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Executive Summary
The purpose of this report is to critically evaluates Aston Martin's organisational change programme, focusing on its recent 20% workforce reduction aimed at improving financial performance. The analysis finds that the change was primarily driven by external economic pressures, including increased tariffs and declining global demand, as well as internal challenges, including high debt levels and limited innovation. 
The effectiveness of Aston Martin’s approach is assessed using Kotter’s Eight-Step Model and Lewin’s Three-Step Model. While the organisation successfully established a sense of urgency, the analysis highlights significant weaknesses in employee engagement, communication, and the development of a clear strategic vision. The top-down implementation of redundancies is identified as a reactive approach, prioritising short-term cost reduction over long-term organisational sustainability. 
Lewin’s Forcefield Analysis further demonstrates that strong resisting forces, particularly employee insecurity and loss of trust, may undermine the success of the change. Additionally, motivation theories suggest that redundancies negatively impact workforce morale and productivity. 
The report concludes that although the change was necessary, its execution lacked strategic depth. A more balanced approach, incorporating improved communication, employee involvement, and alternative cost-reduction strategies, is recommended to support sustainable organisational transformation.
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Aston Martin was founded in 1913 and is known for manufacturing sports and supercars. Today, it is a British icon synonymous with the James Bond brand and luxurious performance vehicles (Truett, 2022). Throughout its history, Aston Martin has struggled with financial performance. Recently, it was taken over by billionaire businessman Lawrence Stroll, who has attempted to reposition the business in the market and steady its financial performance (Aston Martin Lagonda, 2022). 
In 2024, Lawrence appointed Adrian Hallmark to serve as Chief Executive Officer (CEO). During Adrian's current tenure at Aston Martin, he has sought to reduce costs, improve product reliability, and diversify product options to maximise profit. With a focus on cost reduction, the recent introduction of redundancies has taken an aggressive approach to tackling this problem. These redundancies were intended to reduce the global workforce by 20% and save the business £40m annually (Lawson, 2026).
Following Aston Martin’s change programme, the effectiveness of its implementation has been analysed using various methods. Lewin’s Forcefield and Three-Step Model was used to evaluate Aston Martin’s change programme, also supported by Kotter’s Eight-Step Model. Lewin’s Forcefield Model was used to help identify possible driving and resisting forces, while Lewin’s Three-Step Model and Kotter’s Model was used to identify structure and effectiveness. Motivation theory is also discussed regarding how employees at Aston Martin may have felt during this period, and the effect it may have had on the business and productivity during the change process. 
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Organisational change is the process by which a company alters its structure, strategies, operations or culture in response to internal or external pressures. According to Mullins (2023), change is inevitable in modern-day organisations, often driven by competition, economics, or innovation. This implies organisations must change to keep up in the modern-day business environment, whether by responding to competitors’ innovations to stay competitive or by innovating to overcome competition (Mullins, 2023). 
The external pressure to initiate change at Aston came following United States President Donald Trump's administration imposing a 25% tariff on all vehicle and part imports to the United States. A 25% tariff would add roughly £45,000 to each vehicle, causing demand to decrease exponentially (Aston Martin Lagonda, 2026). This was reflected in end-of-year wholesale figures, which were around 10% lower than the previous year, costing the business £107m (Aston Martin Lagonda, 2026). This decline highlights Aston’s vulnerability to external economic shocks and reinforces the need for immediate change and business repositioning (Aston Martin Lagonda, 2026). 
Since January 2025, the Chinese market has seen a significant decline for Aston (Lawson, 2026). In the past, China was a historically strong market for Aston, with a model produced solely for sale in China. In recent years, China has been ahead of the market for innovation and development into electric vehicle technology, a likely cause of the declining performance (Liang, 2025). But this is something Aston has been lacking since its investment into electrification in 2018 (Aston Martin Lagonda, 2018). These external pressures to innovate are likely exerting pressure on Aston Martin to adopt new technology and adapt to the modern market of vehicle manufacturing, leading to an urgent need for change (Anning-Dorson, 2017). 
Aston Martin's history is marked by instability and change, with the business being bought and sold multiple times, leading to frequent leadership and KPI changes. A study by Ngotngawong (2014) stated that employees happy with leadership had less resistance to change. Whereas those who weren’t happy faced uncertainty, stress and reduced productivity during change. For Aston, its history or frequent leadership changes are likely to have caused regular changes in business direction and, therefore, a possible lack of trust from its employee for vision and proposed change. 
Aston Martin also faces a chronic debt problem, with end-of-year 2025 debt of £1,380m, demonstrating a strong need for cost restructuring through workforce reduction and culture change (Aston Martin Lagonda, 2026). For these reasons, Adrian Hallmark announced the 20% global redundancies. While these pressures justify the need for change, the reliance on redundancies suggests a reactive rather than a strategic and proactive approach to organisational transformation.
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Kurt Lewin's Forcefield Theory was developed in the 1951 book “Field Theory in Social Science” (Lewin, 1951). In organisations today, it can be helpful to identify the driving and resistive forces that keep the organisation in a state of quasi-equilibrium, so the business can move forward in addressing them (Burnes and Bargal, 2017). 
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[bookmark: _Toc228013017]Figure 1: Lewin's Forcefield Theory Applied to Aston Martin's Redundancy Programme (Lewin, 1951)
The forcefield analysis shows that Aston Martin’s driving forces are predominantly financial and externally driven. Declining sales, increased product costs due to tariffs, and significant debt have created intense pressure for urgent cost reduction and stability, leaving redundancies as a viable short-term response. There are also significant resisting forces, mainly from employee response. Redundancies will lead to high levels of job insecurity, low morale, and the loss of skilled workers (Oreg, 2006). The resisting forces are exacerbated by the fact that the business has a history of relying on redundancies, and therefore, may contribute to further reduced trust in its vision. Despite strong drivers for change, the resisting forces may significantly limit the effectiveness of this programme, and the imbalance indicates that these forces need urgent addressing to ensure the workforce continues to align with the organisation. Failure to address these will lead to a lack of employee engagement in the proposed change causing further decreases in productivity and motivation (Burnes, 2024). In an industry reliant on innovation and technical expertise, retaining knowledge and skill is imperative to long-term planning and organisational success. 
Although (Galli, 2018) argues Lewin’s model is effective, it is argued that today’s model is oversimplified compared to Lewin’s original model, and therefore, it lacks rigour (Burnes and Cooke, 2013). This limits Aston Martin’s use of the model, as the culture and employee attitudes are particularly complex to deal with when discussing such a high-level change, such as redundancies, where employee emotions and reactions are unpredictable, as argued by (Hussain et al., 2018).
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Lewin’s Three-Step Change Model, developed by Kurt Lewin in the 1950s, provides a foundational framework for understanding organisational change through the stages of unfreezing, moving, and refreezing (Lewin, 1951). The unfreezing stage requires increasing driving forces while reducing resisting forces, as identified through forcefield analysis, to disrupt existing behaviours and cultural norms. The moving stage focuses on implementing change, and the refreezing stage aims to stabilise and embed new processes. Kotter’s Eight-Step Model complements Lewin’s approach by offering a more detailed, leadership-driven framework for large-scale change, beginning with creating urgency and progressing through vision, engagement, and institutionalisation (Kotter, 2022).
Despite their widespread use, both models face limitations when applied to complex organisational contexts. Where Mullins (2023) states both models are relevant, Hussain et al., (2018) and (Galli, 2018) state Lewin’s model has been criticised for oversimplifying change and assuming it occurs in linear stages. This presents challenges for Aston Martin, which must manage redundancies alongside ongoing production demands, employee motivation, and strategic planning. Similarly, according to Ramasamy (2017) and Pollack and Pollack (2015), Kotter’s model has been criticised for its linear and top-down orientation, which may not reflect the dynamic and unpredictable nature of organisational change. In Aston Martin’s case, these limitations are evident as change was implemented rapidly under economic pressure, reducing opportunities for adaptation and employee involvement.
Aston Martin’s redundancy programme demonstrates alignment with Lewin’s unfreezing stage and Kotter’s first step of creating urgency. Economic pressures generated a strong justification for change, increasing driving forces and immediate action by senior leadership. However, both models emphasise the importance of addressing and minimising resistance alongside urgency (Kotter, 2022; Lewin, 1951). While urgency was clearly established, Aston Martin appears to have given insufficient attention to reducing resisting forces, particularly employee concerns. According to Cummings, Bridgman and Brown (2016) Lewin’s model highlights that failure to manage resistance weakens the unfreezing process, while Kotter’s model suggests that urgency without trust or engagement can lead to longer-term resistance and loss of commitment (Galli, 2018). Aston should ensure communication is started early in an attempt to articulate the change outcomes clearly to reduce resistance. This could be done with employee forums or Q&As, without this resistance is inevitable and change will be less effective (Cassidy and Kreitner, 2013).
The implementation of change corresponds to Lewin’s moving stage and Kotter’s emphasis on forming coalitions and communicating vision. At Aston Martin, decision-making was largely top-down, suggesting employees were informed rather than consulted. While this approach supported rapid implementation, it conflicts with Kotter’s second step, which emphasises the importance of building a guiding coalition across hierarchical levels to enable shared ownership of change (Kotter, 2022). According to Pollack and Pollack (2015), without meaningful employee participation, departmental needs may be overlooked, increasing resistance once change is implemented. Lewin’s model similarly implies that unresolved resistance during movement undermines the likelihood of successful refreezing (Burnes, 2024). For Aston, due to the lack of participation, certain employee’s needs may not be met, and employees will not buy into the vision leading to poorly implemented change and reduced productivity. Aston should ensure a group involving employees form all levels of hierarchy are gathered and consulted on possible change, aligning closer with Lewin and Kotter’s early stages, to ensure all employees have their needs and wants met as best as possible to (Kotter, 2022). This will limit impact on operations and supports employees buy-in to change and vision. 
The absence of a clearly articulated long-term strategic vision from Aston further weakens alignment with both models. Kotter’s third step requires a compelling vision to guide and sustain change, while Lewin’s refreezing stage depends on clarity and stability to embed new behaviours. Redundancies, as noted by  (Gandolfi, 2008), are typically reactive and short-term responses to economic pressure. While Aston Martin’s programme may reduce costs and support short-term stability, as mentioned by Oreg (2006) and Astrachan (2004) it risks failing to address deeper structural inefficiencies or cultural challenges and losing key skill and knowledge within the organisation. Overreliance on redundancies may therefore undermine the refreezing process by preventing the development of a stable and trusted organisational direction. Rees and Rumbles (2012) state that constant and fast organisational change leads to organisational burnout, where productivity reduces as employees feel frustrated with insufficient reward and high workload, something Aston ought to avoid ensuring operations continue. Aston should consider alternative re-structure programmes such as re-skilling or re-deployment in an attempt right size the business going forward without impacting skill or knowledge retention. This will support the businesses needs to innovate and progress with in vision.
Kotter’s fourth step of enlisting a volunteer workforce also presents challenges in this context. Limited employee engagement in earlier stages, combined with a short-term change focus, makes it difficult to foster trust and shared commitment (Appelbaum et al., 2012). Lewin’s model similarly suggests that without employee buy-in, new behaviours are unlikely to be consolidated (Cummings, Bridgman and Brown, 2016). (Yukl and Gardner, 2020) highlights that organisations lacking a clear and credible vision often experience low motivation, reduced innovation, and high turnover, conditions that are incompatible with successful refreezing or sustained change acceleration.
The latter stages of Kotter’s model emphasise removing barriers, generating short-term wins, sustaining momentum, and embedding change. However, redundancies are unlikely to be perceived as “wins” by employees, limiting their motivating effect and making acceleration difficult due to resistance. According to Cassidy & Kreitner (2013) and Mullins (2023), resistance may arise at both individual and organisational levels due to fear, uncertainty, and disrupted social structures. Lewin’s refreezing stage is similarly compromised when employees lack confidence in future stability. This highlights a shared limitation of both models when applied to redundancy-led change, where positive reinforcement and visible progress are difficult to achieve (Ramasamy, 2017).
Finally, change success depends on organisational learning for effective long-term change (Reitano, 2024). Aston Martin’s repeated use of redundancies and frequent leadership changes suggest limited learning from previous change initiatives, weakening trust and undermining credibility (Oreg, 2006). These challenges reinforce criticisms that Kotter’s model lacks practical guidance and that Lewin’s model underestimates complexity (Galli, 2018), leading to Arnold (2018) to propose a revised framework suited to modern organisations in his Five-Step Model.

[bookmark: _Toc229333111]Employee Motivation and Leadership Styles
Motivation holds significant power in the role of organisations. According to Mullins (2023), “The more highly motivated the workforce, the more likely success of the organisation”. Maslow’s (1943) hierarchy of needs theory states there are eight innate needs divided across 5 main levels to which people are motivated by, and these needs change throughout different stages of their lives. 
Looking at Herzberg’s two-factor theory, Herzberg (1959) states that job satisfaction and dissatisfaction are independent and are driven by different factors. According to Herzberg (1959), intrinsic motivators cause satisfaction and high performance, while extrinsic hygiene factors prevent dissatisfaction but do not motivate the workforce. Mullins (2023) lists some hygiene factors as salary, job security, and quality of supervision and some motivational factors such as sense of achievement, nature of work, and recognition. 
In Aston Martin’s case, you can see how motivation will be heavily affected when applying either theory, with the greatest affected factor being the employees' job security. In Maslow’s (1943) theory, security is only on the second level above food, water and housing. And using Herzberg’s theory, security is a dissatisfying factor, where any dissatisfaction affects motivation (Herzberg, 1959). Therefore, you can see the difficulty that Aston Martin faces with the justified changes needed to be brought forward, opposing major motivators and satisfiers to employees. The effect of this is that all employees temporarily will be un-motivated, according to Astrachan (2004) anxiety is created immediately following the accountment of redundancies. Similarly, Rees and Rumbles (2012) highlight the extent to which organisational stress effects productivity and employees work and home lives, further reducing motivation. Astons challenge is to ensure the workforce is productive enough to operate the business continually throughout this anxious period of redundancies. 
Both factors have been criticised in their own regard. According to (Buckler, 2025), Maslow’s theory is criticised for its rigid structure of needs, as in reality, people's needs are in different orders, and it’s the manager’s role to recognise this order to motivate the employees. Similarly, (Cassidy and Kreitner, 2013) also states that Herzberg’s theory is criticised due to its limited applicability to a wide range of job roles. His theory is more suitable for jobs where workers tend to already have low motivation and do not do the work for pure enjoyment of it, therefore, making hygiene factors a greater contributor to their satisfaction (Mullins, 2023). Despite this, both theories are still widely used today and regarded as suitable and accurate guidelines for content theories (Ihensekien and Joel, 2023). 
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In conclusion, Aston Martin’s change programme was justified, given the economic pressures that faced the business and the internal pressures to innovate. A redundancy programme is certainly an effective way of reducing costs and giving the business immediate short-term financial gain (Gandolfi, 2008). However, it could imply the business has a short-sighted vision, lacks a plan, and given the pressure on the business to reposition to electrification, this may halt its effectiveness. A redundancy programme at this stage risks losing skilled employees and technical information in the business Oreg (2006).
Aston Martin's management of change was managed well in certain aspects when compared to tested models, such as creating urgency for change and utilising driving factors for change. On the other hand, Aston did not effectively communicate its vision throughout the organisation, especially considering its redundancies in recent years, leading employees to possibly feel distrusting and disengaged (Astrachan, 2004). 
There is justification that both Kotter’s and Lewin’s models are not entirely helpful for large-scale top-down change processes, such as those that Aston faces (Galli, 2018). Due to the rigid and sequential pattern that’s present in both models, it limits their applicability to large-scale organisations and complex change processes such as redundancies (Cummings, Bridgman and Brown, 2016; Pollack and Pollack, 2015). Neither model considers the complicated employee emotions or motivations, or the need for sustained operations during the period of change (Burnes and Cooke, 2013; Hussain et al., 2018). 
In the best case, a mix of the three models would be ideal when handling a change such as Aston Martin’s programme, integrating Kotter’s steps into certain stages of Lewin’s model. Using Lewin’s forcefield theory to identify driving and resisting forces will support the business in tackling the most important forces necessary to ensure change is implemented without resistance (Lewin, 1951). Utilising Kotter’s steps to track growth throughout change and ensuring the business can support the workforce at certain stages enables the organisation to sustain communication, motivation, and acceleration (Kotter, 2022). Lewin’s change model will also enable the organisation to ensure that the correct drivers have been applied, and resistive forces removed or limited before implementing the next stage of change, enabling continued acceleration and employees who feel supported, motivated and secure in believing in the organisation's vision (Burnes, 2024). 
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