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Case Study:

The Global Automotive Transformation Crisis (B)

Case study written by Chris Rangen & Al for Duke, March 2025

AWorld in Turmoil

The world had changed. It wasn’t just another cyclical downturn in the automotive
industry—it was a global tectonic shift, one that left the boardrooms of Detroit,
Stuttgart, and Tokyo scrambling for answers. The old world order, built on stable supply
chains and predictable consumer demand, had collapsed. A new era had begun—one
dominated by geopolitical manoeuvring, economic warfare, and technological

Darwinism.

It started subtly: tariffs here, a factory closure there. Then, like an avalanche, the global
economy was thrown into disarray. Trade wars between the United States and China
escalated from diplomatic spats to full-blown economic hostilities, severing critical
supply chains. Semiconductor shortages—once dismissed as temporary—became
permanent, with Taiwan’s TSMC at the center of a brewing geopolitical conflict. Energy
markets, strained by resource nationalism, pushed manufacturing costs into the
stratosphere. Europe, once the vanguard of the electric vehicle revolution, pivoted its
industrial priorities to rearmament, turning auto plants into tank and missile factories

overnight.

Meanwhile, China’s BYD, a rising behemoth in the EV space, flooded global markets
with state-subsidized vehicles. Western automakers, burdened by legacy costs and
outdated business models, found themselves unable to compete. The bankruptcy of
Northvolt, Europe’s crown jewel in battery production, sent shockwaves through the
industry, forcing automakers to scramble for alternative suppliers in an already

constrained market. In the U.S., the rollback of EV incentives under a shifting political
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landscape caused demand to plummet, leaving companies like Tesla, GM and Ford
teetering on the edge of collapse. And at the center of it all, Elon Musk—once the
industry’s undisputed king—was now bogged down in political battles, his empire

fracturing under pressure and shareholders calling for him to step down.

To make matters worse, geopolitical instability was at an all-time high. NATO, facing an
increasingly aggressive Russia, shifted military spending into overdrive, absorbing more
and more industrial capacity that was once devoted to civilian production. Trump, back
in the political spotlight, continued to act as an unpredictable wild card—many in
Washington now openly speculated that he was a strategic asset owned by Moscow,
his policies aligning too perfectly with Russian interests. The Western alliance teetered,
with European leaders wondering if they could count on U.S. support should conflict

escalate.

Capital markets, once stable backers of mobility companies were rapidly reevaluating
the durability of today’s business models. Morgan Stanley Automotive analyst Adam
Jones issued another positive industry outlook, believing Tesla humanoids would create
trillions in shareholder wealth, but few value investors ever listened to Jones these
days. The reality was investments into the mobility space was suddenly no longer

considered a good, safe and smart investment.

For a handful of companies, the only option was total transformation. Anything less

would mean extinction.

The stakes had never been higher.

The Companies at the Crossroads

Each of the following companies stood on the precipice. The next five years would

determine whether they emerged as industry leaders—or became footnotes in history.
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CarWagon - The Digital Car Company

e Once atraditional Swedish automaker, CarWagon now faced a world where cars

were ho longer machines, but digital ecosystems on wheels.

¢ Transformation Challenge: Reinvent itself as the leader in software-driven

automotive experiences or become irrelevant.

¢ KeyActions: Develop a world-class Al-driven infotainment platform, integrate
blockchain-based vehicle ownership models, and expand into autonomous fleet

services and beyond.
Rail1 - From Trains to Mobility Dominance

¢ Rail1 had spent over a century moving trains across Europe. That was no longer
enough. Governments were pulling subsidies, and private competition was

fierce.

o Transformation Challenge: Evolve from a train operator to a mobility architect,

reshaping entire cities and expanding far beyond the legacy core.

o Key Actions: Pioneer autonomous rail technology, develop hyperloop corridors,

and secure exclusive contracts for NATO military logistics.
Flight - The Micro-Mobility Gambit

o Electric scooters were once the future of urban transport. Now, Flight was

fighting for survival in an overcrowded market.

o Transformation Challenge: Expand beyond scooters into a broader mobility
ecosystem. Launch new profit pools in energy, crypto and tech to lead a long-

term reinvention

e KeyActions: Launch an integrated urban air mobility network, acquire bankrupt

competitors, and create Al-powered subscription models.
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Juppz.Al -The Ride-Sharing Disruptor

e Juppz.Al had built a brilliant technology stack, but its business model was

bleeding cash.

¢ Transformation Challenge: Scale beyond ride-sharing into an autonomous
vehicle powerhouse. Expand aggressively into future Growth and Explore

business models. Launch a leading corporate venture program.

o Key Actions: Deploy fully self-driving vehicles in high-density urban zones,
integrate with NATO’s military transport infrastructure, and acquire a failing

automaker for in-house production.
MeiPhun - The Autonomous Grocer’s Gambit

e MeiPhun, once an Asian e-commerce titan, had burned through billions chasing

an ill-fated pivot into mobility.

o Transformation Challenge: Recover from near collapse and dominate Level 5
autonomy in last-mile delivery. Secure a leading position to win broadly in ‘Asia’s

century’. Follow the 10 Principles of Transformation to expand far beyond today.

¢ KeyActions: Develop swarming drone logistics, integrate robotic micro-
fulfillment centers, and build a strategic alliance with China's surveillance-state

infrastructure.
Boosh Autoparts - The Legacy Supplier’s Dilemma

e Foundedin 1886, Boosh had supplied components for everything from Model Ts

to modern jets. But the industry was moving beyond parts.

o Transformation Challenge: Transition from a traditional supplier to a mobility
innovator. Deal with the legacy idea that Boosch was going to stay out of the

security and defense sectors.
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e KeyActions: Lead in high-performance EV batteries, disrupt the European
mobility market, and leverage Al and quantum computing to accelerate future

growth

Lidar Lux - From Software to Full-Stack Autonomous Provider

e Borninlsrael’s defense-tech ecosystem, Lidar Lux had the best autonomous
driving software in the world. The problem? The industry wasn’t moving fast

enough.

o Transformation Challenge: Expand from a software firm to a fully integrated
autonomous vehicle operator. Ride the tech wave of Israel, aggressively expand

and transform.

o Key Actions: Launch its own vehicle brand, partner with Gulf sovereign wealth
funds, and develop next gen driving Al. Move beyond the obvious and become a

global powerhouse.

Pio - China’s Global EV Ambitions
¢ Pio had once been a battery maker. Now, it wanted to be the EV powerhouse.

e Transformation Challenge: Beat Tesla, BYD, and every other EV maker at their

own game.

o Key Actions: Secure exclusive lithium supply chains, leverage Al in battery
optimization, and take over failing Western EV companies. Transform at pace

and explore new opportunities in fintech, energy, crypto, security and aviation.
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GN -The Automaker Fighting for Survival

e GN had once been an Detroit automotive titan. Now, it was in freefall, with
plummeting sales and investor confidence at rock bottom. Even US bail out

packages had not helped much.
o Transformation Challenge: Reinvent itself or die.

¢ KeyActions: Develop an aggressive transformation strategy, enter the aerial
mobility market, and become a leader in tech, Al and future-fit mobility

solutions.

The Battle for the Future

This was no longer a matter of simple product launches or corporate restructurings. The
automotive industry had become a battleground of national interests, technological
supremacy, and economic warfare. Governments, defense contractors, and

intelligence agencies all had a stake in the outcome.

Capital markets were jittery. Could new management teams deliver? Where they up to
the task, or where they just another set of ‘business as usual’ disappointments?
Could they navigate big picture strategic thinking, shifting capital markets and secure
strategic financing? Would they have to rely on Chinese state financing or Middle
Eastern pools of capital, or perhaps find new financing through EUs new 100BN

defence financing?

Who controlled the future of mobility? Would China’s EV giants dominate the world, or
would Western automakers claw their way back? Could new entrants like Juppz.Al and
Lidar Lux disrupt the giants? And what would happen when the first 50BN mobility

company emerged?
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Clearly, the mobility landscape is shifting, and a new generation of leadership needed. Yet,
leading the way among new powertrains, EV charging infrastructure, ride hailing, flying cars,
robotic production plants, digital transformers, new business models, asset light innovators,

battery tech and a series of new tech disruptors was never going to be easy.

Should companies focus on their traditional core competencies and build out their core
business? Should companies invest more aggressively into future growth and explore areas,
like battery and automotive software? Should companies beef up their innovation cultures,
maybe get into corporate venturing and build massive portfolio of future technologies? How can
an old automotive company learn and apply the latest techniques in corporate venture capital
to drive new value across the portfolio? Should companies like Boosch suddenly explore

military drones as a growth sector?

One thing was certain, looking at VW'’s latest strategy and capital markets update, the industry

was clearly changing into new profit pools, new strategic alliances and new value creation.
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For the leaders of these companies, the choices they made in the next 12 months
would define the next century. The war for the future had begun—and only the bold

would survive.
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YOUR TASK

You are the management teams of companies competing in this mobility landscape. Can you

step up, lead and transform?

YOUR MANAGEMENT TEAM

With dying business models, poor innovation strategies and little culture for change, they need
you, the new management team to come in and lead the transformation. With four to five
members in the management team, you have a:

-CEO

-CFO

- Chief Strategy Officer

- Innovation Manager

- Investor Relations manager)

all critical roles to fill.

YOUR COMPANIES

You can select between the following companies: Rail1 (Germany), Lidar Lux (Israel), CarWagon
(Sweden), MeiPhun (Hong Kong), Boosh Autoparts (Austria), Juppz (UK), Pio (China) and GN -

the Automaker (United States)

YOURJOB

Step into the role as the new management team. Develop a winning strategy and a future-fit
transformation roadmap. Take the company to a 50BN market cap. Avoid bankruptcy. Good

luck.

Good luck!
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