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Executive Summary

This report assesses the state of Jaguar Land Rover (JLR) during a critical phase of
its Reimagine transformation. The luxury brands of JLR have renowned global
market recognition, and they have significant design, engineering, and
personalization capabilities. However, FY2025/26 clearly showed a lack of resilience,
highlighted by revenue of £22.9 billion, an gBIT margin of 0.7%, and Free Cash Flow
of negative £2.2 billion, with the impacts of tariffs, a cyber-induced production
suspension, deteriorated conditions in China, and the planned phase-out of older
models of Jaguar. PESTLE and Five Forces analyses demonstrate a highly
attractive, yet fiercely competitive, luxury market, influenced by accelerated
electrification, regulation, and software, coupled with rising Chinese competition and
unpredictable consumer demand. Value Chain and VRIO analyses show that JLR’s
brands and design culture are the company’s strongest long-term differentiators, and
its digital resilience and supply security and scale are significant weaknesses. The
strategy of choice for JLR is resilient flexible electrification, meaning that regional
demand for JLR products would be met by modular BEV, PHEV, and HEV
technologies, with all Jaguar products remaining BEV and Jaguar remaining
protective of product launches with improvements in cyber security and supplier

flexibility, while other operational improvements are made.
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1. Introduction

Organizational resources and long-term choices have been linked with external
conditions through strategic management. Such management helps in identifying the
advantage that can be defended, how investments can be allocated, and how to
adapt when the assumptions have been altered (Whittington et al., 2020). This is
much more useful in the automotive manufacturing management, as the rate of
change with regulations, technologies, and the capital committed, happen at different
rates. The different models act as aids to decisions, rather than predictions. PESTLE
and Five Forces limit the uncertainty, and Value Chain and VRIO focus on the firm
and its readiness to respond. Findings must be integrated and iterated (Grant, 2022).

Tata Motors completely owns JLR, and builds Land Rover, Defender, Discovery and
Jaguar in both the UK and other places. Reimagine, their vision, is modern luxury
with more emphasis on sustainability. Their purpose is “Living the exceptional with
soul” (JLR, 2026b). They want to design and make luxury products in a sustainable
and proactive way. They have more electric range vehicles as a target. Their
additional goals are to introduce 5 new vehicles in the next 2 years, invest 18 billion
by FY2028/29, cut costs by 1.7 billion, move the break-even to 300,000 vehicles,
and get net-zero value-chain emissions by 2039 (JLR, 2022; JLR, 2026b). The more
electric range vehicles as a target is easier to say than to do. Revenue for
FY2024/25 was £29.0 billion at an 8.5% EBIT margin. The next year had an
FY2025/26 revenue that was down 20.9% at £22.9 billion, and a profit margin down
to 0.7% (JLR, 2025; JLR, 2026a). The goal of this report is to analyze why profits
declined as mentioned, and come up sustainable recommendations.

Figure 1. JLR performance shift, FY2024/25 to FY2025/26

Revenue (£bn) EBIT margin (%) Free cash flow (£bn)
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2. Strategy gnalysis
2.1 External Environment Audit

2.1.1 PESTLE Analysis

Political. JLR is vulnerable to trade conflict, as its UK manufacturing is sold
worldwide. US tariffs hurt FY2025/26 profitability and China protects nascent
competitors (JLR, 2026a). UK industrial support can help advance localization, but
policy reversals can result in wasted investments. Thus, JLR will need more
localization and regional sourcing.

Economic. Global car sales, including JLR, rose 3.5% in 2025, while UK record low
demand and exports suffered tariffs and shifted to UK BEVs which forced a 28%
reduced emission mandate (ACEA, 2026). Although JLR's luxury pricing cushion
helps, JLR's market scale forces the company to price premium but also to accept
high volume and risks to new car launches.

Social. Customers demand low-emission, digitally convenient products from ethically
sourced materials, but the market is still adapting. Although the UK BEV market is
still below the 28% target with a 23.4% adoption rate, more than 160 BEV models
have entered the market (SMMT, 2026a). Premium buyers want low emission goods
that have high end, sustainable materials. JLR must have a low emission, high

product offering to remain relevant.

Technological. EV differentiation is greater reliance on software, Al, and the
Internet than on engineering (IEA, 2026). JLR's Electrified Modular Architecture and
investment of £18 billion are important, but other risks have been created by
production of advanced manufacturing computers. Digital and advanced

manufacturing must become JLR's core competencies.

Legal: The UK will increase its ZEV targets to 33% of car registrations in 2026 and
80% by 2030. Following those targets, the compliance payment will be £12,000 for
each car, after allowed flexibilities (Department of Transport, 2025). Safety, data,
battery, and emissions regulations will increase validation costs. Flexible powertrains

may protect demand, but issues with ZEV sales may raise compliance costs.
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Environmental: JLR aims for net zero by 2039 for all products, operations, and the
supply chain. In compliance, JLR has instructed over 5,000 suppliers to adopt
science-aligned goals (JLR, 2022). The UK automotive industry has achieved more
than 93% reuse and recycling of production waste, leading to new expectations
focused on circular materials and Scope 3 emissions reductions (SMMT, 2026b).
There is a concentration of battery minerals and slow extraction, which Petavratzi

and Gunn (2023) cite as both environmental and security concerns.

Despite uneven demand and infrastructure, JLR should maintain the electric
destination, controlled regional flexibility, and resilient sourcing. Regulation generally
supports electrification.

2.1.2 Porter's Five Forces

Rivalry is high as JLR competes with Tesla, established premium manufacturers
and fast-advancing entrants from China. Chinese manufacturing accounts for 62.1%
of Asia's global automotive production in 2025, alongside a 7% share of vehicle
sales to the EU (ACEA, 2026). This competition prompts frequent vehicle launches,
a focus on software, and price decreases, increasing the demand for both higher

investment and marketing costs.

The buyer power level is moderate to high, because customers have a wide range
of high-end, electric options. We can lessen this power through emotional brands,
special editions, and Bespoke personalization. However, trust is easily lost through
product quality and software issues. The power of suppliers is high for critical
minerals, semiconductors and battery packs. The electrification of the automotive
industry creates agntire new set of suppliers for new batteries, and restructures

i

existing suppliers (Risquez Ramos and Ruiz-Galvez 2024).

The threat of entry is moderate. Barriers to entry are still high due to substantial
capital for manufacturing, regulations, service networks, and the luxury automotive
industry’s credibility. However, software and the use of outsourced platforms have
introduced flexibility that has lowered some barriers. The Chinese automotive
industry has illustrated that the ability to scale, integrate batteries, and fast

development are enough to breach the existing barriers.
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The threat of substitution is moderate as sales of used premium vehicles and the
growing popularity of vehicle leasing and other mobility services can act as
alternatives. However, a luxury automotive identity along with off-road capability can
inhibit direct substitution.

The combination of the above factors creates a pricing structure that limits the ability
to derive high profits. JLR has the ability to protect its position in the marketplace
through differentiation in modern luxury with great technology reliability and unique
experiences, while having a low break-even point.

Table 1. Five Forces assessment

Force Intensity Strategic implication

Competitive rivalry High Dlﬁereqt!ate; avoid volume and price
competition

Buver bower Moderate- Protect trust through quality, service and

yerp high Bespoke

Supplier power High Dual sogrce; map critical minerals and
electronics
Use brand credibility and faster premium

New entrants Moderate innovation

Substitutes Moderate Increase lifetime services and emotional value

Source: Author analysis using ACEA (2026), SMMT (2026a), Petavratzi, and Gunn (2023).

9.2 Internal Environment Audit

2.2.1 Value Chain Analysis

JLR develops upstream value by integrating design, planning, and engineering.
Inbound logistics rely on international suppliers of critical electronics and battery
components. Sustainability standards enhance supply legitimacy, but material
concentration and just-in-time delivery increase disruption risk. In this respect, multi-
tier visibility and dual sourcing are value-adding activities.
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The JLR (2026b) operational footprint consists of design and engineering in the UK,
with manufacturing sites in Solihull and Halewood, and additional plants in Slovakia,
China, India, and Brazil. Flexible MLA and EMA architectures can enable the sharing
of investment across powertrains. However, from the FY26 reports, it became
apparent that plants, systems, and product launches were vulnerable to cyber, tariff,
and model-change disruptions. The proposed reduction in the break-even volume is
strategically justifiable, assuming the savings do not undermine the quality of the
product launches or the software capabilities.

The House of Brands yields an advantage to the marketing and sales structure.
Range Rover epitomizes ultimate luxury, Defender is positioned for adventure,
Discovery is for family versatility, and Jaguar has been radically repositioned as
electric. This unambiguous structure allows premium product pricing and streamlined
experiences. Outbound logistics, retailers, and aftersales serve the purpose of
engineering client confidence. After the initial sale, the relationship with the client can
be extended with connected diagnostics, battery health, certified pre-owned, and
personalization offerings.

Support activities are critical. Capital and technology stemming from Tata ownership,
design expertise from employees, procurement with a dual focus on cost and
environmental efficiency, combined with a digital estate that integrates the entire
value chain are all enablers. Digital transformation must be holistic and organization-
wide, as value-adding brands that have insulated the rest of their operations remain
vulnerable to the impacts of cyber-attacks, supply chain disruptions, and product
launch delays. Isolated digital transformation efforts do not provide the agility and
resilience that modern markets require for sustained competitive advantage (Hanelt
etal., 2021).

2.2.2 gesource-Based View and VRIO Analysis

The resource-based view considers the value, rarity, imperfect imitability, and
organization of resources (Barney and Hesterly, 2019). JLR's most valuable
resource is its collection of British luxury brands. Communities of heritage, meaning
of design, and ownership are valuable and scarce; their reputations are difficult to

replicate.
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JLR’s House of Brands and Bespoke activities illustrate how they are organized to

capitalize on their resources which create sustained competitive advantages.

The value and social complexity of JLR’s design and engineering culture is
maintained in the form of uniquely designed vehicles. Competitors can also employ
flexible modular platform structures. This presents a situation of temporary
competitive parity unless JLR can employ a faster, more efficient, and higher quality

modular platform.

Tata’s ownership, JLR’s global operations, and Tata's £18 billion investment provide
JLR with access to a greater range of capital, battery technology, and partnerships.
These resources are offered to other larger premium competitors, and their value
comes from JLR’s ability to effectively organize and employ them. The FY26
disruption suggests JLR was unable to fully organize their digital and end-to-end
process capabilities, rendering them competitively disadvantageous.

Dynamic capabilities are the result of JLR's effective sensing of the competition and
of the need for the organization to rapidly adapt to change (Teece, 2018). The real
test lies in JLR's ability to remain flexible in the marketplace without incurring the
expense of maintaining that flexibility. The VRIO framework emphasizes JLR’s ability
to cultivate competitive advantage through brand, design, and client investment, and
that the platforms, partnerships, and capital necessary to support these
differentiators are in place.

Table 2. VRIO assessment of key JLR resources

Resource VIR |I |O Competitive outcome
Luxury brand portfolio Y | Y |Y | Y |Sustained advantage
Design and engineering Yy | Y | Y | Y |Sustained potential

culture

MLA/EMA platform flexibility | Y | N | N | Y | Temporary parity

Tata capital and ecosystem | Y | P | P | P | Potential advantage

Digital and cyber resilience Y | N | N [ N | Current weakness

Note: Y =yes; N = no; P = partial. Source: Author analysis using Barney and Hesterly
(2019) and JLR evidence.
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2.3 SWOT Analysis

JLR's premium pricing and design capabilities, their backing of Tata, flexible
architectures, and footprints all over the world mean their internal strengths are
significant. Their internal weaknesses consist of low scales of production and an
over-dependence on certain high-margin SUVs and certain markets, along with the
CAF gap left by Jaguar, negative cash flow for FY26, and cyber exposure and

launch process weaknesses.

JLR's North American premium market offers an opportunity along with increased
sales of electrification, re-positioning for Jaguar, connected services, circular
materials, and selective partnerships with China. The adoption of sustainable
mobility is determined by flexibility, policies, and charging (D’Adamo et al. 2023).
JLR faces several threats like competition from China, tariffs, zero emission vehicle

penalties, mineral monopolies, and cyberattacks and launch delays.

Table 3. SWOT synthesis

Dimension Evidence-based factors

Recognised brands; design culture; premium pricing; Tata backing;

Strengths : _ ‘
flexible platforms; global footprint

Weaknesses Low scale; SUV and market concentration; Jaguar product gap;
FY26 cash outflow; cyber and launch exposure

Opportunities North Amerlcaq groTNth; electrlﬁcatl.on; Jaguar I‘BDOSI’[IO{HIF‘IQ;
connected services; circular luxury; selective partnerships

Threats Chinese rivalry; tariffs; ZEV penalties; mineral concentration;
cyberattack; weak demand; delayed launches

Source: Author analysis.
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3. Strategy Formulation

The challenge facing JLR is how to successfully implement the electrification
process whilst ultimately protecting their premium brand. The strength of JLR can
capture the opportunities regarding electrification and circularity with low demand
risk. Innovative thinking regarding flexibility and resilience along with disciplined cost

control will be required to achieve this.

First, Diminished cash flow and increased regulatory exposure alongside extended
periods where JLR's competition sets the standard for premium JLR will be the result
of delay in product launches. Second, rapid geographic expansion would focus
Defender in North America and create localized products through partnerships with
China. It would create scale, but tariffs are a concern along with dependence on
partners and a threat to intellectual-property. Third, circular client-lifetime growth,
incorporating Bespoke, connected services, recycled materials, battery-health
certification, and certified pre-owned, would differentiate JLR and provide recurring

revenue. ltrequires integrated data and retailers.

The most appropriate option combines the first with the third. It addresses flexibility
for regulation, demand uncertainty, and operational weakness and is an acceptable
option as it focuses on the commercial viability of investments that follow the launch
and milestones for cash and operational reliability. It is feasible as JLR has flexible
platforms and brands with the support of Tata and their committed investments.
Expansion is only appropriate in regions where the governing systems of partnership
ensure the safety of the brand and technology.

Table 4. SAFe evaluation of strategic alternatives

Alternative Suitability | Acceptability Feasibility Judgement
Acceler_ated geographic Mec_jium- Medium Medium Selective
expansion high enabler
;:rigt:;tlsr client-lifetime High High Medium-high II;i;feerrentiating

Source: Author analysis using Whittington et al. (2020).
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4. Conclusion and Recommendations

JLR maintains the ability for a sustainable competitive advantage, but results for
FY2025/26 show this is not enough. External analyses show challenges with
demand volatility, a shifting regulatory environment, tariffs, competition from China,
and a threat to supply, all while the market for electric, and software-controlled
vehicles is growing. From an internal perspective, the most defensible part of JLR is
their brands, design culture, and client relations, in comparison to their platforms and
financing. It is important that JLR protect this area while they work on improving their

delivery systems.

The preferred option is resilient flexible electrification. JLR is encouraged to keep
Jaguar as the only brand with a fully electric lineup, as well as continue investments
in BEVs in Range Rover, Defender, and Discovery, however, in these cases, flexible
Hybrids will be used to along with strict controls where flexible pathways are used for
regional acceptance. The projects for Cyber recovery and improvement in Supply
Recovery and Launch Assurance are to be prioritized at the same executive level as
functional Vehicle Design. To improve the competitive position, lowering Break-Even
should take precedence over volume while ensuring differentiation is maintained.

First, JLR should expand modern luxury even after the initial transaction by
introducing Bespoke, connected care, battery-health services, certified pre-owned
vehicles, and circular materials. These initiatives will enhance the customer
relationship, increase total client revenues and give a tangible example of the value
of sustainability. Improvement and effectiveness in this area will be measured with a
balanced scorecard of cash, EBIT, break-even volume, timing of product launches,
quality, cyber recovery, ZEV mix, supplier carbon alignment, and repeat-client
revenue. While it does not eliminate uncertainty, this strategy offers JLR disciplined
choices with flexibility. If the rollout of Reimagine is staged, measured, and backed
with stronger resilience, it will be possible to shift from an appealing vision to a
sustainable competitive position.

Fewer disruptions, increased revenue, and loyalty will be the positive impact of these
efforts.

10
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