 

as more sensitive to certain circumstances: 

- Technological level: the BEV technology has a short turn-around time, at a level 

of maturity, if anything it is more procurable than the hydrogen technology. When 

it comes to hydrogen, the whole industry requires the building of networks from 

scratch rather than piggy backing off of other established supply chains. 



- Competitive landscape: fewer players in hydrogen space means that there could 

be greater first mover advantages compared to BEVs where the market is 

congested. 

- Dependence on infrastructure: hydrogen economy becomes non-competitive in 

such a way that there are shoves to get the infrastructure first, where is a race for 

the more westernized markets. Infrastructure is the most crucial aspect of success. 

The survey showed that infrastructure is the most critical aspect in the success of 

hydrogen; it was brought up by 33% in explaining the other factors. This is in agreement 

with the focault network theory if technology adoption is not meant to be over 

emphasized; creation of value will only take place if and only if more complimentary 

infrastructure is provided (Katz and Shapiro,1985).  

Responding individuals acknowledged hydrogen risk related to investment that’s evident 

at the forefront. Concern about prices as they were reported by 23 responders was 

common. Twenty of the respondents were more concerned about the adaptability of the 

systems. In just 15 cases mildews even the policy sections were neglected. There were 

concerns voiced over the low organization and location costs, however when they were 

too high due to the intervention, that section was not affected. 

The survey results validate several key game-theoretic concepts applied to automotive 

strategic decision-making:  

 

Author’s own elaboration 

Technology -
Contingent 

Timing 
Strategies

Learning and 
Information 
Spillovers

Portfolio 
Diversification 

under 
uncertainty

Methodological 
Cnsideration 



Technology-Contingent Timing Strategies 

The presence of differentiated timing regulation for use of alternatives (for example, first 

mover for hydrogen and second mover for BEV) suggests that best entry timing partly 

vents upon the nature of the technology as well as competitiveness and market 

development. This is consistent with the economic analysis, where in many cases, it can 

be recommended to undertake different actions with certain probabilities in order to 

maximize expected payoff. 

Learning and Information Spillovers 

Learning that some of the recent competitors have had better and worse experiences with 

BEV development makes apparent the extent of learning opportunities and the value of 

spillovers in technology adoption games. Toyota’s approach in the specific case seems to 

be directed at maximizing the exercise of governance inquiry and yet remaining as 

cautious as possible as regards any university interventions that extend to BEV strategy 

(Hoppe, 2000). 

Portfolio Diversification Under Uncertainty 

This evidence cements the argument of applying real options theory in technology 

strategy with respect to the numerous advantages along the different paths. Toyota keeps 

some of its investments in several technology directions which enables them to 

understand which technology to adopt as the regulatory and economic landscapes become 

clearer with time (Dixit & Pindyck, 1994). 

The understanding that the triumph of hydrogen power demands cooperation within an 

established structural environment (spotting from a number of the study's results) 

approaches one of the key features of cooperative theory. According to this perspective, 

it becomes inevitable that companies and industrial entities leverage their capacities and 

resources for partnerships and joint infrastructure development that will benefit all 

players (Axelsson, 2019). 

Methodological Considerations 

The study’s focus on Toyota Motor Italy staff was subject to certain ease of access 

pressures which affects the degree of credibility of the information provided by this 

population. The composition of the sample (52% specialists, 30% analysts, 18% Manager 

& Directors) contains respondents who are informed primarily, and thus attitudes or 



opinions attached to geography concerning this study predations to the Italian regions 

only and may not be in conformity with the rest of Europe. 

Key strategic issues showed high consensus levels, which indicated that either the 

organization had a strong strategic focus, or that there was a bias that took preference 

over almost every outcome issue. It is recommended that future surveys be conducted in 

other automotive companies in order to confirm the direction of this research. 

The survey results provide empirical support for the theoretical framework of this thesis, 

demonstrating how strategic timing decisions in automotive technology adoption reflect 

sophisticated game-theoretic reasoning. Toyota’s differentiated approach - leveraging 

first mover advantages in hybrids, adopting second mover strategies in BEVs, and 

pursuing selective leadership in hydrogen - exemplifies how companies can optimize 

timing strategies based on technology characteristics, competitive dynamics, and market 

conditions. 

These findings contribute to the broader understanding of strategic decision-making in 

technology transitions, showing how established automotive companies can navigate 

multiple technological pathways while managing risks and preserving strategic 

flexibility. The strong internal support for multi-path strategies suggests that diversified 

technology portfolios may be optimal responses to technological uncertainty in rapidly 

evolving industries. 

  



Chapter 3 – Games Theory Analysis 

3.1 Game Theory Model Construction 

The following section introduces the methodological framework employed to analyze 

Toyota’s strategic positioning within the European automotive market, focusing on three 

pivotal technological domains: hybrid vehicles (HEV), battery electric vehicles (BEV), 

and hydrogen technologies (H2). Each analytical model leverages data gathered through 

targeted surveys, aiming to interpret internal perceptions and decision-making rationales 

relating to the adoption, or conscious avoidance, of first mover strategies. 

HEV Model: First Mover Advantage 

In this model, it will be analysed how the first mover advantage influenced Toyota's 

further consolidation in the European hybrid space, considering the responses given to 

the meaning of leadership and the advantages and risks associated with technological 

advancement. Classic game theories will be invoked with respect to early order strategies 

in technology markets (Lieberman & Montgomery, 1988; Markides & Geroski, 2005). 

BEV Model: Choice of Not Becoming a First Mover 

Here, the model will simulate the competitive landscape where Toyota deliberately chose 

not to be the first mover into the BEV arena in order to highlight any potential late mover 

advantages (second mover advantages) and internal perceptions about the risks and 

opportunities of making such a choice (Suarez & Lanzolla, 2007). The aim here will be 

to demonstrate how the different market entry strategies can depend on the technological 

and competitive environment. 

FCEV Model: Strategy Analysis (First Mover or Not) 

To conclude, the hydrogen segment model will investigate Toyota’s potential role as a 

first mover through simulations conducted based on expectations and strategic 

evaluations collected in the survey. The model will include reflections on path 

dependency and technological lock-in (Arthur, 1989; Rosenbloom & Christensen, 1994). 

3.2 Games theory’ simulation model of toyota's strategic choices 

From examination of the survey results, one can trace back the derivation of elaborate 

game-theoretical models that expound on Toyota’s business undertakings in various 



transition technologies. Hence, these models which incorporate timing of technological 

adoption as a strategic behavior have been adjusted to better account for competition, 

market environment and technology under consideration (Fudenberg & Tirole, 1985; 

Hoppe, 2000). 

3.2.1 Model 1: HEV First Mover Advantage - Pure Strategy Nash Equilibrium 

The hybrid electric vehicle is indicative of a typical first entry theory. Most notably, 

Toyota took the first move in 1997, as a result of which they easily sustained the 

competitive advantage. Two important links on this model are strict strategies for both 

parties that form not that’s it I poslish this is a base pure strategy Nash equilibrium. 

Players: Toyota vs Competitor 

Strategies: Early Entry, Late Entry 

Payoff Matrix: Each cell represents (Toyota Payoff, Competitor Payoff) 

 
Author’s elaboration 

General Formula: 

Toyota payoff = base payoff + leadership bonus – risk penalty 

Competitor payoff = base payoff + timing bonus/penalty – risk penalty 



Payoff Definitions: 

Base payoff: 60 (represents the value of being present in the market with mediocre 

positioning) 

Leadership bonus: +60 (extra value for clear pioneering, derived from survey’s high 

rating and theory) 

Timing bonus: +20 (for following a leader, but not being left out) 

Risk penalty: –20 (if high R&D/cost/uncertainty from jumping early) 

Symmetry adjustment: ±10 to break ties in “tie”/no leader situations 

Cell-by-Cell: 

- (Early/Early) 

Toyota: 60 (base) + 40 (shared leadership, not pure) = 100 

Competitor: 60 (base) – 20 (risk of challenging Toyota's leadership) = 40 

- (Early/Late): 

Toyota: 60 (base) + 60 (strong leadership bonus, as solo first mover) = 120 

Competitor: 60 (base) = 60 (minimum value for market presence as latecomer) 

- (Late/Early): 

Both: 60 (base) + 20 (timing bonus for not missing the market fully) = 80 

(both lose leadership, get some security by not missing the technological wave) 

- (Late/Late): 

Both: 60 (base) + 30 (tie adjustment for both falling behind but not losing outright) 

= 90 

 

Nash Equilibrium Check 

Best responses: 

If competitor picks Early, Toyota: 100 (Early) > 80 (Late) ⇒ Toyota picks Early. 

If competitor picks Late, Toyota: 120 (Early) > 90 (Late) ⇒ Toyota picks Early. 

If Toyota picks Early, competitor: 60 (Late) > 40 (Early) ⇒ competitor picks Late. 

If Toyota picks Late, competitor: 90 (Late) > 80 (Early) ⇒ competitor picks Late. 

Thus, (Early, Late) is the unique Nash equilibrium. 

Theoretical Interpretation: It is a mere example of the first-mover advantages, where the 

ability of the first entrant to earn more persists even after the second entrant is present. 



Nash equilibrium allows for the possibility of preserving the leading position of the 

technological innovator by means of economies of scale, image building, and the supply 

chain (Lieberman & Montgomery, 1988). 

Empirical Validation: Survey findings significantly endorse this theoretical pre- 

supposition since Toyota’s hybrid first-mover position – in which respondents rated 9.76 

out of 10- and suggested that virtually every single respondent considered early entry into 

hybrid technology an advantage on its own. 

3.2.2 Model 2: BEV Second Mover Strategy - Mixed Strategy Nash Equilibrium 

The strategic model defining the battery electric vehicle around it represents a more 

complex situation in which Toyota deliberately decided not to act as a first mover, 

contrary to what ocurred under the hybrid strategy. This reflects the different market 

condition and technological characteristic that make second mover strategies optimal 

under some circumstances (Hoppe, 2000). 

Players: Toyota vs Competitor 

Strategies: Invest Early, Wait 

Payoff Matrix: Each cell represents (Toyota Payoff, Competitor Payoff) 

 
Author’s elaborate 



General Formula: 

Payoff = technical base (50) + learning effect (max +50, min 0) – risk penalty (–20/–30) 

 

Payoff Definitions: 

Technical base: 50 (minimum for presence) 

Learning effect: +40 (wait and improve by learning from mistakes of others) 

Risk penalty: –20 (for early costly moves) 

Solo mover advantage: +50 (if you enter alone) 

 

Cell-by-Cell: 

- (Early/Early): 

Toyota: 50 (base) + 10 (minor learning, since both jump) = 60 

Competitor: 50 (base) + 30 (favored if more BEV focused historically) = 80 

- (Early/Wait): 

Toyota: 50 (base) + 50 (solo mover) = 100 

Competitor: 50 (base) – 10 (missed first move and market share) = 40 

- (Wait/Early): 

Toyota: 50 (base) + 40 (learning from first mover's errors) = 90 

Competitor: 50 (base) = 50 

- (Wait/Wait): 

Both: 50 (base) + 20 (not lagging, but not innovating) = 70 

 

Pure Strategy Analysis: No pure strategy Nash equilibrium exists as each strategy 

combination leads to at least one player wanting to deviate. 

 

Nash Equilibrium: Mixed Strategy 

Toyota’s indifference (let q be probability competitor Early): 

q(60) + (1-q)(100) = q(90) + (1-q)(70) 

60q + 100 - 100q = 90q + 70 - 70q 

- 40q + 100 = 20q + 70 

- 60q = -30 

q* = 0.5 



Competitor’s indifference (let p be probability Toyota Early): 

p(80) + (1-p)(50) = p(40) + (1-p)(70) 

80p + 50 - 50p = 40p + 70 - 70p 

30p + 50 = -30p + 70 

60p = 20 

p* = 1/3 ≈ 0.333 

Toyota plays Early with probability 1/3, Wait with probability 2/3 

Competitor plays Early with probability 1/2, Wait with probability 1/2 

Strategic Interpretation: Whenever it is the time for there to be an optimal strategy for 

the Toyota player, it entails waiting about two times out of every three turns, which need 

not come as a surprise as it accords with the finding of the survey that the second mover 

game draws favor from no less than 64% of those sampled. The gamed strategy here is 

purely reactive against Black-Scholes equation decision making under uncertainty; it is 

considered logical for them to be strategically patient, watching others' mistakes and their 

exploitation and then flexibly adjusting the best time to enter the market. 

Theoretical Significance: This inquiry explicates the process of adopting mixed 

strategies in a technologically uncertain environment sustaining the expectations about 

second movers’ effectiveness in fast changing industries (Hoppe, 2000). 

3.2.3 Model 3: FCEV Hydrogen Strategy - Coordination Game with Multiple 

Equilibria 

The fuel cell electric vehicle model is a coordination game where Toyota’s achievement 

relies on the requisites provided by other particular actors of the ecosystem in place, 

especially the state and the infrastructure providers. 

Players: Toyota vs Market/Infrastructure 

Strategies: Lead Development (Invest), Follow Others (Wait) 

Payoff Matrix: Each cell represents (Toyota Payoff, Market/Infrastructure Payoff) 



 
Author’s elaborate 

 

General Formula: 

Payoff = ecosystem base (40) + leadership bonus (+40/70 for leading and carrying risk) 

– penalty for duplicating effort or missing opportunity (–10/–20) 

 

Payoffs Definition: 

Base payoff: 40 

Leadership bonus: +70 

Partial leadership bonus: +40 

Follower bonus for Market: +30 

Delayed adoption bonus: +20 

Investment duplication penalty: –10 

Missed synergy penalty: –10 

 

Cell-by-cell: 

- (Lead/Develop): 

Toyota: 40 (base) + 40 (extra for both acting/contribution) = 80 

Market: 40 (base) – 10 (costs of non-coordinated investment) = 30 



- (Lead/Wait): 

Toyota: 40 (base) + 70 (max bonus for pioneering solo) = 110 

Market: 40 (base) + 10 (benefits from Toyota’s lead but does little) = 50 

- (Follow/Develop): 

Toyota:40 (base) = 40 

Market: 40 (base) + 30 (sole infrastructure builder, gains all if Toyota follows) = 

70 

- (Follow/Wait): 

Both: 40 (base) + 20 (small bonus for not risking, but market stagnates) = 60 

 

Nash Equilibria Best responses: 

If Market picks Develop, Toyota prefers Lead (80 > 40) 

If Market picks Wait, Toyota prefers Lead (110 > 60) 

If Toyota picks Lead, Market prefers Wait (50 > 30) 

If Toyota picks Follow, Market prefers Develop (70 > 60) 

 

So, two pure Nash equilibria: 

(Lead, Wait): Toyota acts, Market waits 

(Follow, Develop): Market acts, Toyota waits 

 

Strategic Interpretation: Toyota illustrates the classic "chicken-and-egg" coordination 

conundrum where every other actor prefers to wait for the firm to make the investment, 

while the firm’s dominant strategy is to invest. The high equilibrium payoff (110) depicts 

the possibility of gain from coordination, the only challenge is how to mitigate 

coordination problems within each ecosystem. 

 

Empirical Support: This coordination problem notwithstanding, survey analysis showed 

that most survey respondents supported Toyota's hydrogen leadership heavily highlighted 

at 8.30 out of 10, suggesting that it is clear first mover is needed, even when the market 

has coordination problems. 

  



Chapter 4 – Discussion & Conclusion 

4.1 Synthesis of Research Findings 

Based on the documentation, this research affirms the vital understanding of 

Toyota's strategic positioning within the technological transition of the pertinent 

automotive industry, making it possible to evaluate strategic reasoning within technology 

enriched situations in theory and in the practice. 

Game-theoretic assessment asserts that the perfect time to enter a market depends on the 

type of technology, and not all situations provide for the creation of first-mover 

advantages in a value chain. When considering this idea, it is necessary to mention that 

the very notion of first-mover advantages is contested by some scholars. For instance, 

Lieberman and Montgomery (1988) argue that first-mover advantages cannot be 

perceived as independently advantageous for all companies. Toyota’s successful 

introduction of hybrid vehicles can be cited as an example of successful first-mover 

performance without any first-mover disadvantages present. In spite of the necessity of 

entry timing, which is extremely conventional, common and relatively simple, 

adjustments in the initial standpoint can trace complex services towards the detailed 

information like strategic thinking engaging some depth of reasoning. Thus, proving the 

need for reconsidering the timing optimization – signal theory is taken to the next level 

to incorporate situations where aggressive behavior is not desired and looked for other 

behaviors of market participants.  

Accordingly, the three stages of motivation tide, which is the main problem to which this 

section is devoted, ends with a dedicated pattern of strategic positioning bound for titan 

rivalry also included in the structure of strategic sell-in. The best point of network 

equilibrium to intervene in the markets to officials benefit and zero networks of tie 

networks is relational political campaign ambitions. Toyota’s hybrid pioneer status was 

rated 9.76 out of 10 by the control subject, thus vindicating the claims that they wanted 

to first-mover due to the benefit they expected in branding and completion of 

manufacturing tasks. On the flip side, the balanced strategies for entry of such a market 

as the BEV, demonstrate an effective situational reserve that combines diffusion from 



competitors and keeps it reserve during the risk of earlier entry (Fudenberg & Tirole, 

1985; Hoppe, 2000). 

The study offers empirical evidence for technology strategy based on real options theory, 

thereby showing how Toyota’s multi-pathway approach creates option value under 

uncertainty (Baldwin & Clark, 2000; Dixit & Pindyck, 1994). By investing in HEV, BEV, 

and FCEV technologies simultaneously, Toyota maintains strategic flexibility for 

evolving market conditions and regulations. Seventy percent of those surveyed supported 

this diversified portfolio, suggesting that technological diversification was a better way 

of mitigating transition risks than a single-technology commitment (Boscoianu, 2021; 

German & Ionescu, 2025). 

The inquiry highlights the ways in which changing technologies cause established 

businesses to approach the market in a different way (Wells & Nieuwenhuis, 2011). 

European market diversity driven by different rules, network and consumer choices, 

however, necessitates car makers to be state of the art (Council of the EU, 2022). Toyota 

offers excellent case of how it copes with the necessary change in technology at a regional 

level, while combining this with the imescale driven competitive strategy within global 

platforms: dynamic capabilities which refer to the ability of a firm to rearrange and 

recombine strategic factorings in the different environments that includes strategic 

management of the firm (Teece, 2007; Hoppe, 2000). 

The present study propels the limits of strategic management theory and its available sets 

by applying the notions of game theory to deal with more difficult problems that come 

with higher number of technologies, and by taking into account forces at the level of an 

industry and the ones which are driven by governments and other regulations (Axelsson, 

2019; Suárez & Lanzolla, 2007).  Indeed, it even deepens the understanding how, or why 

strategic entry should be approached in terms of the technology and therefore in some 

boundaries, helps the opportunistic view of the first mover theory (Radwan & Martins, 

2024).   

And finally, building on the resource–based, dynamic capabilities and. meet, 

straightforward options lenses discussed in the dissertation, please provide a paragraph 

that integrates these frameworks to explain the intricacies of Toyota’s dynamic strategy 

formulation (Baldwin & Clark, 2000; Teece, 2007). The findings inform sustainability 



transition theory by giving examples of how incumbents may strategically diversify 

around technological disruptions as opposed to making radical single-technology shifts 

(Wesseling et al., 2017). The multi-pathway strategy of Toyota indicates that such 

established firms may lead in transitions by using their existing capabilities across 

multiple technologies, thereby challenging the narratives that emphasize the complete 

demolition of an incumbent technology (Christensen & Raynor, 2003; Boscolabuono et 

al., 2021). 

4.2 Managerial Implications 

The knowledge provided by the research is valuable because it identifies how automotive 

companies that are in the process of adopting new technologies are supposed to behave 

in a rapidly changing environment from the point of view of managers. More so these are 

significant findings as they are based on game theory and they show that the theory of 

strategic management applicable to the automobile industry is directed to managing 

competitive interdependence and incorporating the effects of time uncertainty, in 

decision-making process (Lieberman & Montgomery, 1988); only in regards to the 

interaction between management and organization about strategy, the classic concept is 

redefined and modernized (Teece et al., 1997). 

Studies suggest that the most appropriate timing differs immensely in various 

technologies as well as under different circumstances, and this proves to be invaluable in 

the sense that it helps in making decisions on the allocation of scarce resources 

(Lieberman & Montgomery, 1988). Toyota, owing her popularity at an early age in hybrid 

cars, shows how entry in a market before other competitors creates durable advantage in 

areas such as branding, education, and technology (Humphreys, 2010). This has practical 

implications for managers as it throws into doubt the commonly held assumption that first 

mover advantages are always advantageous, arguing that strategic choices over when to 

move ahead should depend on the age interval of different technologies, the state of 

infrastructure roll-out, and the prevailing competitive intensity (Suárez & Lanzolla , 

2007). Executives experiencing ought to formulate timing guidelines foundation 

technology of interest, prevailing competition and public controls to cut down 

unnecessary expenditure on technologies which may fail to achieve the expected rates of 

return (Fudenberg & Tirole , 1985). 



Toyota’s demonstrated multi-pathway approach lays out a comprehensive plan for 

managing technical unsurety in volatile market conditions which is superior to the single-

technology concentration trend in strategy formulation. Rather than putting all resources 

towards the development of a certain technology the existing research also encourages 

the benefits an organization can have by generating and maintaining a number of different 

technologies that can effectively interact with changing socio-economic levels of 

operations and legal requirements (Eeartar & Pivlyck, 591-2012). This has implications 

for management, as organisations will have established operational barriers to changing 

their strategy while remaining aligned with policy issues or risks related to the 

technologically fixed design process of operations or to “zones” of vision controlled by 

policy objectives and management strategies outside the corporate boundaries (Taeice, 

2007). 

Therefore, for such situations, managers might desire to adopt strategies such as, 

maintaining options that contain multi-technology paths of real options so that new 

resources can be directed and made effective as the business and its environment 

(Ambrosini & Bowman, 2009). 

The findings of the research are illustrating that it is in point of fact possible for the 

followership to adopt a beneficiary approach under specified circumstances, and in these 

cases where the marketplace conditions like quick move towards new technology and 

large scale investments in structures are creating valuable options for learning and 

understanding of the late entrants (Hoppe, 2000). The fact that 64% of respondents agreed 

with Toyota’s strategy of BEV development in good time suggests that there can be 

benefits in the strategy of waiting for the market at certain rates strategic factors as the 

reduction in development costs as a result of such waiting periods along with technology 

take-up and market testing (De Pelsmacker and Van Kenhove, 2005). This has practical 

relevance pertaining to the strategic business management of a company as it provides 

the basis upon which judgements can be made as to whether an entrant should make an 

early or a delayed investment depending on the conditions of uncertainty and speed of 

changes specifically in the technological sector (Fudenberg & Tirole, 1985). Managers 

should thus establish a marker for gauging when a conservative approach is justified over-

enjoying the benefits of being a first mover, while bearing in mind factors like stage of 



development of technologies, evolution of supporting infrastructure, and the swiftness 

with which competitors absorb (German & Ionescu, 2025). 

A variety of techniques and theories have shown the importance of an integrated approach 

among various actors across sectors who play key roles from the emerging technologies 

view of hydrogen technology, and the extent to which its achievement hinges on the 

extent to which investments are synchronised by various actors in the system including 

the infrastructure providers, government, and the downstream parties (Axelsson 2019). 

The coordination game model argues that the essence of managerial success in the 

hydrogen sector is based on the failure at coordination and the creation of cooperation 

strategies that motivate participants of the value chain to achieve goals (Katz&Shapiro, 

1985). This is of managerial relevance as the firms considerably extend their scope of 

stakeholder management: in order to achieve effective competitive strategy companies 

need to address the issues of ecosystem governance or how to create and manage a 

coalition involving multiple stakeholders. Thus, managers are required to sharpen 

capabilities of trust building and other relational and process management elements such 

that coordination can be done smoothly within the complex multi stakeholder systems 

(Ambrosini, et al. 2009). 

The investigation establishes the congruent in support of the advancement of policies that 

will enable strategically sound allocation of resources within such uncertain regimes and 

the pertinent displacement-related effects due to changes in the competitive landscape 

and the technological dynamics. This illustrates how the movement of resources into 

alternative technological trajectories contributes to the competitive advantage of the 

company’s ability to execute economic activities (Teece et al., 1997). This is an attribute 

of strategic management that is also amenable to flexible operational planning in which 

the traditional notion of planning over a long period of time is inapplicable (Eisenhardt 

& Martin, 2000). Many among which involve the fact that the management can neglect 

the effective strategic decision, which was in place initially and which is typical to 

development as they concentrate on the technology and market spaces at this junction 

(Helfat & Peteraf, 2003). This is because managers should foster the execution of the 

routine interactive capabilities through with they can mobilize and rearrange all the firm’s 

resources for any purpose and at the right time Forbes dailymind (Helfat, 2007). 



The managerial implications stated in the paragraph point out the fact that without using 

a comprehensive management framework that takes into account timing, elaboration, 

coordination with social problems and methods to develop organization’s dynamics it 

would be impossible to succeed in automobile Technological Transitions (Candelo, 2018; 

Radwan & Martins, 2024). 

4.3 Limitations and Future Research 

Some limitations to this research were identified as strategic decision-making in the 

automotive industry was explored, along with suggestions for prospective research 

questions. Most importantly, the findings from this survey are potentially biased toward 

Toyota Motor Italy due to its exclusive composition; this potentially excluded any other 

manufacturer from this study and restricted the generalizability of these findings into any 

other geographic market; it may be argued that the Italian case study is an incomplete 

representation of many European or global markets with disparate regulatory regimes, 

infrastructures, and consumer preferences. Therefore, future research would certainly 

benefit from extending the sample to various brands of automotive manufacturers across 

regions to both confirm and supplement these conclusions on strategic decision-making. 

Another promising direction would be to carry out comparative studies on the nature of 

strategic timing under different regulatory and cultural environments, which would 

significantly reinforce the external validity and enrich the results. 

Admittedly, the game-theoretic approaches proposed in this research are, of course, based 

on certain theoretical assumptions about player rationality, the completeness of 

information, and payoff structures; hence, these simplifications do not embody the whole 

complexity of real-life strategic choices, where organizational dynamics, bounded 

rationality, and asymmetries of information inevitably intervene and complicate the 

outcomes (Wells & Nieuwenhuis, 2012). Even from the perspective of strategic timing, 

there may be additional dimensions, for example, organizational capabilities, financial 

resources, and technological complementarities, which could particularly enrich one's 

positioning on strategic outcomes. This composite positioning, merging resource-based 

views with game-theoretic analysis, would seem to present an all-around strategic picture 

for ensuing investigations. 

 



This research has produced a necessarily time-limited snapshot of the industry; hence, it 

may remain oblivious to the dynamics that are currently shaping the competitive 

landscapes as well as the technological trajectories; these limitations mean that the 

implications of strategy are a moving target that changes with the maturing of 

technologies and evolutions in market conditions. Longitudinal studies that follow 

strategic decision-making over long periods would provide clarity on the long-term 

evolution of competitive dynamics and the durability of strategic advantages in times of 

technological change. While this research mainly focuses on three core technology 

trajectories (HEV, BEV, H2), it is important to acknowledge that the transformation of 

the industry involves other areas as well, such as autonomous driving, connected 

platforms, and mobility-as-a-service, which need to be thoroughly researched in the 

future to fully understand their interaction effects and strategic decision-making 

influences. 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 



Conclusion 

This thesis focuses deeply upon the research exactly on the interplay existing between 

transition technologies and strategic managerial decisions in the automotive sector, 

having Toyota as a true potential case. A thorough game theory modeling approach and 

integration of empirical data from industry players provided a nuanced view on how 

incumbents might utilize a diversified portfolio of technological options HEV, BEV, and 

H₂ to hedge risk, to exploit market opportunities, and to adapt according to different 

pressures from regulations, infrastructure, and consumer preferences. The multi-

pathways approach of  Toyota is not in-current terms a mere response to exogenous 

factors but rather in an underlying way analyzed as a proactive mechanism balancing 

innovation with operational excellence and strategic optionality amidst a severely 

transforming industry (Bohnsack et al., 2020; Radwan & Martins, 2024). 

The findings suggest that in the case of hybrid technology, being the first-mover is a major 

brand-based advantage and a competitive advantage; however, in general first-mover 

advantage is not necessarily the best policy. There may be bravery in patience, where in 

BEV related decisions second mover opportunities allow the firm to absorb signals from 

the market and learn from missteps on the part of its competitors, fudging along at just 

the right time with the greatest amount of readiness (Hoppe, 2000; Springer, 2023). At 

the same time, the complexity and infrastructural dependency of hydrogen make it 

necessary for coordination and selective introduction to be set up in such a way as to 

maximize payoffs, basically supporting the theory of multiple equilibrium outcomes in 

an uncertain market (Arthur, 1989; Katz & Shapiro, 1985). This explicit discrimination 

by strategic timing and technology application explains how the synthesis of game theory 

and resource-based perspectives build an explanation not only of competitive strategy but 

also the dynamics of ecosystem formation and industry-wide transformation (Dixit & 

Pindyck, 1994; Baldwin & Clark, 2000). 

Furthermore, the evolution of Toyota, to which this thesis refers, epitomizes the 

importance of organizational flexibility, modular architectures, and cross-sector 

partnerships in terms of the electric digital servitization paradigm. The “Beyond Zero” 

agenda, originating in sustainability and stakeholder capitalism, projects a framework that 

stretches far beyond compliance: it turns regulatory complexity into sustained 



competitive advantage, reshapes global supply chains, and redefines what “value” means, 

both therapeutically and in an automotive context (EWADIRECT, 2024; MDPI Sensors, 

2022). The empirical evidence gathered via internal surveys at Toyota Motor Italy also 

serves to further substantiate this strategic flexibility with real-world applicability and 

internal acceptance, which reinforces the importance of multi-pathway portfolio 

strategies in turbulent environments. 

Nonetheless, the present research is inevitably circumscribed by limitations, including its 

choice of geographic distribution and organizational setting alongside simplifying 

assumptions within the theoretical modeling. Future investigations should seek to widen 

the geographic area of the sample, adopt a longitudinal study design, and incorporate 

possible emerging interaction effects between electrification and others technologies such 

as autonomy, connectivity, and data-driven services. Broadening hence would further 

solidify the external validity of these insights and open new paved roads for theoretical 

research (Wells & Nieuwenhuis, 2012; Baldwin & Clark, 2000).  

In sum, this thesis has demonstrated how automotive competitiveness in the future will 

not be for those who put all their eggs in one basket on a single technological trajectory 

or for those who remain passive to regulatory shocks but for those able to draw on 

analytical rigor, strategic foresight, and adaptive architectures to harvest value out of 

complexity (Radwan & Martins, 2024; Springer, 2023; Boscoianu, 2021). In a world 

defined by technological disruptions and ecological imperatives, the capability to 

architect multi-dimensional strategies and operationalize them on multiple market fronts 

will turn out to be the hallmark of lasting success and sustainable value creation in the 

globally growing automotive landscape.  
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