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Executive Summary

This report looks at how Jaguar Land Rover (JLR) is responding to recent industry challenges and presents a plan for managing change. It reviews JLR’s strengths and weaknesses, the reasons behind falling revenues and market share, and how global economic changes and new technologies such as electrification, automation, and artificial intelligence are affecting the company (Jolly, 2026). The report draws on well-known change management models—Lewin’s Three-Stage Model, Kotter’s 8-Step Process, and the ADKAR Model—to evaluate JLR’s transformation. The plan highlights digital innovation, sustainability, and employee involvement, and includes clear goals, a financial strategy, communication methods, and ways to measure progress. The findings show that strong leadership, a positive culture, and adaptability are key for JLR to remain competitive as the industry changes rapidly.

Introduction to Jaguar Land Rover

Jaguar Land Rover (JLR), based in Whitley, Coventry, is the UK’s largest car manufacturer and is recognised worldwide for its luxury Jaguar and Land Rover vehicles (JLR, 2023a). Since joining Tata Motors in 2008, Tata Motors has completed the acquisition of Jaguar Land. Rover, 2008), JLR has expanded globally with Tata’s support. The company employs over 30,000 people and operates factories in the UK, Slovakia, China, and Brazil (Tata Motors, 2022). Popular models like the Range Rover, Defender, and the all-electric Jaguar I-PACE highlight JLR’s commitment to design, engineering, and new technology.
JLR’s vision is “Current Luxury by Design,” aiming to provide eco-friendly and integrated mobility solutions (JLR, 2023b). The company plans to achieve net zero emissions across its supply chain, products, and operations by 2039, and wants the Jaguar brand to be fully electric by 2025 (JLR, 2021a). Despite its strong history and brand, JLR faces major challenges such as shifting customer preferences, new regulations, and increased competition from both established car makers and new companies focused on electric vehicles and digital services (McKinsey, 2022).

Analysis of Recent History and Environmental Change
Internal Environment
In the past decade, JLR’s internal environment has experienced both growth and challenges. After 2008, the company expanded rapidly, selling over 600,000 units in 2018 (Statista, 2024). However, in the years that followed, revenue growth stalled and operational issues arose. Leadership changes, including Adrian Mardell becoming CEO in 2023, led to restructuring, job cuts, and a stronger focus on digital transformation (JLR, 2023c).
JLR has faced issues with outdated IT systems, high fixed costs, and skill gaps as it moves from internal combustion vehicles to electric vehicles (Jaguar Land Rover unveils Future Skills Programme to train 29,000 for current luxury, all-electric future, 2022). The company has addressed these challenges by investing in staff training, launching the JLR Learning Academy, and partnering with tech firms to improve digital skills (JLR, 2022a). Still, employee resistance and a slow-to-change culture have made progress harder (Forbes, 2023).

External Environment

PESTLE Analysis
· Political: Brexit has increased supply chain complexity and costs, while UK government policies now mandate the end of petrol and diesel car sales by 2035 (UK Government, 2020).
· Economic: Global economic slumps, inflation, and the semiconductor shortage have disrupted JLR’s production and sales, particularly in China and Europe (Reuters, 2022).
· Social: Consumers are increasingly prioritising sustainability, digital connectivity, and shared mobility, shifting demand toward EVs and digital services (PwC, 2023).
· Technological: Advances in AI, battery technology, autonomous driving, and connected car platforms are transforming product development and customer expectations (Deloitte, 2022).
· Legal: Stricter emissions and safety regulations in major markets require ongoing investment in compliance and innovation. (Jaguar Land Rover awarded for environmental standards, 2019)
· Environmental: Growing pressure to reduce carbon emissions, achieve net-zero targets, and improve resource efficiency has prompted JLR to invest heavily in green technologies and eco-friendly manufacturing. (Jaguar Land Rover awarded for environmental standards, 2019)
Industry Competition: Porter’s Five Forces
· Rivalry among competitors: High, due to established luxury brands (BMW, Mercedes-Benz, Audi) and disruptive entrants like Tesla. (Winton, 2023)
· Threat of new entrants: Moderate, as entry barriers are high but technology firms (e.g., Apple, Google) threaten existing boundaries.
· Bargaining power of suppliers: High, given reliance on advanced components (e.g., batteries, semiconductors). (Rover, 2022)
· Bargaining power of buyers: Increasing, with more choices and low switching costs. (Bodendorf & Franke, 2024, pp. 5828-5849)
· Threat of substitutes: Growing, as shared mobility and alternative transport models emerge (Statista, 2024; McKinsey, 2022). (Mobility, 2021)
Impact of Digital Disruption, Digitalisation, and AI
Digital disruption is at the heart of JLR’s transformation. The company is using AI-driven manufacturing, predictive analytics, and digital sales platforms to boost efficiency, improve the customer experience, and encourage innovation (JLR, 2023b; Deloitte, 2022). Electrification has required significant investment in research and development, with JLR spending £2.5 billion each year on these efforts (JLR, 2021b; Rover, 2021). Rapid technological change and events such as the COVID-19 pandemic and chip shortages have exposed operational weaknesses and underscored why JLR must remain adaptable (Jaguar Land Rover Halts Production Over Chip Shortage, 2021). Using Lewin’s Three-Stage Model, these changes fit into three stages: “unfreezing” occurs when JLR recognises the limits of relying on internal combustion engines and realises that change is needed. The “change” stage includes actions such as launching electric vehicles (such as the Jaguar I-PACE), investing in digital infrastructure, and reorganising business units. The “refreezing” stage focuses on embedding new practices, such as using sustainability KPIs and adopting digital-first processes, to ensure the transformation endures.
However, Lewin’s step-by-step approach has clear limits in industries where technology and regulations change quickly. For JLR and the broader automotive sector, ongoing changes mean the company must continually assess and update its processes. As a result, the stability expected in the 'refreezing' stage often does not last, since new disruptions force JLR to keep adapting. This suggests that change may need to be continuous rather than reaching a fixed new state (Burnes, 2017).

Constraints and Hazards of Change Management Models in JLR’s Context
While change management frameworks like Lewin’s Three-Stage Model, Kotter’s 8-Step Model, and the ADKAR Model provide useful structure for leading transformation, using them in Jaguar Land Rover’s (JLR) fast-changing industry comes with several limitations and risks:
1. Linearity vs Industry Pace
· Limitation: Lewin’s and Kotter’s models are fundamentally linear and sequential, assuming change occurs in distinct phases or steps.
· Risk: In JLR’s environment, where technology, market expectations, and regulations change quickly, change is often ongoing and non-linear. Strictly following these models may lead to missed opportunities or slow responses to new threats (Burnes, 2017).
2. Exaggerated emphasis on Top-Down Leadership
· Limitation: Both Lewin and Kotter rely heavily on leadership-driven change.
· Risk: In complex, knowledge-based organisations like JLR, innovation often comes from cross-department teams and bottom-up ideas. Focusing too much on a top-down approach can limit creativity and reduce employee ownership (Cameron & Green, 2019).
3. Insufficient Focus on Digital Agility
· Limitation: Standard models were created before digital transformation and may not address the speed, uncertainty, and need for experimentation that digital change requires.
· Risk: Applying these models without adaptation may lead to underestimating the requirement for rapid prototyping, agile sprints, and continuous learning cycles essential in automotive digitalisation (Deloitte, 2022).
4. Cultural and Human Factors
· Limitation: While ADKAR focuses on individual change, all models may underestimate how deeply rooted cultural resistance can be in established organisations.
· Risk: Failure to deeply engage with cultural barriers may result in superficial compliance rather than genuine behavioural change (Smith & Lewis, 2020).

5. Global Complexity
· Limitation: Most models were designed for relatively stable, single-market organisations.
· Risk: JLR operates worldwide and faces different regulations, customer needs, and supply chain risks in each region. For instance, the European Union has strict emissions standards that require investment in clean technologies, China focuses on domestic electric vehicle quotas and local partnerships, and the US has its own safety and trade rules. Customer demand for electric vehicles, luxury features, and digital services also varies by region. Using a single change management model may not handle this complexity well, which could lead to strategies that do not fit or compliance issues (McKinsey, 2022).
 6. Measurement and Feedback Gaps
· Limitation: Standard models provide limited guidance regarding real-time measurement and feedback.
· Risk: In fast-moving contexts, absence of timely data can delay course corrections, causing transformation initiatives to drift off course (Kotter, 2012).
Conclusion

For JLR, these limits show the need not just to combine parts of Lewin’s, Kotter’s, and ADKAR models, but to blend their main ideas into practical steps. For example, Lewin’s focus on process can support agile project management, while Kotter’s focus on leadership and stakeholder alignment can be put into practice with regular feedback and change champions. At the same time, ADKAR’s focus on individual engagement and skill-building stresses the importance of ongoing learning and teamwork. By using routines for review and modification that draw on each model’s strengths, JLR can stay in step with industry changes and support lasting, flexible transformation.
Kotter’s 8-Step Model
John Kotter’s 8-step model delivers a more nuanced, sequential approach to leading change. JLR established urgency through public commitments to electrification, formed cross-functional guiding coalitions, and articulated a clear vision for “Current Luxury by Design” (Kotter, 2012; JLR, 2021a). Communication has been prioritised via digital channels and engagement activities, while early wins such as the successful launch of the Defender and Range Rover EVs have built momentum.
Kotter’s model excels in encouraging leadership and stakeholder engagement, but the need for rapid iteration can challenge it. For example, the global chip shortage forced JLR to adapt plans repeatedly, showing the necessity for ongoing, flexible change management rather than a one-off sequence (Gill, 2011).


ADKAR Model

The ADKAR Model—Awareness, Desire, Knowledge, Ability, Reinforcement—focuses on individual-level change, helping JLR manage resistance and build capability (Hiatt, 2006). JLR has implemented digital education programs, reward systems for innovation, and assessment mechanisms to reinforce new behaviours (JLR, 2022a). While these initiatives have helped reduce resistance, legacy skill gaps and cultural inertia remain, particularly among long-serving employees unused to digital-first processes. For example, some engineering teams have shown reluctance to adopt online collaboration tools, preferring established paper-based reporting and legacy software over newer digital project management platforms, which has led to a slower uptake of digital workflows and occasional project delays (Forbes, 2023).

Composite Approach

A blended approach, uniting elements of Lewin, Kotter, and ADKAR, is most effective for JLR. Lewin structures the overall process, Kotter drives leadership and momentum, and ADKAR ensures employee buy-in and capability. This multi-level strategy enables JLR to balance structure with flexibility, key for navigating the uncertainties of digital and environmental transformation (Cameron & Green, 2019).

Leadership and Organisational Culture
Leadership Style and Impact

JLR’s leadership has evolved as the industry has faced disruption. CEO Adrian Mardell and his team now use a transformational leadership style that emphasizes vision, inspiration, and empowering employees (Gill, 2011). The Reimagine strategy reflects this approach, with leaders outlining a clear plan for electrification, digitalisation, and sustainability (JLR, 2021a).
Regular communication through digital town halls, newsletters, and interactive forums has helped build trust and openness. Leaders encourage trying new approaches, learning from mistakes, and working across teams, moving away from traditional hierarchies (Forbes, 2023).
Transformational leadership has been crucial in driving cultural change, aligning employees with corporate aims, and building resilience amid uncertainty (Kotter, 2012).



Organisational Culture and Change

JLR’s culture has historically prioritised engineering excellence and risk aversion. The shift to a more agile, innovative, and client-focused culture is ongoing (Smith & Lewis, 2020). Initiatives such as the JLR Learning Academy, employee recognition programs, and digital innovation labs have supported this transition, with evidence of improvement including increased cross-functional collaboration on digital projects and higher participation rates in digital skills training reported in recent internal company reviews. However, challenges remain. Some older departments find it hard to adjust to new digital priorities, and there is a need to balance tradition with change. To help shift the culture, JLR has introduced practical steps like regular workshops, peer-led digital mentoring, and clear support from leaders for innovative ideas. Sustainability is also promoted through programs that recognise green innovations, regular progress updates, and including green goals in personal reviews. These actions help align rewards and processes with JLR’s main objectives. Ongoing feedback is important for maintaining momentum and reducing resistance (JLR, 2022a; Cameron & Green, 2019). on & Green, 2019).

Strategic Change Management Plan

Objectives
· Accelerate JLR’s transition to become a digitally enabled, sustainable mobility leader by 2030.
· Achieve net-zero carbon emissions across operations, supply chain, and products by 2039.
· Increase the share of EV and hybrid vehicles to 60% of total sales by 2028. (Rover, 2026)
· Improve digital customer experiences, aiming for a 20% increase in digital sales channels within three years. (Rover, 2024)
· Improve workforce digital skills, with 90% of employees completing advanced digital training by 2027. (Rover, 2022)
Guaranteeing Financial Sustainability Amid Unpredictable Returns
Transforming the automotive industry on a large scale, like JLR’s move to electrification and digitalisation, needs significant upfront investment. There is a real risk that these investments might not pay off because of market changes, new technology, and shifting customer preferences (Deloitte, 2022). To reduce these financial risks, JLR will use a phased investment approach, releasing funds step by step as key milestones and performance goals are met. This lets JLR track results, limit financial risk, and adjust or redirect resources as needed. Along with phased investment, JLR will also use the following strategies to further protect its financial stability:

1. Phased Investment and Milestone Reviews
· JLR will adopt a staged investment approach, releasing funds in phases linked to clear performance milestones (e.g., EV sales targets, production cost reductions, customer digital engagement metrics).
· Regular milestone and progress reviews will allow JLR to re-evaluate or halt underperforming projects, reassigning resources to areas showing stronger returns or strategic consistency (JLR, 2021a).

2. Portfolio Diversification
· JLR will maintain a balanced portfolio, continuing to serve profitable ICE and hybrid markets in parallel with new EV initiatives, decreasing dependence on any single technology or region. (Jaguar Land Rover Reimagines the Future of Current Luxury by Design, 2021)
· The company will also expand into new digital services and mobility solutions, diversifying revenue streams (PwC, 2023). (Newsroom, 2023)
· 
3. Cost Optimisation and Operational Efficiency
· Ongoing cost control measures—including process automation, supply chain rationalisation, and fixed cost reduction—will help preserve margins even if new investments underperform (JLR, 2021b).
· Strategic partnerships and joint ventures will be leveraged to share R&D and capital costs, minimising financial exposure. (Jaguar Land Rover & BMW Group Announce Collaboration for Next Generation Electrification Technology, 2019)



4. Access to External Funding
· JLR will aggressively pursue government green grants, innovation subsidies, and low-interest loans from UK and EU sources to support transformative projects, reducing the burden on internal cash flow (UK Government, 2020; Tata Motors, 2022).
· Collaborations with financial partners and technology providers will also be explored for co-investment and risk sharing. (Rover & Group, 2019)
5. Scenario Planning and Financial Stress Testing
· The finance team will conduct regular scenario planning and stress testing to anticipate potential shortfalls, enabling rapid adjustments to capital allocation and cost structures.
· Contingency plans will be in place to scale back or pivot transformation efforts if key metrics are not met (Deloitte, 2022; 2022 Chief Transformation Officer Study).
6. Continuous Monitoring and Transparency
· Financial KPIs related to transformation projects will be closely tracked through dashboards and reported transparently to the board and shareholders.
· Early warning signals (e.g., cash burn rates, ROI slippage, market uptake) will trigger pre-defined mitigation actions. (Jaguar Land Rover Reports Positive Cashflow and Profit Margin in the Fourth Quarter, 2022)
Addressing Employee Resistance and Cultural Inertia During Digital Transformation
Persistent employee resistance and cultural inertia are common obstacles in large-scale digital transformations, especially in organisations with a strong legacy and traditional engineering culture like JLR (Cameron & Green, 2019). To overcome these challenges, JLR will implement a multi-faceted approach:

1. Leadership Commitment and Visible Sponsorship
· Senior leaders, including the CEO and executive team, will act as transformation champions—regularly communicating the vision, modelling desired digital behaviours, and acknowledging the difficulties of change.
· Leaders will participate in training and digital initiatives, setting an example for the wider organisation (Kotter, 2012).

2. Comprehensive Change Communication
· JLR will maintain transparent, two-way communication about the reasons for change, benefits, progress, and challenges through town halls, digital platforms, and feedback forums.
· Concerns and resistance will be acknowledged openly, and success stories will be highlighted to reinforce positive change.
3. Employee Involvement and Ownership
· Employees at all levels will be involved early through cross-functional digital projects, pilot programmes, and innovation labs.
· “Change champions” and digital ambassadors will be appointed in each department to facilitate local engagement and feedback.
4. Upskilling and Support
· JLR will expand digital literacy and skills training through the Learning Academy, offering tailored programs for different roles and levels.
· Coaching, mentoring, and peer support networks will be established to help employees adapt to new systems and processes.
5. Addressing Fears and Misconceptions
· Dedicated Q&A sessions, myth-busting communications, and individual meetings will address fears (such as job loss or obsolescence) and clarify the opportunities digital transformation offers.
6. Aligning Incentives and Recognition
· Performance evaluations, KPIs, and reward systems will be updated to incentivise digital adoption and innovative thinking.
· Recognition programs will celebrate early adopters, digital innovators, and successful teams.
7. Continuous Feedback and Iteration
· Regular surveys, pulse checks, and feedback loops will monitor resistance and adaptation, enabling rapid response to emerging concerns.
· Lessons learned will inform ongoing adjustments to the transformation approach.


8. Embedding Change in Organisational Culture
· JLR will reinforce a growth mindset and continuous learning culture, encouraging calculated risk-taking and experimentation.
· Cultural values and narratives will be redefined to position digital innovation as central to JLR’s identity (Smith & Lewis, 2020).
Strategy
· Expand AI and digital capabilities in product development, manufacturing, and customer experience.
· Accelerate the rollout of new EV and hybrid models, leveraging partnerships and in-house R&D.
· Integrate digital platforms for sales, aftersales, and mobility services.
· Foster a culture of innovation and continuous learning via internal academies and open forums.
Financial Plan
JLR has committed over £2.5 billion annually to electrification and digital transformation initiatives (JLR, 2021b). The financial plan includes:
· Targeted investment in battery and AI technology R&D.
· Capital allocation for upgrading manufacturing facilities to support EV production.
· Pursuit of UK government grants, EU green financing, and strategic partnerships (UK Government, 2020).
· Implementation of phased investment to manage risk and ensure return on investment, with regular financial reviews.
Cost savings will be achieved through process automation, supply chain optimisation, and digital sales channels, offsetting initial investments (Deloitte, 2022).

Communication Plan
· Internal: Regular updates via intranet, digital town halls, newsletters, and workshops. Open channels for employee feedback (surveys, focus groups).
· External: Stakeholder briefings, investor reports, press releases, digital marketing campaigns, and customer sustainability reports.
· Engagement: Two-way communication platforms to identify resistance, gather input, and celebrate achievements. Change champions and digital ambassadors will be appointed across departments (Kotter, 2012).
Stakeholder Engagement
Engaging External Stakeholders Throughout the Transformation
Suppliers:
· Early Involvement: JLR will involve key suppliers from the outset of the transformation process, particularly in areas such as electrification, battery technology, and digital integration. Early engagement ensures suppliers understand JLR’s strategic objectives and can align their own innovation and investment plans accordingly (Deloitte, 2022).
· Collaborative Innovation: JLR will foster open innovation workshops and technical forums with strategic suppliers to co-develop new EV components, lightweight materials, and digital platforms. These partnerships will help drive process improvements, ensure supply chain resilience, and accelerate the adoption of sustainable practices (JLR, 2023b).
· Performance & Sustainability Alignment: Supplier contracts and scorecards will be updated to include digital capability, sustainability, and agility metrics. JLR will offer training and capability-building programs to help suppliers meet new technical and environmental standards.
· Regular Communication: Quarterly supplier summits and digital communication platforms will provide updates on transformation progress, gather feedback, and address concerns. Dedicated supplier relationship managers will facilitate two-way communication and rapid issue resolution.

Customers:
· Customer-Centric Product Development: JLR will increase the use of digital channels (such as online configurators, virtual showrooms, and feedback portals) to involve customers in the design and development of new products and services, ensuring offerings align with evolving needs and expectations (PwC, 2023).
· Transparent Communication: Customers will receive regular updates on sustainability milestones, new EV launches, and digital service enhancements through targeted email campaigns, social media, and dedicated microsites.
· Feedback Mechanisms: JLR will implement post-purchase surveys, online reviews, and customer advisory boards to gather continuous feedback, inform product improvements, and identify pain points. Insights from these channels will be integrated into the agile development cycle.
· Loyalty and Education Programs: Expanded loyalty programs and educational campaigns will help customers transition to EVs and digital mobility services, increasing satisfaction and brand loyalty.
Engagement Principles:
· Two-Way Dialogue: Both suppliers and customers will have opportunities to provide input and feedback, with JLR acting on this information to co-create value.
· Transparency: JLR will be open about challenges, timelines, and progress, building trust and long-term partnership.
· Adaptability: Engagement strategies will be regularly reviewed and refined based on stakeholder responses and changing market conditions.
Evaluation Plan
· KPIs: The selected KPIs are directly aligned with JLR’s overarching strategic objectives. Revenue growth from EVs and digital channels is a primary indicator of progress towards the company’s digital transformation and product innovation goals, demonstrating financial returns on investments in electrification and online sales. An increase in market share within the EV segment is linked to the objective of strengthening competitive positioning and capturing evolving consumer demand for sustainable mobility. Digital customer engagement metrics (such as NPS and online sales) are used to assess progress in enhancing the digital customer experience, supporting the strategy of customer-centric digitalisation. Employee upskilling completion rates are tied to the objective of building workforce capability, which is essential for implementing new technologies and sustaining organisational change. Achieving sustainability targets (e.g., CO2 emissions reduction) provides measurable evidence of progress towards JLR’s sustainability and net-zero ambitions, ensuring alignment with both environmental strategy and regulatory compliance requirements.
· Review Process: Progress will be assessed through formal quarterly reviews to evaluate the achievement of short-term KPIs, and through comprehensive annual strategic evaluations to re-examine long-term objectives and overall alignment with the transformation plan. Throughout the year, continuous feedback loops (including employee and customer surveys and performance dashboards) will enable timely identification of areas for improvement and support interim adjustments to strategies between scheduled reviews.
· Continuous Improvement: Lessons learned will be incorporated into future change cycles, with adjustments based on evaluation outcomes (JLR, 2022a).
Timeline
· Short-Term (0–6 months): Launch digital and sustainability training, pilot new EV models, initial AI integration in manufacturing.
· Medium-Term (6–18 months): Full-scale rollout of EV and hybrid models, expansion of digital sales platforms, supply chain optimisation.
· Long-Term (18–36 months): Continuous improvement, embedding of digital culture, achievement of interim sustainability targets, and review of net-zero progress.
Risk Management
· Employee Resistance: Mitigated through engagement strategies, upskilling, and clear communication.
· Cybersecurity: Strengthened IT protocols and regular audits.
· Regulatory Risks: Ongoing monitoring of legal requirements and proactive compliance.
· Financial Risks: Phased investment approach and regular oversight to control cost overruns and maximise ROI.
· Market Risks: Scenario planning and agile response to shifts in consumer demand or technological disruption (Deloitte, 2022).
Conclusion
In summary, JLR is at a key moment as technology and industry trends change. By using a mix of Lewin, Kotter, and ADKAR models, along with transformational leadership and a focus on innovation, the company is well placed to move forward with its electric and digital mobility strategies.
• JLR’s main priorities are to accelerate digital transformation and sustainability, investing in new technology and employee skills, and keeping employees involved in ongoing improvements.
• By focusing on adapting early and making decisions based on evidence, JLR aims to stay competitive and set an example for the industry as it faces future challenges and opportunities.
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