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Introduction 

Strategic management is becoming more important than ever, companies must sufficiently plan and be proactive in order to stay competitive. A companies strategy can make the difference between success and failure. Lynch.L (2018, P.66) describes the emergent approaches to strategic management and how they aim to aid the ability to understand the environment an organisation operates in and the resources available to them. The author also emphasises how this is an essential part to the strategy process.

Freeman.R (2010, P.9) wrote that managers within the modern corporation are in need of new concepts which allow them to re evaluate how they look at the world to predict present and future changes that they will have to adapt too. Stating that managers need to understand the external factors of a business in order to come up with a strategy that allows them to adapt and stay competitive. 

Strategy theory has evolved over the years, and many belief that a company must now be very flexible within its strategy in order to react efficiently when problems arise. 

Amason.A (2011,P.2) describes strategic management as being the ability to understand, predict and direct a company to success. It is an essential field for every student, investor and management alike. Also the author indicates that all strategies are implemented with the same intentions of seeking one fundamental thing, to achieve a competitive advantage within the industry a business is operating.

The first tool that this report will utilize is the PESTEL analysis. This tool is used to review the macroenvironment in which a company operates. It allows management to get a greater understanding of the wider environment in which a company operates. The management can then use this greater understanding to devise a strategy to move forward with. Having a constant and consistent understand of the macroenvironment can allow management to make early and concise decisions that can make all the difference on the company’s success. 

Michael Porter is considered to be one of the leading thinkers in recent times when it comes to strategy and planning. He is the creator of ‘Porters Five Forces’. Created in 1980, it utilizes five main forces that Michael Porter believed to be crucial parts of business and ones that must be analysed sufficiently in order to be successful within business. Managers have used this tool religiously ever since. The tool analyses the competitive environment of a business and allows managers to implement a strategy in order to be successful within that environment. Margetta.J (2012, P.8) considers Porter’s theories to be the most widely used in practice by business and government leaders around the world. The author also describes how his frameworks have become fundamental in the world of strategy. 

The tool does however not come without critics, Dobbs.M (2014) stresses that the tool must be done in depth and not done half heartedly, stating that it leads to ‘incomplete, inaccurate and unhelpful analysis.’ However emphasising the usefulness of the tool when completed in depth with accurate information it can lead to great information in forming a business strategy.

Ansoff’s Matrix is a strategy tool was devised by Harry Igor Ansoff, who is often considered to be the ‘father of strategic management’. Andersen.T (2013, P.17) says that he was a contemporary scholar and a pioneer within the field of strategic management, stating that the tool is a formal strategic decision making process.

It is used in order to plan for a company’s growth, it allows a company to analyse the risk associated with each of the sections within the tool. The tool contains four sections, Market Penetration, Product Development, Market Development and Diversification. These are identified as the main ways in which a business can grow, and managers can use the tool to identify ways in which they can implement a strategy to grow the company. Timbrell et al (2019) describes the tool as being a tool that helps a business visualize its current product offering and target market. Thus the matrix gives four possible routes to grow the business and the risks that are associated with them. 

A SWOT Analysis can then be implemented to analyse the micro environment of a company to identify its position within the macro environment it operates. Assessing these strengths, weaknesses, opportunities and threats is vital for management to make a strategy to move forward with to compliment these findings. A strategy that is devised that doesn’t complement these findings can often find a business concentrating on areas that does not suit their strengths and one that does not protect or improve their weaknesses. Sarsby.A (2016, P.3) describes the SWOT analysis many advantages, including an easy to understand model and that it is applicable to many levels of an organisation, from the entire organisation, a particular team within an organisation or even down to an individual within the business.

There are countless amounts of reasons that would force management into altering its strategy, some include crisis situations such as the current Covid-19 pandemic, the actions of competitors and the ever-evolving expectations of customers. 

Jaguar Motor group is based in the United Kingdom, operating in the automotive industry, the industry is particularly interesting and is undergoing a huge transition currently due to the huge efforts being put into global warming. It means that car companies are having to transition to electric based vehicles rather than those that utilise fuel in order to run. Sales and production of cars through the Covid-19 has taken a particularly hard hit, leaving the need for a review for the strategy in which the company will take in order to come out of it. 





Main Body 

PESTEL 

Political  

The Conservative party currently hold the majority of seats within parliament and have done for many terms. Political stability has long been a strong point of the United Kingdom and has given businesses operating within it the confidence that great changes in the political environment is very unlikely. However, this has changed in recent years with the results of the United Kingdom leaving the European Union. It means that companies who sell or buy within the European Union have a lot more to think about and this has caused a lot disruption in the area of supplies being delivered into the country.  Another factor that has caused a lot of disruption in the political field is the Covid-19 pandemic that has affected the entire planet. Policies that have been passed within government have meant that factories have had to shut and that has paused the production of cars in the automotive industry. This has seen a boom in the second hand car industry.

Economic 

The United Kingdom’s economy is very large in comparison to the size of the country and its population, it currently sits at the 6th largest economy in the world. 

The pandemic has again had a big impact on the economy within the United Kingdom, with many business being forced to shut, the chancellor Rishi Sunak did however announce the furlough scheme that entitled employees of these business affected to be paid 80% of there wages. It also saw the bank of England pumping £100 million into the economy. 

 The national living wage within the UK currently sits at £8.91 for those over the age of 23 and the typical disposable income per household sat around the £30,000 mark for 2020. ONS (2021) also defines gross disposable household income as 

“The amount of money that all of the individuals in the household have available for spending or saving after income distribution measures have taken affect.”

The economy has seen a swift recovery since lockdown measures have been eased, however it is feared that a continuation of the pandemic could see further unrest in the economy. However, with a positive vaccination scheme there is hope that the economy can continue to grow which gives businesses a sense of hope that better and more profitable times are on the horizon. 

Social

Ansoff.H (2007, P.19) states that modern society is growing in complexity and social values are constantly changing, therefor historical business strategy is no longer adequate in order to meet society’s needs. Going on to emphasise the need to constantly monitor the changing social aspects affecting a company in order to devise a sufficient business strategy. 

The United Kingdom has a growing population as the number of births continue to outnumber the number of deaths year on year. The population is also getting older, this is often the demographic that has the most disposable income. It can also have an effect on the health care system. As the United Kingdom operates with a National Health Service that gives all citizens free health care this could put financial strain on this service and could in turn have negative effects in terms of income tax or corporation tax in the future in order to supplement these rising costs. 
The population is very multicultural and is very open to all cultures and backgrounds. Company’s and businesses have been very proactive in this department, especially within the food industry, with many top brands such as Subway now catering for those who eat Halal only.

Education within the United Kingdom is considered to be some of the best in the world. University education is very achievable for even those in lower class societies through the help of government grants and loans.

Technological 

The UK is considered to be at the forefront of technological advancements around the world. London is considered the hub of this and is a breeding ground for new tech start-ups and innovative technology. New technology is constantly being developed in order for company’s to provide the best possible service for their customers. 

Although the United Kingdom is in a very strong position it still falls behind the likes of the United States and Japan for Technological developments. 

Within the car industry the emergence of self driving cars have been a talking point within recent years, a lot of customers are reluctant of the service over concerns of the safety of the technology. 

Altman.J (2021, P.1) emphasises that the rise in technology within business is causing employee’s to become even more valuable to a business. Stating that for a business to stay competitive they have to adopt a people-centred business that aims to provide there employee’s with meaningful work rather than just providing them a paycheck. 

Environmental 

Economic activities have long impacted the environment, great strides are being taken to rectify these issues and none more so than the automotive industry. The public within the UK are also becoming increasingly concerned with the environmental impact their actions or purchases in life are having. More and more people are switching to electric vehicles in order to reduce the carbon footprint they are having on the planet. Air pollution is considered to be one of the biggest environmental threat to public health within the United Kingdom. Boyd.E (2021) reports that the issue is shortening tens of thousands of lives each year. 

Legal 

The most pressing legal factor effecting the car industry within the United Kingdom is the phasing out of fuel powered cars. GOV UK (2020) has set the year of 2030 to be the end of car manufacturers being allowed to sell such cars, with hybrids also being banned from the year 2035. After this point, car manufacturers will by law only be allowed to sell fully electric vehicles within the United Kingdom. This has seen an investment of £1.3 billion by the government to aid the instalment of electrical vehicle charge points. Porter.M (1980, P.29) states that no structural analysis is complete without a full diagnosis of how the present and future government policy will affect the business at all levels. It amplifies the importance of sufficient analysis of this will aid the strategy in which the business implements. 





Porters Five Forces 

Competition in the industry 

The competition within the car industry is very strong. There are many car manufacturers that sell cars of all luxury and standards. 

The customer base within the car industry is often very loyal, once a customer trusts a manufacturer they get a sense of security and this cannot be underestimated, huge efforts must be put into advertisement in order to bring these customers in, and great customer service and products are required in order to keep them coming back.

There is also the challenge of differentiating the product, as often the cars themselves all offer the same functional and basic service. The manufacturer must try to differentiate themselves, either with innovative new technology, cost of the product or the quality of the product. 



Potential of new Entrants

The vast majority of the major players within the car industry have established a long lasting reputation within the industry and this is something that customers value highly with the nature of the purchase being a very expensive the trust that is built up over the years is crucial. 

Huggins.R (2011,P.6) states how new entrants into an industry can bid down the prices in the industry or inflate the costs for the current operators, describing how it can reduce the profitability within the industry. 

The cost of a new start-up within the car industry is astronomical, it would involve significant financial backing for them to even stand a chance. The only new entrant to really make any inroads within the car industry in recent years is Tesla. However they had significant financial backing and have led the way with technological advancements in the industry. 

Due to all of these factors it is sensible to consider that the threat of new entrants to the industry is very low. 

Power of Suppliers 

The bargaining power of suppliers in the car industry as a whole is considered to be fairly low. This is because the industry is fairly saturated and suppliers are not in short supply. This means that the suppliers often enter price wars and the manufacturers can often dictate the prices they pay the suppliers for there materials/services.

However, the current situation with Brexit within the UK means that there have been supply issues in relation to getting them into the UK. This means that there is a short time period that suppliers within the UK hold a lot of power and may be able to dictate prices for raw materials etc that manufacturers are unable to have imported. This is however expected to resolve in the coming years so these suppliers may be reluctant to do anything that could strain relations with potential customers in the future. 

Power of Consumers 

As we have already discovered that the car industry has many brands that have been around for a long time and have loyal customer bases. However, the competition within the industry is very high. Lots of brands have similar models on offer to each other with not a lot to differentiate them. This means in turn that the customer holds a lot of power and could see the potential for manufacturers to get into price wars with the similar models they have on offer.

Threat of substitute products

The threat of substitute products within the car industry is considered to be very low. The ease of use and convenience of a car can not be replicated by that of public transport or other motor vehicles such as motorbikes. Even though these modes of transport can sometimes cost less and have less of an impact on the environment. Despite all of this the sale of is still very high. Statista (2021) reports that 74.9 million sales of cars have been made globally in the year 2019, the figure for 2021 sits at 66 million. This is also in spite of the global pandemic. 

There has been a grow in popularity in the industry of electric bikes in recent years. With the phasing out of fuel powered vehicles the electric bikes could be very reasonable alternative to an electric vehicle, especially in crowded cities where the journeys are not of a great distance. If the consumer doesn’t require a vehicle for long journeys then an electric bike could be a great option for them, especially in cities where the traffic is congested. The price point of an electric bike is also a concern for the car industry as it is significantly cheaper, also there Is no license needed to drive these, on top of that the user also isn’t required to have an MOT, tax or insurance on these electric bikes. 



SWOT 


Strengths 

Jaguar currently offer a luxury product, this is a unique selling point for the company and is something that should be continued to be taken advantage of. 
The lack of threat of new entrants means that Jaguar can concentrate on winning over the customers in the industry by focusing on its competitors and knowing exactly who they are. 
The political landscape within the United Kingdom is very business focused and gives businesses every chance to succeed. 
The power of suppliers is considered to be very low which should allow the business to get the best deals possible, this is especially important within the current shift to electric vehicles.
A strong financial from the government within the United Kingdom has allowed the company to see out the pandemic and enjoy the economic revival that is predicted after it. 
The transition to fully electric vehicles will be very good for the company’s public relations. As identified in the PESTEL model, the society within the United Kingdom is very conscious of its environmental damage the purchases it makes is having. This should aid in Jaguar create a very strong public image.
Jaguar operates in a country that has the 6th largest economy in the world. 
Despite the global pandemic global car sales have still remained very high at 66 million worldwide for 2021.

Weaknesses 

Jaguar currently operate in a business strategy that sees them in the niche market of luxury vehicles, in a time where people are reluctant to spend money this could be very detrimental. 

Opportunities 

A long standing history within the car industry means that Jaguar is a very trusted brand and is viewed as being a very high class and high quality brand. 
The change to electric vehicles is an opportunity for Jaguar to take full advantage and become innovators within the market, to become the trusted manufacturer within the electric car industry would mean they create a loyal customer base before any other brand can do so. 
The Disposable income per household within the UK is fairly high and is rising, this means that people have more money to spend on luxury products. This is a great opportunity for Jaguar to capitalise on with the luxury car that they have on offer.
Having only operated within the luxury vehicle industry, it leaves plenty of opportunity for the company to venture into new markets in the industry. Industrial work vehicles as were suggested earlier on in the report. 

Threats

The threat of the competition within the industry was discovered within the Porter’s Five Forces tool as being significantly high. 
The ban of fuel based cars being sold from 2030 within the United Kingdom could leave Jaguar with high amounts of unsold stock that could have negative effects financially. 
A continuation of the pandemic could have detrimental consequences for Jaguar who operate in the luxury car business as citizens are very reluctant to spend money and may opt to go for a cheaper alternative. 
The alternative of electric bikes in big cities is a very real threat, especially for customers who do not make long journeys often and where the traffic within their city is an issue.
The consumers have a lot of power within the industry, this could lead to potential price wars with competitors in order to secure sales. 

Ansoff’s Matrix 

Stone.P (2001, P.52) writes that when formulating a marketing objective for strategy it is essential that you start out by putting them in simple terms. 

Therefore, the section in which Jaguar should focus on within the Ansoff’s matrix is developing new products in existing markets. There are several reasons why this is the case.

The first being in conjunction with an opportunity that was found within the SWOT analysis, that the change to fully electric vehicles presents an opportunity to become the leaders in this industry. Therefor fits perfects into Ansoff’s strategy of developing new products for an existing market in which Jaguar operates.

There is also less of an opportunity to use the other strategies within the tool, Jaguar is historically developed within the car industry so the transition to a new market wouldn’t be feasible due to the cost. There is ample opportunity to succeed in the current market by developing new products. 








Conclusion 

Jaguar finds itself in a crossroads in the midst of a pandemic. The citizens of the United Kingdom are very reluctant to spend money due to the uncertainty  over the economy. Being a manufacturer of luxury vehicles within this time may not be a beneficial position to be in. 

There are however many opportunities that management can take full advantage of by implementing a perfect strategy that compliments these. The company operates out of a very wealthy country and has maintained a very loyal customer base over the years. 

The importance of strategy has been discovered throughout this report and it is evident that a sufficient strategy can be the difference between success and failure for a company. However important the planning and research before devising a strategic plan is, the implementation of this strategy is by far the most important part of a managers role. Hitt.A et al (2017, P.56) highlights this issue, claiming that many strategies fail not because of poor formulation of the strategy but poor implementation of the strategy. Emphasising that the managers most important role is to get all stakeholders of the company on board with the strategy that has been formulated. 

Recommendations 

Morden.T (2007, P.14) describes strategic management as being concerned with the character and direction that the business is moving in. Stating it is concerned with where the business is now, and where is wants to be in the future.

It would therefore be recommended that Jaguar strive to create a cheaper and more widely accessible product as the luxury market can be very lucrative, it is undoubtedly better to be more diverse in terms of price and quality in times where sales are expected to be lower. Appealing to a wider audience will yield more sales in the long run and thus increase the potential profits of the company. This sits in line with the discoveries made when using the Ansoff Matrix tool, where it was unanimously decided the best strategy for Jaguar was to make new products in the existing market they operate in. This is a big change in direction for the company to make, however Smit et al (2018, P.55) states that success requires bigger moves than companies traditionally make and that big success requires even bigger changes in the strategy of the business. 

It is also recommended that Jaguar make supplying the best possible electric vehicles it can the main objective of its new strategy. Proctor.T (2014, P.268) says that a product can only be accused of offering the same product as competitors when it is truly ungeneric and identical. Therefore the opportunity is there for Jaguar to differentiate its product from its competitors in order to gain an advantage. The phasing out of fuel powered vehicles is slowly creeping up and it would be a great strategy to get ahead of the curve and position the company at the forefront of the electric vehicle industry. Jaguar (2021) states its current strategy as: 

“Reimagination of Jaguar as an all-electric luxury brand from 2025 to ‘realise its unique potential’”

This statement in my opinion should be changed to be a more inclusive statement that means Jaguar will produce more affordable product that can be purchased by a wider spectrum of the population.  Management should also look to delve into the world of vans and trucks, implementing this into the strategy would open up a whole new customer base to the company. Getting this done well in advance of the ban on anything but electric vehicles would be hugely beneficial to the company, it would allow them to gain a loyal customer base and be well trusted within the industry which will give them the edge over competitors in the future. Yin.N (2016,P.2) backs up this theory, stating enterprises should consider whether new products can be produced making full use of the advancements in technology, stating it is a comprehensive strategy that can be very successful for a company that implements the strategy.

Jaguar have shown signs that they intend to take advantage of the fully electric vehicle market. Vijatenthiran.V (2021) reported that Jaguar intend to make its full line-up of vehicles fully electric by the year 2025 that will introduce brand new models rather than redesigning current models. 

There has never been a more important time in history for managers to be very flexible in terms of the strategy that they implement. McKeown.M (2012, P.26) states that the over reliance on one particular approach or strategy is a dangerous road to go down and that it is vital to stay vigilant and adjust any strategy when appropriate to the environment the business is operating in. The ever changing landscape due to the pandemic has heightened the need for managers to stay vigilant. Being prepared for employees to have flexible working could become increasingly important so managers should make sure this is in position to roll out. The advancements in technology can also aid in this, car manufacturing is becoming increasingly technologically advanced, this technology should be at the forefront of managers minds when coming up with strategy in recent times and should be utilised efficiently. 
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