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EXECUTIVE SUMMARY
This report sets out a strategic change plan for Jaguar Land Rover (JLR), the UK's largest car maker, based in Coventry, England. JLR faces many pressures from its environment. These include the move towards electric cars, stricter laws, trade problems after Brexit, digital disruption, and the growing power of artificial intelligence (AI). To respond to these pressures, the company has started a big strategic shift called the 'Reimagine' strategy.
The report uses well-known theories to study how JLR is managing this change. These include Kotter's (1996) Eight-Step Change Model, Lewin's (1951) Unfreeze-Change-Refreeze model, and the McKinsey 7-S Framework (Waterman, Peters, and Phillips, 1980). It looks closely at JLR's approach to change. It also looks at how strong leadership and company culture shape the change programme, using ideas from Bass and Avolio (1994) and Schein (2010).
The report ends with a full change management plan. This includes clear SMART goals, a five-year money investment plan, a clear way to talk to stakeholders, and a plan to check progress at every level. The main message is that JLR must keep pushing forward with digital change using AI, electric vehicles, and flexible ways of working to stay ahead in a fast-changing and competitive car market worldwide.




1. Introduction to Jaguar Land Rover
Jaguar Land Rover (JLR) is the UK's biggest car maker by revenue. It is owned by Tata Motors, a large Indian company. JLR became the company it is today in 2008, when Tata Motors bought both the Jaguar and Land Rover brands from Ford Motor Company for £1.15 billion. This deal changed both brands and British car making for good (Jaguar Land Rover, 2024). JLR's head office is in Coventry, in the West Midlands. It has factories in Solihull, Halewood, and Castle Bromwich in the UK, as well as factories in Slovakia, China, India, and Brazil.
JLR owns two well-known luxury car brands. Land Rover is famous for going anywhere and for its history of making premium SUVs. It makes most of the group's sales, and its Range Rover, Defender, and Discovery models are some of the most profitable cars in the world. Jaguar, on the other hand, is a luxury sports brand that makes saloon cars, SUVs, and sports cars. But Jaguar has usually found it harder to sell as many cars as rivals like BMW, Audi, and Mercedes-Benz.
Between 2012 and 2018, JLR grew fast and made good profits, including record revenue of £26.3 billion, and expanded quickly into China. But from 2019, JLR ran into serious money problems. Weaker demand in China, falling diesel sales after the emissions scandal, COVID-19, global chip shortages, and the rising cost of going electric all added up to losses of about £4.5 billion between 2019 and 2022 (Jaguar Land Rover, 2024). This made big changes not just a good idea, but a matter of survival.
In 2021, JLR launched its 'Reimagine' strategy. This plan commits JLR to make its whole range electric, relaunch Jaguar as an all-electric ultra-luxury brand, reach net-zero carbon by 2039, and spend £15 billion over five years on electric cars, software, and digital technology (Jaguar Land Rover, 2024). By 2023-24, JLR was recovering, with revenue of £29.0 billion and profit before tax of £2.3 billion. This report looks at the outside forces driving JLR's change, checks which change models fit best, and sets out a clear change plan. As Johnson, Whittington and Scholes (2017, p. 3) say, strategy is 'the long-term direction of an organisation'; for JLR, this direction has been reshaped by forces from both outside and inside the company.
This report is written from the point of view of the author acting as Senior Strategic Manager, asked by the Board to build a strong, evidence-based change plan. Jaguar Land Rover was chosen as the case study because its transformation is large, complex, and urgent.








2. Environmental Analysis: Impact of Internal and External Change Factors
2.1 PESTLE Analysis: External Environmental Forces
The car industry works in a fast-changing environment, and JLR has faced many outside forces that have disrupted it over the last ten years. A PESTLE analysis is a well-known tool used to study Political, Economic, Social, Technological, Legal, and Environmental factors. It gives a clear way to study these pressures (Johnson, Whittington and Scholes, 2017). Worthington and Britton (2015) also say that regularly checking the business environment helps companies spot problems before they become threats to their competitiveness. Grant (2021) places PESTLE analysis within the wider field of industry and competitor analysis that supports strategy-making.
Political and Legislative Factors
The UK government's plan to stop selling new petrol and diesel-only cars and vans by 2035 is one of the most important laws shaping JLR's direction (SMMT, 2024). This Zero Emission Vehicle (ZEV) rule, along with stricter EU carbon emission rules for manufacturers selling in Europe, has made going electric a legal requirement rather than just a business choice. On top of this, the post-Brexit trading rules have added more complexity. The Trade and Cooperation Agreement between the UK and the EU set rules of origin, meaning a certain amount of a car's value must come from the UK or EU for it to get lower tariffs. Since JLR's battery supply chains have mostly been based in Asia, meeting these rules has needed big investment in sourcing battery cells closer to home, including a major deal with Tata Group to build a £4 billion battery factory in Somerset (SMMT, 2024). Burnes (2017) points out that changes in the law are often a strong outside trigger for organisational change, creating urgency that internal pressures alone might not be able to create.
Economic Factors
From 2019 to 2023, JLR faced several serious economic problems at the same time. The COVID-19 pandemic caused a huge global shortage of computer chips, as demand for home electronics shot up while car makers cancelled their chip orders, leaving manufacturers without the parts they needed to build cars. For JLR, this meant an estimated £1.5 billion in lost revenue, as cars were built without certain electronic features and kept in storage while waiting for chips (Jaguar Land Rover, 2024). After this, rising prices, higher energy costs, and higher interest rates left customers in JLR's main markets, Western Europe and North America, with less money to spend. Teece (2018, p. 43) argues that companies facing high economic uncertainty must build 'dynamic capabilities', the ability to notice changes, act on them, and reorganise resources in response. JLR's better financial results in 2023-24 show some of this capability being built.
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Figure 1: UK Consumer Price Index (CPI) annual inflation rate, 2019–2023, showing the post-pandemic surge to a 2022 peak of 9.1% before easing in 2023. Source: Office for National Statistics (2026).



Social, Technological, and Environmental Factors
What customers want in the premium car market has changed a lot. They now care more about sustainability, personalisation, and digital connectivity. Tesla's success in attracting rich, environmentally aware customers shows that luxury and zero-emissions can go together, not against each other (McKinsey & Company, 2023). At the same time, the fast growth of artificial intelligence from self-driving and semi-self-driving systems to AI-based personalisation inside the car, predictive maintenance, and software updates sent over the air has completely changed how car companies compete. McKinsey & Company (2023) estimates that software and digital services could make up as much as 45% of the car industry's profits by 2030. This shows how quickly value is moving away from the traditional car hardware.
2.2 Porter's Five Forces Analysis of the Global Automotive Industry
Michael Porter's (1980) Five Forces model works alongside PESTLE analysis by looking at how competitive the car industry is. The threat of new competitors is growing, as Chinese makers like BYD and tech companies like Tesla use electric cars to get around the money and engineering barriers that used to protect existing car makers. Suppliers have a lot of power, especially those making battery cells and computer chips, as the 2021–22 chip shortage showed. JLR's Somerset battery factory deal with Tata Group is a direct answer to this risk. Buyer power in the ultra-luxury market is fairly low because customers stay loyal to brands and are not very sensitive to price. But this is changing, as customers who research online now compare specs and total running costs across brands. The threat from substitutes is growing too, through car-sharing services, premium car subscriptions, and small vehicles like e-scooters in busy cities. Competition between established premium makers BMW, Mercedes-Benz, and Audi and new electric-only companies remains fierce. This adds to the pressure, noted in Section 2.1, for JLR to speed up its move to electric and digital technology (Porter, 1980).
2.3 Internal Environmental Factors
Inside the company, JLR has faced structural, cultural, and skills-related challenges that have limited how quickly it can respond to change. JLR's history as an engineering-led company has been a real strength in vehicle design and off-road ability, but it also created a closed-off, cautious culture that slowed its first response to digital disruption (Burnes, 2017). Relying too heavily on diesel engines, a product strategy based on combustion engines staying dominant, and not investing enough in software and connectivity left JLR behind both German premium rivals and new electric car challengers.
JLR has also had to deal with the challenge of managing a workforce and supply chain spread across many countries and cultures. Tidd and Bessant (2021) point out that managing innovation in large, multi-site organisations needs careful organisational design, clear communication of priorities, and ways to share knowledge and skills across teams and countries, all areas where JLR has invested heavily through its 'Reimagine' programme. Bringing in AI-powered quality checks, digital twins for developing new vehicles, and advanced data analysis for the supply chain are important steps towards building the internal tech skills JLR needs to compete in the digital car industry.


2.4 Stakeholder Analysis
JLR's transformation cannot be understood only through environmental and competitive analysis; it must also be judged against the expectations of many different, sometimes competing, stakeholders. Milton Friedman (1912–2006) put forward an influential but narrow view of business purpose, arguing that 'the social responsibility of business is to increase its profits' and that managers' main duty is to shareholders (Friedman, 1970). Applied to JLR, this shareholder-first view would judge the 'Reimagine' strategy mainly on whether it restores profits and returns for parent company Tata Motors.
R. Edward Freeman's (1984) stakeholder theory offers a much wider view. It defines a stakeholder as 'any group or individual who can affect or is affected by the achievement of the organisation's objectives' (Freeman, 1984, p. 46), arguing that good strategy must balance the interests of shareholders, employees, customers, suppliers, government, and communities. This fits JLR's stakeholder map well: Tata Motors and investors (high power, high interest in returns), the UK workforce and unions (high interest in job security and reskilling), government and regulators (high power over emissions and trade rules), dealers and customers (high interest in quality and brand value), and communities near its Midlands factories (high interest, less formal power). The 'Reimagine' strategy, with its commitments to shareholder returns, workforce reskilling, and 2039 net-zero targets, tries to balance Friedman's (1970) shareholder view with Freeman's (1984) stakeholder view, matching Kotter's (1996) idea of building a wide coalition for change.



3. Evaluation of Change Management Models
JLR's transformation is big and complex, so it needs strong theories to help us understand, guide, and judge the change process. This section looks closely at three well-known models and how well they apply to JLR's situation.
3.1 Lewin's Unfreeze-Change-Refreeze Model
Kurt Lewin's (1951) three-stage model of planned change is still one of the most important and most-quoted frameworks in change management writing (Cameron and Green, 2019). The model sees change as happening in three steps, one after another. First, the 'unfreezing' step means breaking up the current balance of attitudes, behaviours, and routines to create the mental and structural conditions needed for change. Second, the 'change' or 'movement' step means putting new practices, structures, and behaviours into place. Third, the 'refreezing' step locks in the new state, building the changed behaviours into the organisation's culture and routines so people don't slip back to old ways.
Applied to JLR, the 'unfreezing' step is clear to see in the period from 2019 to 2021. During this time, ongoing money losses, a widely reported strategic review, and changes in senior leadership created the urgency and disruption needed to break through the organisation's resistance to change. Openly admitting JLR's weak points relying too much on diesel, weak software skills, and exposure to supply chain problems sent a strong signal to staff, investors, and customers that the old strategy could no longer work. The 'change' step can be seen in the 'Reimagine' strategy itself, with its investment in electric vehicles, AI, and digital manufacturing. The 'refreezing' challenge permanently building new digital-first, sustainability-focused behaviours into the organisation's culture is the hardest and longest-lasting part of the transformation.
Lewin's model has, however, faced strong criticism. Burnes (2017, p. 267) argues that its straight-line, mechanical style 'understates the messy, back-and-forth, and politically charged nature of organisational change in volatile environments.' 'Refreezing' is especially difficult for JLR, where constant technological disruption makes a stable end-point unrealistic. Cameron and Green (2019) suggest the model is best seen as a general guide to change readiness, not a strict step-by-step plan.
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