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Executive Summary
This report offers a strategic change management plan for JLR, formerly Jaguar Land Rover, facing the challenges of electrification, AI, digitalisation, cyber risk and market disruption. JLR is still one of the largest car companies in the UK, and its top-of-the-range brands, such as Range Rover, Defender, Discovery and Jaguar, are still strong. But over the last few years, the competitive environment has created a need to change things strategically. The company’s turnaround from the financial crisis to pressure due to the transition of models to Jaguars, rivalry in China, vulnerability to tariffs, cyber attacks and erratic demand for electric vehicles.
The challenge faced by JLR’s Reimagine strategy is that it requires implementation, which the report calls for to be structured. External regulation requires faster zero-emission vehicle readiness, while internal pressures require stronger digital capability, AI governance, workforce training, cyber resilience, and operational stability. Kotter’s Eight-Step Model is identified as the primary change model due to its support for urgency, coalition formation, communication, quick wins, and embedding into culture.
The proposed EV and AI Capability Acceleration Programme concentrates on the period 2026-2029. It focuses on workforce, AI-powered production, supplier readiness, retailer competence, and measurable implementation. The plan requires transformational leadership, employee involvement, clear communication, and practical KPIs to embed change across JLR’s operations.
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1. [bookmark: _Toc232024370]Introduction
JLR, formerly known as Jaguar Land Rover, is the UK automobile organisation of strategic change analysis that is the focal point in this report. JLR operates as one corporate organisation and manages four distinct global brands, including Range Rover, Defender, Discovery, and Jaguar (JLR, 2025a). According to JLR (2023a), its new corporate identity was implemented to strengthen the House of Brands structure and to make the function of each brand clearer (JLR, 2023a). This helps in the choice of JLR since the assignment needs to be based on a single real UK-based car manufacturer, the one that permits a study of various pressures on the brand level but within the same company.
JLR is in the midst of a strategic change challenge, needing to shift from building a traditional luxury vehicle business to enabling the transition to carbon net-zero, AI-driven operation, digitalisation and electrification as part of its Reimagine strategy. JLR (2026a) states that Reimagine is the electrification of Range Rover, Defender and Discovery, while Jaguar will be overhauled as an all-electric brand (JLR, 2026a). It is an argument that JLR’s switch is not merely operational, but strategic in nature, as it impacts products, employee skill set, technology investment, customer experience, and it affects long-term market positioning (JLR, 2024).
Recent pressures for change reinforce the need for change. JLR reported full-year FY26 revenue of £22.9 billion, a 20.9% decrease from the previous year; profit before tax and exceptional items of £14 million in FY26, compared with £2.5 billion in FY25 (JLR, 2026b). JLR attributed this reduction to the planned wind-down of its outgoing Jaguar lines, competition in China, tariff pressure and greater overall disruption (JLR, 2026b). This evidence indicates that change leadership is not just about brand awareness; financial performance and market conditions demand more rapid EV readiness, more operational resilience, and more change leadership from JLR. The report thus builds a strategic plan for change management to reinforce JLR’s EV, AI and digital capability acceleration strategy.
2. [bookmark: _Toc232024371]Current State and Recent History of JLR
JLR’s current status indicates a transition from financial recovery to renewed pressure. JLR (2025b) achieved revenues of £29.0 billion, pre-exceptional and pre-interest profit of £2.5 billion, and adjusted profit margin before tax of 8.5 per cent in FY25 (JLR, 2025b). JLR also claimed that this was the highest full-year profit in 10 years (JLR, 2025b). This finding is relevant for the report as JLR is in the middle of a change period and arriving with evidence of excellent financial discipline, better luxury brand performance and a much clearer strategic platform for electrification. It also reveals that the Reimagine strategy was gaining traction and momentum pre-dating the broader scale of disruption impacting the company’s performance (JLR, 2026a). 
The FY26 results changed the urgency of JLR’s strategic change challenge. In the current financial year, JLR (2026) blamed the pressure on the imminent end of the outgoing Jaguar models, the China market, tariffs in the USA, increased variable marketing spend and production shutdowns following the cyber incident (JLR, 2026b). This is significant as it demonstrates that JLR’s challenge is not just one of product renewal. It encompasses financial resilience, market exposure, operational continuity and digital risk management.
JLR’s recent history also reveals that the company has made a conscious pivot from the making of traditional luxury cars to luxury positioning of electrics. Carwow (2024) commented that the media had already given coverage of the new Jaguar Type 01 before its proper launch, and JLR also prepared for the new Range Rover Electric and new EMA products (Carwow, 2024). This data reflects the view that JLR is already going through a significant product change. The problem is that the timing disconnect of the transition between the waves of the automotive sales of older models of Jaguar and the growth of new models of Jaguar electrics has not been given enough consideration.
The cyber attack was also a testament to the fact that JLR was dependent on cyber-secure systems. Cyber Monitoring Centre (2025) classified the JLR cyber incident as a Category 3 systemic incident, estimating a total financial impact in the UK of £1.9 billion for JLR, suppliers, dealers, and connected organisations (Cyber Monitoring Centre, 2025). CMC (2025) further reported that the incident caused a significant impact on JLR’s internal IT environment and brought global manufacturing to a halt, including at key sites in the UK, such as Solihull and Halewood, as well as overseas (Cyber Monitoring Centre, 2025). This discovery is significant because JLR’s digital transformation cannot be limited to AI, connected vehicle and customer platforms. The company also requires greater cyber resilience, business continuity planning and supplier coordination.
Thus, the current situation of JLR is inconclusive. The company owns several luxury brands, has a clear electric strategy and shows signs of previous recovery. However, FY26 shows that strategic change must now address profit pressure, model transition risk, EV readiness, cyber resilience, and market competition. This conclusion thus highlights the necessity for a structured change management plan to enhance the EV, AI, and digital capability of JLR without compromising operational stability.
3. [bookmark: _Toc232024372]Internal and External Environmental Triggers for Change
The change that JLR is undergoing can be examined in relation to the macro, micro and internal business environments. UK zero-emission regulation is the strongest macro trigger. Department for Transport (2023) announced that all new cars and new vans sold in Great Britain will be zero-emission by 2030 and 2035, respectively (Department for Transport, 2023). Department for Transport (2025) also provided the annual target pathway from 2024 to 2030 (Department for Transport, 2025). The significance of this finding for JLR is that regulation provides an external timetable. JLR has no option but to electrify or face greater compliance, product and long-term market risk. The following Figure 2 depicts the UK ZEV mandate timeline, which shows the regulatory pressure forcing JLR to accelerate its transition toward zero-emission vehicles.

UK ZEV mandate timeline to 2030 and 2035 (Department for Transport, 2025).
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Figure 1. UK ZEV mandate timeline to 2030 and 2035 (Department for Transport, 2025).
There’s also pressure in the micro environment, as customers’ demand for EVs is not progressing as quickly as the regulations. According to Large (2026), in 2025, the UK new car market saw 2.02 million cars registered, with nearly half a million new BEVs registered and one in four cars sold being electric (Large, 2026). Large (2026) also noted that the disconnect was becoming larger between demand and policy (Large, 2026). It is a significant discovery for JLR, as they need to make an investment for luxury EVs before demand can be completely stabilised. It therefore needs to preserve margins, educate customers, support retailers and build confidence in electric luxury ownership.
Another micro-level trigger is the competition. Tromans (2024) suggested that the most popular BEVs in 2025 will include the Tesla Model Y, Tesla Model 3, Audi Q4 e-tron, Audi Q6 e-tron, BMW i4, Skoda Enyaq, Kia EV3, and Volvo EX30 (Tromans, 2024). This finding is significant as JLR is striving in a market where the value of a premium EV is largely contingent upon product performance, software quality, charging confidence, brand experience and availability. While JLR’s heritage can help differentiate, it can not make up for timely EV launches and good digital ownership (Davis, 2017).
There is also pressure from the internal environment because EVs, AI, and digitalisation affect the capability of the workforce. Digital transformation in the automotive sector alters the way in which workers’ skills, autonomy and work intensity are modified (Drahokoupil, 2020). This finding is significant for JLR because if EV and AI systems are not well-trained or clearly understood by employees, they can potentially be viewed as a threat to competence. In addition to the board-level strategy, skills development, employee involvement and practical communication are essential components of the change plan.
AI is also an internal cultural trigger. Murire (2024) identified various aspects of the change in employee roles, communication, leadership relationships, cultural barriers, and ethical issues due to AI integration (Murire, 2024). This finding is significant for JLR as the application of AI in manufacturing, quality control, customer service, and cybersecurity will impact the way employees work every day. Leaders need to therefore clarify what AI is, what responsible use is, and how to link AI tools to quality, safety, and value to the customer. Table 1 below summarises the key environmental triggers that are impacting JLR and the strategic responses needed to manage EV transition, digitalisation, AI use, workforce capability and competition.

Table 1. Environmental Triggers and Strategic Impact on JLR
	Trigger
	Evidence source
	Strategic impact on JLR
	Required response

	ZEV regulation
	Department for Transport (2023, 2025)
	Fixed EV transition timetable
	Accelerate EV readiness

	Uneven EV demand
	Large (2026)
	Margin and demand uncertainty
	Phase EV launches carefully

	Premium EV competition
	Tromans (2024)
	Stronger pressure on product and software
	Improve EV differentiation

	Workforce capability
	Drahokoupil (2020)
	Skills and role disruption
	Expand training and involvement

	AI and digital culture
	Murire (2024)
	Resistance and work redesign
	Use clear AI governance



These factors indicate that JLR’s change is occurring simultaneously as a result of regulation, customers, competitors, technology and workforce capability. Successful change is achieved when there is a connection between the environmental pressure and the organisation’s capability. To JLR, this translates to change-planning that does not compartmentalise EVs, AI, cyber resilience or worker training. It should be viewed as one strategic change program and managed with clear leadership, communication, employee support and measurable implementation targets.
4. [bookmark: _Toc232024373]Evaluation of Change Management Models
JLR’s strategic change requires a model that can handle urgency as well as workforce change and technological change, and embedding it in the culture. Lewin’s Three-Step Model (Lewin, 1947) gives a useful starting point because it explains change as unfreezing existing routines, moving toward a new state, and refreezing new behaviours (Lewin, 1947). For JLR, unfreezing is about breaking out of the combustion engine dependency and getting workers ready for EVs, AI and digital manufacturing. Lewin’s model (Lewin, 1947) has some drawbacks as it does not match well with the continuous technological disruption. The change in JLR would not be a one-off shift from one stable state to another, as the EV production process, AI systems, customer software and manufacturing technologies will keep evolving after that change.
Kotter’s Eight Step Model (Kotter, 1996) has more practical value for JLR as it provides leadership with a staged process for creating urgency, building a guiding coalition, communicating vision, removing obstacles, creating short-term wins, maintaining momentum, and consolidating and reinforcing change (Kotter, 1996). According to Harrison et al. (2021), Kotter’s model was commonly mentioned in change implementation studies, as it provides a clear path for managing change in an organisation (Harrison et al., 2021). This evidence is in support of JLR due to the company requiring visible leadership, cross-functional coordination, short-term plant-level wins and long-term cultural embedding for the EV and AI transformation.
The application of Kotter’s model should not be mechanical. Stouten et al. (2018) found that successful change depends on evidence-based actions such as diagnosis, readiness, leadership, participation, communication, training, and reinforcement (Stouten et al., 2018). This finding reinforces the JLR case as the stages have to be customised to manufacturing realities, instead of being used as a checklist. For instance, JLR’s guiding coalition should be broad, with the production leaders, engineering teams, HR, IT, cyber experts, suppliers, retailers and employee representatives all involved in the process as EV and AI change impacts the entire operating system.
Pettigrew’s (1985) Context, Content and Process Model provides greater analytical support by looking at the context/situation surrounding change, the content/actual change itself, and the process through which change occurs (Pettigrew, 1985). JLR’s context involves market disruption, EV transition, AI integration, and the challenge of operational resilience (JLR, 2023b). Content means electrification, digital infrastructure, skills development, and the future product portfolio. Process encompasses leadership communication, training, workforce participation, rate of implementation, and cultural receptivity. Pettigrew is useful because it does not allow the report to be used as a technical project alone, and treat Reimagine (Pettigrew, 1985).
The life cycle approach is one that is supportive of JLR’s need for deadlines, budgets, milestones, and control systems (Lock, 2003). However, it is too rigid on its own because market demand, battery technology, and AI capability can change during implementation. Mintzberg (1994) suggested that there are no fixed plans; strategy can be an adaptive process (Mintzberg, 1994). This is true for JLR, as its change plan also needs to be agile to adapt to the demand for EVs, supplier capability and technology uncertainty.
Implementation depends on the participative approach. Mumford (1997) stated that people are more likely to embrace change if they participate in its design and development (Mumford, 1997). Errida and Lotfi (2021) analysed 37 change management models and derived 12 success factors such as shared vision, communication, stakeholder engagement, training, resistance management, leadership sponsorship, and monitoring (Errida and Lotfi, 2021). This finding aligns with a participative approach to change for JLR, as when employees see the change and understand it, they will be more likely to embrace it and be trained on the AI and EV systems; they will be more likely to influence it in practice.
The political dimension is also significant as the strategic change has to involve interests, resources and even power relationships (Pettigrew, 1985). The shift may impact suppliers, plant employees, car dealers, engineers, investors and customers in various ways. A top-down model might lead to compliance but not commitment. Hence, the most appropriate method is the Kotter programme of change (Kotter, 1996), backed up by the analysis of Pettigrew, emergent adaptation and participative implementation. This combination is appropriate to provides JLR with a practical but flexible structure.
5. [bookmark: _Toc232024374]Leadership, Resistance, and Organisational Culture
JLR’s requirement is for transformational leadership; EVs, AI and digital manufacturing change employee skills, identity, routines and confidence. Transformational leadership is a leadership style developed by Burns (1978) that increases motivation and promotes a shared purpose (Burns, 1978). The theory was developed by Bass et al. (1985), who explained four components, including idealised influence, inspirational motivation, intellectual stimulation, and individual consideration (Bass et al., 1985). These elements align with JLR because workers must have a vision for electric luxury, a faith in new technology and a way to transition their roles.
A meta-analysis by Peng et al. (2021) of 30 empirical studies, 39 independent effect sizes and 12,240 participants revealed that transformational leadership positively influenced commitment to change, openness to change, readiness for change, and negatively affected resistance and cynicism (Peng et al., 2021). Based on this evidence, JLR leaders should do more than make electrification commitments. They need to articulate the individual and organisational benefits of EV skills, AI tools and digital systems to make them appear as a key to developing a career and refreshing the organisation.
The transactional style of leadership is still of a limited nature. Burns (1978) related the concepts of transactional leadership with the concepts of exchange, control and performance expectations (Burns, 1978). It is relevant at JLR to safety compliance, production deadlines, quality targets, cyber discipline and EV launch milestones. However, it must not be the predominant method for leadership, as compliance will not generate long-term support for electric and digital transformation.
The Michigan leadership studies are useful because they separate job-centred and employee-centred leadership. This distinction was made by Likert (1961), who demonstrated that leadership can focus on task accomplishment or on employee needs (Likert, 1961) and JLR requires both. Job-based leadership contributes to achieving EV production targets and digital system standards. Employee-centred leadership facilitates training, involvement, and reduction of psychological safety and resistance (Elama et al., 2026). Tannenbaum and Schmidt (2017) also suggested that leadership may shift from leader-centred to subordinate-centred decision-making (Tannenbaum and Schmidt, 2017). JLR needs directive leadership for urgent cyber or safety issues, and consultation and participation for skills training in EVs and AI workflow redesign.
A large problem will be resistance as people might think that EV/AI change is a threat to their competence, control, security, or prospects. Castillo et al. (2018) states that individuals pass through stages of moving into change, i.e., comfort, fear, anger, resistance, and acceptance (Castillo et al., 2018). A systematic review conducted by Khaw et al. (2023) showed that when leaders demonstrate being open to change, positive reactions to the change occur, and when they are resistant to change, negative reactions to the change happen (Khaw et al., 2023). This finding is evidence of the need for JLR managers to be open, listen to the concerns of operations, and communicate honestly and openly throughout the transition period.
JLR’s culture needs to enable learning, innovation and responsible risk taking. Cacciattolo (2014) said that culture is created by the common assumptions and values that are used to govern the actions of businesses (Cacciattolo, 2014). Culture is defined by Schwartz and Davis (1981) as a set of beliefs and expectations which influence norms within organisations (Schwartz and Davis, 1981). Kennedy (1982) demonstrate how the culture influences the pace and manner of action in organisations (Kennedy, 1982). These theories are relevant to JLR because the shift towards AI and EV will not be realised if workers continue to treat the production methods of the past as the sole source of knowledge.
However, Faupel and Süß (2019) found that transformational leadership is beneficial for positive employee outcomes in the context of changing organisations (Faupel and Süß, 2019). Oreg and Berson (2019) also identified that leaders affect change through communication, handling of employee concerns, and participation (Oreg and Berson, 2019). These findings reflect JLR’s requirements that leaders should be a mixture of strategic direction and implementation of this through staff.
6. [bookmark: _Toc232024375]Proposed Strategic Change Management Plan
The proposed change is the JLR EV and AI Capability Acceleration Programme for 2026 - 2029. It aims to increase EV manufacturing readiness, AI-enabled manufacturing, digital infrastructure, employee skills, and acceptance of EVs in JLR’s facilities throughout the UK. It is used as the primary implementation structure in this plan due to its clear path from the sense of urgency to its embedding in the culture (Kotter, 1996). It also incorporates the implementation steps, which include objectives, change team, stakeholder alignment, blueprint, early adopters, communication, training, motivation, and evaluation.
The first goal is to develop a clear change case. There is a need for JLR to communicate and pass on the business need for EV and AI acceleration via board messages, plant-level briefings, supplier sessions, and retailer communication. According to Errida and Lotfi (2021), having a clear vision, leadership sponsorship, communication, stakeholder involvement, training, and monitoring are all factors that contribute to the success of change (Errida and Lotfi, 2021). This is beneficial for JLR because any change can only be achieved if employees and partners see the business case, the need for change and the value of their personal skills.
The second goal is to form a guiding coalition. These should be senior leaders, plant managers, HR, IT, engineering, cyber security, procurement, quality teams, supplier representatives and retailers’ trainers. Oreg and Berson (2019) identified the vision, participation, and responding to employee concerns constitute a catalyst for change as influenced by leadership (Oreg and Berson, 2019). This is relevant to JLR as EVs and AI have an impact on all aspects of engineering, manufacturing, retail, customer service and supply chains simultaneously. An exclusive leadership team would be unable to recognise real-world obstacles within plants and dealerships.
The third goal is to speed up the ability of the workforce. Gfrerer et al. (2021) revealed that the notion of digital readiness varies between the manager and employee, particularly in relation to competence and innovation barriers (Gfrerer et al., 2021). This has a negative impact on JLR as senior leaders might not be aware of the readiness of their people, strategy documents might not be clear, tools are lacking, training and confidence are low, and roles are unclear. A digital readiness audit at the plant, training plans at the plant, and feedback loops among employees should precede full implementation.
The fourth objective is to improve digital and AI infrastructure. JLR’s collaboration with Tata Technologies will help them digitally transform industrial processes with smart digital solutions and ERP transformation. JLR’s partnership with Tata Communications also benefits Industry 4.0 and advanced analytics with a more robust connectivity foundation (Jaguar Land Rover, 2025). All these measures are conducive to the proposed plan as AI-based production requires secure connections to manufacturing, logistics, finance and purchasing, and reliable data and systems along the way.
The 5th objective is to test AI and EV change before implementing. JLR should start work on one production area at Halewood and one retailer training cluster. The pilot should test the AI quality analytics, high-voltage battery manipulation, digital workflow dashboards, and employee support systems. Margherita and Braccini (2021) revealed that underpinning the socio-technical relationship between man and machine is a key element when implementing Industry 4.0 (Margherita and Braccini, 2021). This benefits JLR as a change plan needs to assess how their employees are interacting with AI systems, not just what the machines are doing.
The sixth objective is to embed the change; to measure and recognise the change. JLR should use KPIs for EV training completion, first-time quality, production downtime, usage of AI tools, cyber compliance, retailer readiness and employee readiness scores, and customer digital experience. O’Higgins (2023) discovered that practices of business architecture strengthen digital transformation outcomes via better alignment, effectiveness, services supplied, and strategic outcomes (O'Higgins, 2023). This helps JLR by linking measurable governance to the change plan with operational performance instead of digitalisation being a project on its own.
Care should be taken to use short-term achievements carefully in the plan. Kotter (1996) maintained that visible success will keep the momentum going throughout the change. (Kotter, 1996). JLR’s short-term goals should be adding more high-voltage training cohorts, positive outcomes of its EV readiness retailer training, minimising rework on specific production areas, and great results from its AI quality pilot. Such victories should pave the way for broader implementation across UK operations, projected for the timeframe of 2027 to 2029. The final step would integrate EV and AI into recruitment, training, performance assessment, supplier requirements, and leadership growth. This will ensure the change becomes part of JLR’s way of operating instead of a temporary change programme.
7. [bookmark: _Toc232024376]Financial, Communication, and Evaluation Plan
The company has proposed that there ought to be a ring-fenced transformation budget at JLR that covers five areas: EV skills training, AI-enabled production systems, cyber resilience, supplier readiness, and retailer capability. According to Deloitte (2025), digital transformation value should be assessed on financial, customer, process, workforce and purpose outcomes, not just technology outcomes (Deloitte, 2025). This finding confirms JLR, as the budget cannot just be viewed from system installation but also from decreased disruption, enhanced EV readiness, increased employee capability, and improved customer experience.
Board-level messages, plant briefings, line-manager toolkits, supplier forums and retailer training sessions shall be used for the communication plan. McKinsey & Company (2018) concluded that for a digital transformation to be successful, it needs more interactive forms of communication, as one-way communication is difficult when fast behavioural change is required (McKinsey & Company, 2018). This is a finding that strengthens the case for JLR; employees and partners require a two-way interaction to highlight concerns around AI systems, EV skill levels, production modifications and cyber discipline.
Practical KPIs for the evaluation plan are EV training completed, AI pilot adopted, production down, cyber incident response time, supplier readiness, retailer EV knowledge, employee EV readiness, and customer digital satisfaction. According to CIPD (2024), it is often not the change itself that is the difficulty, but the workplace embedding that is making it hard (CIPD, 2024). This finding supports JLR because evaluation should be carried out beyond the launch stage and should assess whether new behaviours, skills and systems have been integrated into everyday work.
8. [bookmark: _Toc232024377]Conclusion
JLR requires a clear and realistic change plan as change will impact products, personnel, technology, culture, suppliers and customers. Kotter’s model provides the main implementation sequence and it is useful support through participation, adaptation, resistance management, and culture analysis. JLR has a clear path to powering up their work in electric readiness, digital capability, cyber resilience and workforce confidence with the proposed EV and AI Capability Acceleration Programme. It will require communication through the organisation, measurable progress, employee involvement and leadership clarity.
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