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Executive Summary
Jaguar Land Rover (JLR) has undertaken a comprehensive transformation to address environmental, technological, and economic challenges reshaping the global automotive industry. The company has launched its Reimagine Strategy, aiming for full electrification by 2030 and carbon neutrality by 2039. It has applied strategic models such as PESTLE, SWOT, and Kotter’s 8-Step Framework to guide this change. Leadership has evolved to balance visionary innovation with operational excellence, while the culture has begun shifting toward agility and sustainability. Through structured planning, investment, and communication, JLR has positioned itself to thrive in an increasingly electric and digitally driven market.
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[bookmark: _Toc212744795]Introduction
Today's dynamic world of business is global, and to remain competitive and sustainable, organisations have to continue to adapt with the passing of time. Technological innovation, environmental regulation, and the changing consumer expectations, in particular, are fundamentally changing the automotive industry as it has never been. Jaguar Land Rover (JLR), the greatest automotive producer in the UK, is a proper example of a heritage organisation that has experienced a complex strategy change. Having a history of affluence and engineering success, JLR is currently rebranding itself with respect to the upsurge in global change to electric motion and environmentally-friendly manufacturing. This report examines how JLR has been responding to its strategic change as it is experiencing mounting environmental, economic, and technological challenges. It examines outside and inside change drivers, leadership and culture drivers and reviews the change management strategy employed by the company based on well-known change management theories, including Lewin's Three-Step Model, Kotter's 8-Step Framework and McKinsey 7S Framework. The paper also has a future change proposal that is in line with the Reimagine Strategy of JLR, which targets to go full electric by 2030 and carbon neutral by 2039. This report offers an understanding of how traditional manufacturers can incorporate the elements of innovation, sustainability, and cultural change to attain long-term resilience and strategic competitiveness in a dynamic global market through an analysis of the JLR experience.
[bookmark: _Toc212744796]History of Jaguar Land Rover (JLR) 
Jaguar Land Rover (JLR) is a prominent company in the manufacture of cars based in Britain that is famous for producing premium and luxury cars. The company was formed out of a merger between two legendary brands, Jaguar and Land Rover, and it is based in Coventry, United Kingdom. JLR has been an Indian owned company since 2008, when it became a fully owned company of Tata Motors in the Indian Tata Group. The company also designs, produces and markets a host of high-performance cars such as luxury sedans, SUVs and more, including late, electric and hybrid cars (JLR, 2025). In the UK automobile sector, JLR is the largest automobile manufacturer in the market, with a great contribution to exports and employment. It has primary markets in Europe, China, North America and the emerging economies, and its cars are the epitome of innovation, heritage and British engineering expertise.
[image: UK unveils historic US trade deal at Tata Motors' Jaguar Land Rover factory  | Economy & Policy News - Business Standard]
Figure 1: company warehouse
Source: (JLR, 2025)
JLR is very applicable to the research on a strategic change, as it is in the process of a massive shift from internal combustion engines to electric vehicles (EVs) as part of its so-called Reimagine strategy. This change is in line with sustainability goals in the world, carbon neutrality targets, and the blistering technological transformation in the auto industry. Other than that, other issues that JLR is grappling with are economic, supply chain, and trade complexities with Brexit, which demand strong leadership and change management (Smith, 2022).
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External Environment- PESTLE Analysis
There is a list of stimuli presented by the external environment which compels organisations such as Jaguar Land Rover (JLR) to change and evolve. A PESTLE analysis enables seeing the magnitude and the urgency of change in the interaction of the political factors, economic factors, social factors, technological factors, legal factors and environmental factors.
The Brexit trade barriers and the net-zero policy of the UK are the political forces which put pressure and opportunities on strategic change. The UK government has a goal of achieving a net-zero by 2050, which is coupled with its incentives in the manufacturing of electric vehicles (EVs), and this necessitates coming up with alternative ways of production, which must replace the internal combustion engines (ICE) (Kalghatgi, 2022). In its turn, Brexit has introduced trade and regulation complexities and ruptured the chain of supply and adding costs.
Other external pressure includes economic elements such as inflation in the world, supply chain, and heightened competition with Tesla, BMW, and other EV manufacturers. Profitability and production efficiency are curtailed by the increasing cost of production with lithium and semiconductors. In this case, JLR would have to leverage its strategic capabilities of financial stability, supplier relationships and digital forecasting technologies to respond to the external shocks. Economic turbulence also contributes to the necessity to pay attention to the efficiency of its operations as a source of sustainable advantage and innovation as well.
The social influences are highly significant in motivating organisational change. Sustainability, ethical sourcing, and technological breakthroughs are making the luxury goods a matter of concern to customers. It is a dynamic consumerism, which JLR is repositioning as an old-fashioned luxury brand to a modern luxury mobility provider (Tronke and Übl, 2025). The capabilities to read and respond to social expectations, particularly in the market sensing and brand transformation capabilities, are the dynamic capabilities, which the company displayed.
There are technological factors in which there are opportunities as well as challenges. A fast change in the automotive world brings a world change with the accelerated innovations in EV, AI, and digital manufacturing. The need to digitalise the world of design, engineering, and production indicates the importance of technological capacity in the company. 
Compliance is a factor of innovation associated with the legal aspects, such as the emission rules and battery recycling policy. Stricter legislation demands transparency in the value chain, and it accelerates the switch to more green materials and processes. These changes require the capability to adapt to the changes with effective internal governance and practices of compliance that will not damage the organisational legitimacy and goodwill (Akpoghelie, 2022).
[image: PESTLE Analysis: The CEO's Guide to Future-Proofing a Business | by Asif  Iqbal | Techno-Preneurship | Medium]
Figure 2: PESTLE Analysis
Source: (Tronke and Übl, 2025)
Internal Environment- SWOT Analysis
	Category
	Key Points
	Implications for Change

	Strengths
	Strong brand equity, global presence, and luxury positioning enable a smooth transition toward electric and sustainable mobility while maintaining brand heritage (Soegoto, 2021).
	Provide a solid foundation for innovation, marketing excellence, and strategic alliances in EV markets.

	Weaknesses
	High production costs, slow digital adoption, and dependency on internal combustion engines limit agility and adaptability.
	Require organisational learning, re-skilling, and restructuring to integrate sustainability and digital systems effectively.

	Opportunities
	Growth in electric vehicle markets, emerging economies, and AI-driven manufacturing align with JLR’s Reimagine Strategy to electrify all portfolios by 2030.
	Enhance innovation capability, develop strategic partnerships, and leverage knowledge management to seize market potential.

	Threats
	Intense competition (Tesla, Rivian, BMW), regulatory pressures, and supply chain fragility threaten stability.
	Demand technological advancement, organisational resilience, and flexible supply networks to adapt to environmental volatility (Abdelaziz, et. al., 2024). 


[image: Strength, Weakness, Opportunity, and Threat (SWOT) Analysis]
Figure 3: SWOT Analysis
Source: (Soegoto, 2021)
Association with Environmental Change and Organisational Capability
External and internal environmental change is a trigger of organisational change. The capacity to survive and flourish in irregular political circumstances, unstable economies, technological upheaval, and societal change relies on the capacity of an organisation to feel, grasp, and restructure resources. This fits the theory of dynamic capabilities, which focuses on how companies maintain a competitive edge in highly dynamic settings.
The external factors, such as sustainability regulation, consumer trends, and technological advancements, are external triggers that require internal ability building in the areas of innovation, digitalisation, and sustainability management at JLR (McKie, et. al., 2024). The organisational learning process that made the company react in a strategic way (like electrification, digital manufacturing and supply chain optimisation) is reflected in the fact that internal competencies change in reaction to the external pressure.
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Lewin’s Three-Step Model
The conceptualisation of change established by Kurt Lewin (1951) as a linear process with Unfreeze → Change = Refreeze was introduced. It underlines the psychological transformation people and organisations experience in adjusting to new realities.
Unfreeze:
The unfreezing stage, in the case of JLR, commenced with the realisation by the firm of the unsustainability of its reliance on internal combustion engine (ICE) cars under the increasing environmental regulations and changes in consumer sentiments. The unfreezing of the deep-rooted practices in terms of traditional automotive production was the moment when the CEO Thierry Bolloré announced the Reimagine Strategy (Adelman-Mullally, et. al., 2023). The company was faced with the immediate problem of decarbonisation, which marked the death of the ICE. A strong argument was put across by leadership regarding the need to change, with a focus on global climate goals and competitive edge in electric and green mobility.
Change:
New processes, technologies and behaviours were introduced during the change phase. JLR significantly invested in EV development, AI-supported production, and digital design tools, which were backed by partnerships with the Tata Group and technology-based multinationals. The idea of leadership encouraged innovation and sustainability as its two central principles, and the shift in the mindset, which used to be based on the concept of the classical luxury production, towards modern luxury mobility was undertaken. But this was not an easy process- it involved re-skilling, reconfiguring the supply chain and cultural adjustment. The workforce that was used to the traditional methods of engineering proved to be resistant.
Refreeze:
The refreezing level is to stabilise new practices and make them a part of organisational culture. In the case of JLR, it includes the introduction of sustainability, digitalisation, and agility in all functions. Programmes like the Global Digital Transformation Programme by JLR and the introduction of sustainability KPIs are evidence of attempts to make the new direction normal. However, critics claim that the refreezing has not entirely taken place in JLR since there are still legacy systems and cultural inertia around (Ferrario, 2022). The momentum needs to be maintained by strengthening the new norms by leadership modelling, recognition and by a continual learning system.
Critical Reflection:
The model by Lewin provides a simple, orderly method but presupposes the linear course and the stability after the change, which is very unlikely in the context of JLR's dynamic work in the automotive industry. Although helpful in the context of first mindset changes, this can simplify the continuous, repetitive process of technological and cultural change in an industry that is rapidly evolving around the world.
[image: 9 Lewin's three step model of organizational change | Download Scientific  Diagram]
Figure 4: Lewin’s Three-Step Model
Source: (Adelman-Mullally, et. al., 2023)
Kotter’s 8-Step Model
John Kotter's 8-Step Model (1996) develops the Lewin model by incorporating leadership and communication into the change engine, and thus is especially applicable to large-scale organisational change like the Reimagine Strategy of JLR.
1. Create a sense of urgency:
JLR was successful in creating urgency by highlighting the need to combat climate change, the fall of ICE markets, and increasing EV competition (Trawick and Carraher, 2023). The message of Bolloré was that electrification was not an option, but survival.
2. Build a guiding coalition:
With the support of Tata Motors, the senior leadership team developed a strong coalition, which was in line with strategic, technological, and financial resources. Digital transformation and sustainability integration were established through the creation of cross-functional teams.
3. Form a strategic vision:
The Reimagine vision repackaged JLR as a contemporary luxury mobility brand, which is sustainability and technology-led. The apparent roadmap of going carbon-neutral in 2039 made stakeholders have a common goal (Najafpour Navaei, 2025).
4. Communicate the vision:
Transparency was achieved by regular communication using internal campaigns, CEO town meetings, and sustainability reports. Nevertheless, there are reports of unequal participation on operational levels as workers continue to feel ambiguity regarding implementation.
5. Empower broad-based action:
Decentralisation of decision-making was done, and bureaucratic barriers were minimised. Sustainability initiatives were innovated, and employees owned the initiatives through the introduction of digital tools and training.
6. Generate short-term wins:
The introduction of the all-electric Jaguar I-PACE and EV architecture developments proved the positive results of the first steps and solidified the commitment.
7. Solidify victories and create a greater change:
JLR remained rampant in EV ventures and the digitisation of the supply chain. But such setbacks as the shortage of semiconductors, cultural stagnation challenged the flow of progress (Young, 2021).
8. Introduce new practices in the culture:
The integration of sustainability and innovation in the corporate DNA is a continuous process. Leadership still explains agile, inclusive, and environmental responsibility to enhance the cultural alignment.
Critical Reflection:
The model by Kotter is relevant to the transformation at JLR, as it focuses on the engagement of the stakeholders, leadership, and vision. It sees change as an ongoing process and provides steps of action that can be used to keep the process going. Nevertheless, it has been criticised as being top-down oriented- this may restrict the ability of the innovation at the grassroots and may not be able to fully support the emotional aspect of staff orientation.
[image: Kotter's 8 Step Change Model - A Comprehensive Guide - Visual Paradigm Blog]
Figure 5: Kotter’s 8-Step Model
Source: (Trawick and Carraher, 2023)
McKinsey 7S Framework
The McKinsey 7S Framework (strategy, structure, systems, shared values, style, staff and skills) is a comprehensive diagnostic model of change-time alignment diagnosis.
The strategy (Reimagine) at JLR focuses on electrification and sustainability, but the organisation (based on the old manufacturing model) has not been able to properly enable agile innovation (Chmielewska, et. al., 2022). Traditional supply chain and HR models, among other systems, have been forced to undergo a revamp to be able to support digital operations.
This identity sometimes clashes with the newer sustainability-oriented identity because of the common values of craftsmanship and heritage. Traditionally hierarchical style of leadership is being slowly transformed to collaboration and empowerment, and employee development is becoming more digital and EV-oriented. However, a lack of software, battery technology, and AI skills is also a major limitation.
Critical Reflection:
With the 7S framework, any internal misalignments that are a hindrance to the successful implementation of strategic change are revealed. It is an addition to process-based models, as it puts the focus on the structural and cultural coherence. Nevertheless, it is still diagnostic and not prescriptive; it points out the gaps but does not give an outline of how to handle change step by step.
[image: McKinsey 7's Model – Infograpia]
Figure 6: McKinsey 7S Framework
Source: (Chmielewska, et. al., 2022)
Comparative Evaluation
Kotter model in the context of JLR is best suited to lead the large-scale leadership-based change since it addresses the emotional, cultural, and strategic aspects of change in the presence of a powerful executive leadership. The model by Lewin assists in explaining the psychological preparedness stage, which is not that complex to continue with innovation. In the meantime, the McKinsey 7S Framework can be taken as an effective internal alignment lens, in the sense that strategy and structure can develop consistently (Verbeke, 2022).
The success of change management in JLR will ultimately need to combine the vision-driven energy of Kotter and McKinsey's structural savvy, and note that change in an unstable and technology-driven business is never completely refrozen but is always reconfigured.
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Leadership Approach
The leadership has been central in determining the path towards the transformation of Jaguar Land Rover, especially in the execution of its strategy dubbed Reimagine. Various leadership styles, transformational and transactional, have contributed to the speed, participation and success of change.
Transformational Leadership:
With Thierry Bolloré as its leader, JLR implemented a transformational leadership style, which is characterised by a vision-oriented, future-focused strategy. Transformational leaders drive and encourage the workers by generating a motivational vision and combining organisational principles with innovativeness and sustainability (Deng, et. al., 2023). In 2021, the Reimagine Strategy created by Bolloré repositioned JLR as a modern luxury brand with the target of being fully electrified by 2030 and carbon neutral by 2039.
This vision altered the perception of the employees towards their job- doing more than making classic cars, it is delivering sustainable, technology-driven experiences. Emotional involvement and a feeling of collective purpose were intensified through communication campaigns, leadership town halls, and sustainability workshops. Digital adoption, environmental responsibility, and experimentation were the three leadership principles that were promoted by transformational leadership, which is crucial to strategic implementation in a technologically disruptive industry.
Transformational leadership, however, also brought its problems. This drastic rate of change, coupled with restructuring and job insecurities, made employees anxious, particularly in manufacturing sectors (Wang, et. al., 2021). The commitment among knowledge-based employees came as a result of vision, whereas operational workers occasionally felt that the strategy was distant and not associated with the real world.
Transactional Leadership:
On the other hand, transactional leadership, which is based on structure, management of performance and operational efficiency, has been critical in creating stability in the process of transition. The heirs like Adrian Mardell, who became permanent CEO in 2023, embraced a more transactional-operating orientation, with its focus on execution discipline, quality of production and financial performance.
Role of Organisational Culture
The organisational culture at JLR, which has always been based on engineering excellence and craftsmanship, as well as on the traditional manufacturing process, has served as an asset, as well as a barrier to change. This culture can be analysed in three levels using Scheen's Cultural Model:
1. Artefacts (observable behaviours): the culture of JLR manifests itself in terms of precision engineering, quality control, and heritage branding (Barragan, et. al., 2023). Its processes and plants used to be historically associated with mechanical skill, as opposed to digital innovation.
2. Espoused values (proclaimed principles): The brand identity is based on such values as quality, performance, and British luxury. The new values, which are sustainability, agility and inclusivity, have been introduced with the Reimagine strategy, which is an indication of the transition to modernity.
3. Bare assumptions (unconscious beliefs): Entrenched beliefs in the form of automotive engineering-craftsmanship have caused the inability to adapt extensively to a technology-centred mindset. Outdated engineers have a tendency to equate success with mechanistic accuracy instead of software innovation, which forms a hindrance to change (Kattel, et. al., 2022).
Cultural Change and Digital Revolution:
In order to succeed in the digital age, JLR will have to move towards a culture of agility, cross-functional cooperation, and lifelong learning. The appearance of digital design platforms, AI-based analytics and sustainable production systems demands a shift in the mindset of hierarchical decision-making to collaborative problem-solving. As a way to transform the culture through the introduction of digital skills, digital academies, flexible working practices, and collaborations with technology companies are contributing to changes.
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Proposed Change Objectives
The change plan offered by Jaguar Land Rover is aimed at enhancing its strategic change and remaining competitive in an ever more electrified and digitalised automotive market. The general goals are threefold. To begin with, the company is expected to switch to the fully electric product line by 2030, which will correspond to the net-zero emission policy of the UK and the internal carbon-neutral policy of the company by 2039. Such a move is not only a reaction to the environmental regulations and consumer demand but also a support of the strategic identity that JLR is the leader in luxury sustainable mobility (Li, et. al., 2024).
The agenda aims at coming up with AI-based manufacturing systems, which will increase productivity, precision, and resource efficiency. JLR could optimise production lines, minimise waste, and enhance supply chain agility by incorporating artificial intelligence, robotics and predictive analytics into the production lines. This technological change will become a source of operational excellence and growth through innovation.
JLR has to establish a sustainable and innovative culture within the departments. To accomplish this, sustainability and digital thinking need to be integrated into daily business operations, cooperation among conventional engineering groups and digital experts should be encouraged, and leaders who would set an example of nimbleness and openness should be prepared (Gamble, 2024). Realisation of such objectives is not only pegged on the uptake of technology but also on the fostering of organisational capability and alignment of organisational mind with the long-term strategic goals.
Financial Plan
The financial plan that supports this transformation is a strategic investment and creating long-term value. These key areas of cost are research and development (R&D) of electric vehicle architecture and battery technology, retraining the workforce to be digitally and technically skilled, technology upgrades in all manufacturing plants, and supplier relationships to stabilise materials and EV components to be sustainable. These investments will involve a gradual spending program that will be banked up by internal funding as well as the prospective finance green systems.
Strategic Coherency, alignment with the long-term sustainability strategy of Tata Motors is guaranteed to create financial synergy (Potharla, 2025). Tata Group is encouraging integrated sustainability of subsidiaries, thus JLR may have access to shared technological platforms, common procurement, and international investment networks. It will focus on the balancing factor of short-term spending and long-term returns through the use of economies of scale and increased efficiency.
The transition is very advantageous financially, this will help JLR evade tax payable on carbon tax in future and regulatory fines, as well as increase brand equity in the new green markets. New market segments, in particular in Asia and North America, will be opened up to additional revenue streams. In addition, AI-based manufacturing will decrease the costs of operation, waste and enhance quality, which will reinforce financial resilience. All the gains would eventually increase shareholder value and make JLR financially sustainable in a turbulent global market.
Communication Plan
Successful change implementation is based on effective communication. Based on the communication principles suggested by Kotter, the plan of JLR focuses on being transparent, reinforcing the vision, and telling stories to establish trust and alignment among the stakeholders.
Communication, internally, would be directed towards employees, unions and leadership teams, so that there is understanding and involvement (Goldstein, 2022). The workshops and town halls will establish an open communication regarding the reasons, advantages, and expectations of the EV and AI change. The regular updates on the progress, training opportunities, and success stories will be given on the intranet, newsletters, and digital dashboards. These media assist in reinforcing the vision and building contributions, and enhancing engagement and ownership.
The externality will be directed at customers, investors, suppliers, as well as regulators. JLR will show its eco-friendly policy and innovation through sustainability reports, press releases, and social media campaigns. Financial transparency will be enhanced by investor briefings and partnership forums, and sustainable sourcing and manufacturing collaboration will be achieved through communication with suppliers. The narrative of the communication strategy will be developed around the idea of Modern Luxury through Sustainability and Technology, which will support the coherent and motivating message of the communication strategy to all audiences (Besley and Dudo, 2022).
Implementation Timeline:
	Phase
	Timeframe
	Key Actions
	Objectives

	Phase 1
	Q1–Q2 2026
	Launch awareness campaigns, conduct leadership workshops, and set up cross-functional change teams.
	Unfreeze existing mindsets and build organisational readiness for transformation.

	Phase 2
	Q3–Q4 2026
	Initiate EV manufacturing pilot projects and workforce retraining programmes; integrate AI systems on selected production lines to test efficiency and scalability.
	Test new technologies and processes while developing workforce capability.

	Phase 3
	2027 onward
	Scale EV production globally, embed cultural and behavioural change through continuous learning initiatives, and conduct milestone reviews.
	Fully implement transformation, sustain innovation, and ensure strategic and financial alignment.
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Summary of Key Findings
Jaguar Land Rover (JLR) experiences severe environmental challenges, which require radical change. The automotive industry is being affected by global sustainability policies, evolving customer demands, and blistering innovations in electric and digital technologies. JLR needs to shift towards a complete electric, technology-oriented, and sustainable business model to stay competitive. As it is analysed, external forces like emission rules and competitive forces in the market are the reasons to implement change, but internal debilitating forces, mostly the cultural stagnation and old systems, do not change quickly.
Organisational culture and leadership become the most important enablers of successful change. The succession of Ralf Speth, the engineering-oriented style of leadership, with Thierry Bolloré, the visionary and now Adrian Mardell, the operational stability as a leadership value, is a sign of the changing leadership needs of a business in transition. To ensure that JLR implements the full Reimagine Strategy, the leadership has to strike a balance between the transformational vision and transactional implementation of it, including both innovation and accountability. Equally, cultural development is essential; JLR should stop its culture of craftsmanship, to a culture of agility, teamwork, and online innovation.
The change process guidance should be organised in terms of a theory-driven change plan through one of the models, such as Kotter's 8-Step Framework, Lewin's Three-Step Model and McKinsey's 7S Framework. These models offer the discipline and framework required to manage both human and functional components of the large-scale change in a proper manner.
Recommendations
JLR could reinforce the cross-functional cooperation through silo busting and form partnerships between the engineering, digital, and sustainability teams. The company should integrate the concept of sustainability into its company plans, whereby the environmental objectives should be central to the decisions that the company will make, including the design of the product, manufacturing and the supply chain management (Burke, et. al., 2023). Lastly, JLR needs to create an organisational culture of never-ending learning and innovation by means of digital upskilling, knowledge exchange and empowering employees. These will help JLR to survive and become future-proof and remain up to the global sustainability and technological trends.
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