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Executive Summary
Jaguar Land Rover’s strategic position reflects both strong current performance and significant long-term pressure within the premium automotive industry. This report finds that JLR benefits from valuable strengths, including established luxury brands, strong design capability, premium pricing power and a profitable SUV portfolio led by Range Rover and Defender. However, the analysis also shows that JLR faces important weaknesses, particularly dependence on a narrow group of high-margin models, uneven EV demand across key markets, rising technological pressure and the high cost of industrial transformation. External and internal analysis indicates that JLR’s long-term competitiveness will depend on how effectively it responds to electrification, sustainability requirements and supply-chain risk. The report concludes that a phased dual-powertrain strategy is the most viable option, as it allows JLR to protect short-term profitability while building the capabilities required for future competition. Overall, JLR’s main strategic challenge is managing the timing of transformation without weakening the performance that currently funds it.
Table of Contents
Introduction to Strategy	3
Overview and Background of JLR	3
Strategic Intent	4
Current Performance	4
Strategy Analysis and Competitive Environment	5
External Environmental Audit: PESTEL and Porter’s Five Forces	5
Internal Environmental Audit: SWOT, VRIO, BCG and Value Chain	7
Strategy Formulation	8
Conclusion and Recommendations	10
References	11
Appendices	13
Appendix 1: Summary Strategic Analysis of JLR	13
Appendix 2: Note on the Use of the Appendix	15


[bookmark: _Toc227676748]Introduction to Strategy
[bookmark: _Toc227676749]Strategic management concerns how firms position themselves, allocate resources and respond to internal and external change to sustain competitive advantage (Nag, Hambrick and Chen, 2007). It involves adaptation, competitive positioning and aligning organisational capabilities with changing market conditions (Whittington et al., 2023). This is particularly relevant in the automotive sector, where firms face technological disruption, sustainability regulation and shifting consumer expectations.
Jaguar Land Rover (JLR), owned by Tata Motors, is a British luxury vehicle manufacturer operating in this demanding and rapidly changing environment (JLR, 2025). The company seeks to preserve brand prestige while transforming its products, operations and supply chains for a lower-carbon and more digitally connected future (JLR, 2025). This creates a strategic challenge because JLR cannot simply imitate larger rivals or rely on heritage alone when premium competition increasingly depends on software quality, battery performance and credible sustainability claims (Satpathy et al., 2025).
The purpose of this report is to analyse JLR’s internal and external strategic environment and develop a strategy formulation plan that supports the company’s long-term competitiveness and sustainability. The report examines JLR’s background, strategic intent and current performance, applies external and internal analytical tools, and evaluates strategic options to recommend the most viable path forward. JLR’s strategy must therefore go beyond following industry trends. It must recognise the company’s exposure to brand concentration, regional unevenness and execution risk during transition.
Overview and Background of JLR
JLR was created when Tata Motors acquired the Jaguar and Land Rover brands in 2008, and it now manages Range Rover, Defender, Discovery and Jaguar (JLR, 2025). The company operates in the global premium automotive sector, where competition depends on brand strength, innovation, technological capability and responsiveness to changing market conditions (Whittington et al., 2023). As a British luxury vehicle manufacturer, JLR must balance heritage and prestige with adaptation to electrification, digitalisation and sustainability pressures (JLR, 2025; Satpathy et al., 2025). Therefore, its strategic challenge is to modernise while protecting brand exclusivity and long-term competitive advantage.
[bookmark: _Toc227676750]Strategic Intent
JLR’s strategic intent is shaped by its Reimagine strategy, which seeks to reposition the firm as a modern luxury manufacturer through electrification and carbon net zero across operations, supply chains and products by 2039 (JLR, 2025). Strategic intent refers to the long-term ambition guiding investment and capability development (Hamel and Prahalad, 1989). JLR’s vision is to lead modern luxury mobility through sustainable innovation, while its mission is to deliver premium vehicles and experiences in a changing automotive market (JLR, 2025). Its main objectives are to protect brand value, improve profitability, expand electric mobility and strengthen sustainability performance (JLR, 2025). However, these objectives create tension: rapid electrification supports compliance and future competitiveness but requires heavy investment, while reliance on profitable combustion-led models may sustain cash flow yet delay capability development (Porter, 2008; Whittington et al., 2023).
[bookmark: _Toc227676751]Current Performance
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Figure 1 shows JLR’s strong FY24/25 revenue, profitability and cash generation, supporting its ongoing transformation (JLR, 2025, p. 4).
Recent performance shows why this tension matters. In FY24/25, JLR recorded revenues of £ 29.0 billion, an adjusted EBIT margin of 8.5%, and a net cash positive position (JLR, 2025). Profitability has been supported by strong demand for high-margin models such as Range Rover and Defender (JLR, 2025). However, that success also creates concentration risk because a narrow part of the portfolio is funding a large-scale transition. JLR also faces tariffs, weakness in China, uneven EV adoption across regions and the cost of electrification and plant transformation (JLR, 2025). Its challenge, therefore, is not just to remain profitable but to convert present strength into long-term capability without overcommitting to a transition path the market may not yet support.
[bookmark: _Toc227676752]Strategy Analysis and Competitive Environment
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[bookmark: _Toc227676753]External Environmental Audit: PESTEL and Porter’s Five Forces
PESTEL analyses the political, economic, social, technological, environmental and legal factors shaping an organisation’s macro-environment (Yüksel, 2012). For JLR, political and legal pressures are especially significant because governments in major markets are tightening emissions regulation and accelerating the shift towards zero-emission vehicles (Department for Transport, 2024; International Energy Agency, 2024). These changes increase compliance pressure and make delayed electrification strategically risky for the company (JLR, 2025).
Economic conditions remain mixed for JLR. Although premium automotive demand is often more resilient than the mass market, the company still faces inflation, tariffs, exchange-rate pressure and uneven regional demand, especially in China (JLR, 2025). This means JLR must protect profitability while continuing to fund transformation (JLR, 2025).
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Figure 2 shows JLR’s uneven regional performance, reinforcing the view that external conditions remain mixed across its global operations (JLR, 2025, p. 28).
Socially, premium consumers increasingly expect sustainability, connectivity and personalised digital experiences rather than prestige alone (Bryła, Chatterjee and Ciabiada-Bryła, 2023). Technologically, competition is shifting towards batteries, software integration, over-the-air updates and AI-enabled systems (Satpathy et al., 2025). This is challenging for JLR because its traditional strengths lie more in design, brand image and product desirability than in software leadership (JLR, 2025; Satpathy et al., 2025).
Environmental pressure is also increasing, as automotive firms are expected to reduce emissions across products, operations and supply chains (Yüksel, 2012; JLR, 2025). JLR’s Reimagine strategy reflects this shift through its carbon net zero ambition, but this also increases investment and execution demands (JLR, 2025). Overall, the PESTEL analysis shows that JLR operates in an environment where regulation, technology and sustainability are reshaping the basis of competition (JLR, 2025; Satpathy et al., 2025).
Porter’s Five Forces assesses rivalry, buyer power, supplier power, substitution and new entrants within an industry (Porter, 2008). Rivalry is high because JLR competes with BMW, Mercedes-Benz and Audi, while also facing EV-focused challengers with strong technology-led positioning (Porter, 2008; Satpathy et al., 2025). Buyer power is rising because premium consumers have more choice and higher expectations, while supplier power is significant in batteries, semiconductors and specialist software where dependence on concentrated suppliers reduces control and resilience (JLR, 2025). The threat of new entrants is moderate and substitution is lower, but together the five forces show that JLR competes in an attractive yet increasingly unforgiving industry (Porter, 2008; JLR, 2025). See Appendix 1.4.
[bookmark: _Toc227676754]Internal Environmental Audit: SWOT, VRIO, BCG and Value Chain
SWOT identifies strengths, weaknesses, opportunities and threats within a strategic context (Gürel and Tat, 2017). JLR’s strengths include brand equity, design heritage, premium pricing power and the strong performance of Range Rover and Defender, while its weaknesses include portfolio concentration, smaller scale than key rivals and heavy electrification costs (JLR, 2025). Opportunities exist in premium EV growth, but threats remain from stronger competitors, uneven EV adoption and execution risk around Jaguar’s repositioning; this means JLR’s strongest current advantage also creates strategic dependence, since transformation is being financed by a relatively narrow set of successful models (Satpathy et al., 2025; JLR, 2025). See Appendix 1.1.
VRIO evaluates whether resources are valuable, rare, difficult to imitate and organised to create sustained advantage (Barney, 1991). JLR’s brand equity, design capability and Tata-backed support are valuable and partly rare, but these strengths may be less defensible in a market increasingly shaped by batteries, software and digital ecosystems (Barney, 1991; Satpathy et al., 2025). JLR therefore needs to convert heritage-based strengths into future-relevant capabilities (JLR, 2025). See Appendix 1.2.
The BCG matrix categorises business units according to market growth and market share (Henderson, 1970). In JLR’s portfolio, Range Rover and Defender can be seen as the strongest performers because they generate cash and support transformation, whereas Jaguar is more of a question mark because its electric repositioning remains unproven commercially (JLR, 2025). This suggests JLR should invest selectively and use stronger brands to support transition elsewhere in the business (Henderson, 1970; JLR, 2025). See Appendix 1.3.
Value chain analysis examines how value is created across activities such as sourcing, production, marketing and after-sales service (Porter, 1985). JLR creates value through design, brand storytelling, premium manufacturing and customer experience, but it remains vulnerable in upstream activities such as batteries, semiconductors and software systems (JLR, 2025). This suggests the company should protect differentiation in customer-facing activities while strengthening resilience in strategically sensitive parts of the chain (Porter, 1985; JLR, 2025).
[image: ]
Figure 3 shows JLR’s sales are concentrated in Range Rover and Defender, supporting the view that profitability depends on a narrow group of high-performing brands (JLR, 2025, p. 29).
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Strategy formulation for JLR draws on the external and internal analyses above to evaluate three strategic options before recommending the most viable choice (Whittington et al., 2023). The aim is to identify a strategy that aligns JLR’s resources and capabilities with the pressures of the premium automotive market.
The first option is rapid full electrification. This would align JLR strongly with regulatory trends and long-term decarbonisation pressures while reinforcing Jaguar’s repositioning as a modern electric luxury brand (International Energy Agency, 2024; Satpathy et al., 2025). It could also give the company a clearer narrative. However, it carries major risk. EV adoption remains uneven across markets, charging ecosystems vary and the investment required is substantial (JLR, 2025). For a company of JLR’s size, moving too quickly could weaken profitability before the new model mix is mature enough to support it. There is also a risk of placing too much weight on Jaguar before the repositioning has been validated commercially. This makes rapid electrification strategically attractive in principle, but less suitable for JLR because the company lacks the scale cushion enjoyed by some larger premium rivals (JLR, 2025; Satpathy et al., 2025).
The second option is to defend combustion-led profitability for longer. This could protect short-term margins by relying on continued demand for hybrid and combustion vehicles in less mature EV markets (JLR, 2025). It would also use the pricing power JLR still enjoys in premium SUVs. However, this is the weakest option. It risks regulatory misalignment, slows capability development in future technologies and may leave JLR reacting to change rather than shaping it (Porter, 2008; Whittington et al., 2023). It would also reinforce the impression that JLR is financing the future without fully building it. In effect, this option protects current earnings but risks weakening JLR’s long-term ability to compete on the capabilities that will define premium automotive value in future (Porter, 2008; Whittington et al., 2023).
The third option is a phased dual-powertrain strategy, combining selective continuation of profitable hybrid and combustion models with accelerated EV investment (JLR, 2025). This is the most viable approach because it preserves cash flow, reduces transition risk and allows JLR to adapt at a pace reflecting regional market differences (International Energy Agency, 2024). It also fits the company’s current strengths more closely, since JLR’s competitive advantage still lies mainly in premium SUVs, brand equity and pricing power rather than EV first-mover leadership; compared with full electrification, it offers greater financial flexibility, and compared with prolonged combustion dependence, it better supports capability development and regulatory alignment (Barney, 1991; Whittington et al., 2023).
This strategy involves trade-offs. A dual-powertrain model can diffuse investment and slow organisational focus if managed poorly (Whittington et al., 2023). However, its success depends on disciplined capital allocation, clear market prioritisation and measurable milestones for Jaguar’s repositioning, so that resources are not spread too thinly across the portfolio (JLR, 2025). For JLR, the issue is not choosing the purest strategy but the one that best matches its resource base and market exposure. In that sense, phased transition is disciplined sequencing rather than strategic hesitation (Whittington et al., 2023). See Appendix 1.5.
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Figure 4 shows JLR’s sales mix, supporting a phased dual-powertrain strategy rather than rapid full electrification (JLR, 2025, p. 30).
[bookmark: _Toc227676756]Conclusion and Recommendations
In conclusion, JLR operates in a demanding but still attractive premium automotive market. External analysis shows that regulation, electrification, digitalisation and rivalry are reshaping competition, while internal analysis confirms that JLR retains important strengths in brand equity, design capability, pricing power and its profitable SUV portfolio (Porter, 2008; JLR, 2025).
However, JLR’s position is more fragile than it appears. The company is trying to fund transformation from a concentrated set of successful models, reposition Jaguar in a crowded EV space, and respond to digital and supply-chain pressures without the scale advantages of some rivals (JLR, 2025; Satpathy et al., 2025). These are strategic trade-offs, not just operational adjustments.
For this reason, the most coherent strategic option is a phased dual-powertrain strategy. Compared with rapid full electrification, this approach better manages investment risk and uneven market readiness (JLR, 2025). Compared with prolonging combustion dependence, it better supports long-term competitiveness, capability development and regulatory alignment (Whittington et al., 2023). JLR should therefore continue using profitable current models to generate cash while accelerating investment in EV capability, technology partnerships and supply-chain resilience (Satpathy et al., 2025). It is the most credible route for protecting brand value while financing transition. The core challenge is therefore not only technological transition, but strategic timing: JLR must change quickly enough to remain competitive, but not so quickly that it undermines the profitability funding that transition (JLR, 2025; Whittington et al., 2023).
Based on this analysis, three recommendations are proposed. First, JLR should deepen strategic partnerships in batteries, software and AI-enabled vehicle systems to reduce capability gaps in the technologies that will increasingly define premium EV competitiveness (Satpathy et al., 2025). Second, it should strengthen supply-chain resilience through supplier diversification, selective localisation and tighter control over strategically sensitive inputs, because disruption in quality or delivery can damage premium brand value quickly (JLR, 2025). Third, JLR should prioritise geographic selectivity, allocating models and investment first to markets where EV infrastructure, regulation and premium demand are strongest, while using slower-transition markets to support cash flow during the wider transformation (International Energy Agency, 2024; JLR, 2025).
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Appendix 1.1 SWOT Summary
	Strengths
	Weaknesses

	Strong premium brand equity across Range Rover, Defender and Land Rover
	Dependence on a relatively narrow range of high-margin SUV models

	Strong design capability and luxury heritage
	Smaller scale than major premium competitors

	Premium pricing power and strong recent profitability
	High investment requirements for electrification and transformation

	Tata Motors backing provides strategic and financial support
	Relative weakness in software-led and battery-related capabilities

	Opportunities
	Threats

	Growth in premium EV and hybrid segments
	Intense rivalry from established premium brands and EV-focused entrants

	Development of digital services and connected vehicle technology
	Uneven EV demand across international markets

	Strategic partnerships in batteries, AI and software systems
	Regulatory pressure relating to emissions and sustainability

	Supply chain localisation and resilience building
	Tariffs, geopolitical disruption and supplier concentration


Source: Author’s own summary based on JLR (2025), Gürel and Tat (2017), Satpathy et al. (2025), and Whittington et al. (2023).





Appendix 1.2 VRIO Summary
	Resource / Capability
	Valuable
	Rare
	Difficult to Imitate
	Organised to Exploit
	Strategic Implication

	Premium brand equity
	Yes
	Yes
	Partly
	Yes
	Competitive advantage

	Design capability
	Yes
	Partly
	Partly
	Yes
	Competitive advantage

	Tata Motors backing
	Yes
	Partly
	No
	Yes
	Supportive advantage

	Strong SUV portfolio
	Yes
	Partly
	No
	Yes
	Current strength but with concentration risk

	Software and EV capability
	Increasingly yes
	No
	No
	Developing
	Capability gap


Source: Author’s own summary based on Barney (1991), JLR (2025), and Satpathy et al. (2025).
Appendix 1.3 BCG Portfolio Summary
	Brand / Segment
	Position
	Reason

	Range Rover
	Star / Cash Generator
	Strong demand, premium margins and major contribution to profitability

	Defender
	Star / Cash Generator
	High sales performance and strong pricing power

	Discovery
	Intermediate position
	Established brand but lower strategic momentum than key SUV lines

	Jaguar
	Question Mark
	EV repositioning is strategically important but commercially uncertain


Source: Author’s own summary based on Henderson (1970) and JLR (2025).



Appendix 1.4 Porter’s Five Forces Summary
	Force
	Level
	Implication for JLR

	Competitive rivalry
	High
	Strong competition from BMW, Mercedes-Benz, Audi and EV-led challengers

	Buyer power
	Moderate to high
	Premium consumers have significant choice and rising expectations

	Supplier power
	High
	Dependence on batteries, semiconductors and specialist software suppliers

	Threat of substitutes
	Moderate
	Alternative mobility exists, although premium private vehicles remain attractive

	Threat of new entrants
	Moderate
	Entry barriers are high, but EV-focused firms can still challenge incumbents


Source: Author’s own summary based on Porter (2008), JLR (2025), and Satpathy et al. (2025).
Appendix 1.5 Strategic Option Summary
	Option
	Advantages
	Risks / Limitations

	Rapid full electrification
	Strong regulatory and sustainability alignment
	High investment risk and uneven market readiness

	Combustion-led profit defence
	Protects short-term margins and cash flow
	Delays capability development and risks regulatory misalignment

	Phased dual-powertrain strategy
	Balances profitability, flexibility and transition risk
	May reduce focus if investment is spread too widely



Preferred option: Phased dual-powertrain strategy.
Source: Author’s own summary based on JLR (2025), Porter (2008), International Energy Agency (2024), Barney (1991), and Whittington et al. (2023).
[bookmark: _Toc227676760]Appendix 2: Note on the Use of the Appendix
This appendix is included to support the main report by summarising the analytical models applied to JLR’s strategic position. It is intended to present supporting evidence in a concise format and should be read alongside the critical discussion in the main body of the report, rather than as a substitute for it.
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