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Executive Summary
The global automotive manufacturing sector is experiencing an unprecedented structural realignment, driven by the convergence of electromobility, stringent sustainability mandates, and the technological disruptions of the Fourth Industrial Revolution (Industry 4.0). For Grupo Antolin, a premier Tier One supplier of automotive interiors, maintaining a sustained competitive advantage necessitates the urgent digital transformation of its global operations. This report presents a comprehensive, critically evaluated strategic change management plan specifically tailored for Grupo Antolin’s Barton-under-Needwood facility in Staffordshire, United Kingdom. Having recently expanded into a 113,000-square-foot facility to service highly demanding Original Equipment Manufacturers (OEMs) such as Jaguar Land Rover (JLR) and Toyota, the Barton plant represents a critical node in the company's European supply chain.
The primary trigger for this strategic change is the implementation of the Antolin Industrial System (AIS) and the Smart Way2Cloud architecture, components of the corporate 2024-2026 Transformation Plan. Through rigorous environmental scanning—utilising PESTLE, Porter’s Five Forces, and SWOT frameworks—this analysis establishes the macro-environmental urgency for digitalisation, particularly regarding the UK’s Zero Emissions Vehicle (ZEV) mandate and intensified global cost competition. To navigate the human complexities of this technological overhaul, the report critically evaluates established change management frameworks. A hybrid model integrating Kotter’s eight-step macro-organisational process and Hiatt’s micro-level ADKAR framework is justified as the optimal vehicle for implementation. Furthermore, the report applies Bass’s Transformational Leadership theory and Schein’s organisational culture model to address workforce resistance, mitigate operational risks, and embed continuous, data-driven routines into the fabric of the Staffordshire facility. The resulting strategic plan offers a financially viable, ethically sound, and sustainable roadmap for securing the Barton facility’s long-term profitability and operational excellence.
[bookmark: _Toc1148143224]1. Introduction to the Organisation
Grupo Antolin originated in the 1950s as a modest mechanics workshop in Burgos, Spain, and has subsequently evolved into one of the world's most dominant multinational suppliers of automotive interior technology. Currently employing more than 20,000 professionals across 23 countries, the firm equips nine of the ten best-selling vehicles globally, maintaining market leadership in the design and manufacture of headliners, door panels, lighting components, and complex instrument panels (Grupo Antolin, 2024, p. 8). Despite its vast multinational scale, the organisation retains the ethos of a family business, placing significant emphasis on talent development, stakeholder relationships, and long-term sustainability (Grupo Antolin, 2021).
The rationale for selecting the Barton-under-Needwood facility in Staffordshire for this strategic change report lies in its critical operational context and recent exponential growth. Having relocated from Bristol in 2006, the Barton plant reached full manufacturing capacity and recently secured a 15-year lease on an expanded 113,000-square-foot, purpose-built site at St Modwen’s Barton Business Park (Machinery Market, 2024). The facility operates in a high-pressure, just-in-time environment, supplying Tier One components to Toyota since 2006 and Jaguar Land Rover since 2015, for which it holds the prestigious JLRQ quality accreditation (Machinery Market, 2024).
Currently, Grupo Antolin is executing a comprehensive 2024-2026 Transformation Plan aimed at securing technological leadership in the era of the Software-Defined Vehicle (SDV). Central to this mandate is the Antolin Industrial System (AIS), a standardized, highly digitized production model designed to replace legacy systems with a 360-degree view of industrial operations (Grupo Antolin, 2024, p. 12). The AIS relies heavily on the integration of the Internet of Things (IoT), artificial intelligence (AI) for predictive maintenance, and mobile robotics, supported by a migration to cloud-based SAP management tools under the 'Smart Way2Cloud' initiative (Grupo Antolin, 2024). For the Barton facility, the rapid absorption and operationalisation of the AIS is not merely an IT upgrade; it is an existential imperative. The facility must transition its legacy workforce towards data-driven routines, overcoming deep-seated cultural resistance to automation, to meet the unrelenting quality and cost-efficiency demands of its OEM partners.
[bookmark: _Toc2029248421]2. Environmental and Organisational Analysis
To architect an effective change management strategy, a robust diagnostic evaluation of both the external macroeconomic environment and the internal organisational architecture is required. The critical application of these analytical tools ensures that the proposed change plan addresses genuine structural threats rather than transient market fluctuations.


[bookmark: _Toc1125462005]2.1 External Environment Analysis
PESTLE Analysis 
The application of the PESTLE framework is critical for this report because the automotive sector is disproportionately vulnerable to macro-environmental legislative and economic shocks (Bismark et al., 2018, p. 95). By systematically categorising these forces, the Barton facility can proactively align its digital transformation with overarching global trends.
Critical Analysis and Implications for Grupo Antolin Barton
Political: Post-Brexit trade frictions and shifting tariff policies (including US-China-EU trade dynamics) severely impact cross-border supply chains for electronic components (SMMT, 2024). The UK Government's regulatory push towards electrification places immense pressure on OEMs, trickling down to Tier One suppliers who must adapt their interior modules for new EV platforms.
Economic: The global automotive market is constrained by high interest rates, inflation, and a severe price war initiated by Chinese EV manufacturers such as BYD (Insight Forward, 2024). To protect profit margins, the Barton facility must achieve the 10-20% productivity increases associated with Industry 4.0 automation (KPMG, 2016, p. 12).
Sociocultural: Consumers increasingly demand sustainable, highly connected 'smart' vehicle interiors (Grupo Antolin, 2024). Simultaneously, the manufacturing sector faces an acute skills shortage. The transition from manual assembly to operating complex cyber-physical systems requires profound workforce upskilling in Staffordshire (Ul, 2024).
Technological: The Fourth Industrial Revolution (Industry 4.0) fundamentally disrupts traditional manufacturing through IoT, cloud computing, continuous sensing technologies, and AI-driven quality assurance (Vial, 2019, p. 121; Eaton, 2024). Grupo Antolin's AIS is a direct technological response to this paradigm shift.
Legal: Stringent health and safety standards, combined with evolving data privacy laws (e.g., GDPR) concerning connected vehicles and factory data spaces (like the ESPADIN project), dictate rigorous compliance within the new digital architecture (Grupo Antolin, 2024; Matrix BCG, 2024).
Environmental: The industry is aggressively pivoting towards decarbonization. Grupo Antolin is committed to achieving carbon neutrality by 2050 and reducing CO₂ emissions by 30% by 2028 (Grupo Antolin, 2021). The Barton plant must utilize digital tracking to minimize energy consumption and integrate sustainable materials like persiSKIN AUTO®.
Porter’s Five Forces
Porter’s (2008) framework is vital for assessing the competitive intensity and micro-economic power dynamics that dictate industry profitability, highlighting why operational agility through digital transformation is essential for the Barton plant's survival.
Bargaining Power of Buyers (High): Global OEMs like JLR and Toyota possess immense negotiating power, demanding continuous cost reductions and zero-defect quality standards. The Barton facility must leverage the AIS to absorb inflation without passing costs to these powerful buyers.
Bargaining Power of Suppliers (Moderate): While traditional raw materials are commoditised, the shift towards smart interiors increases reliance on niche semiconductor and technology suppliers, who currently hold significant pricing power due to global shortages.
Threat of New Entrants (Low-Moderate): Capital intensity and the necessity for rigorous certifications (e.g., JLRQ) create high barriers to entry. However, non-traditional technology firms are increasingly entering the automotive interior software space.
Threat of Substitutes (Low): Physical interiors cannot be substituted, though their nature is evolving from mechanical to digital interfaces.
Industry Rivalry (Very High): The Tier One supply market is aggressively competitive. Rivals continuously innovate to secure OEM contracts. Industry 4.0 adoption is the primary differentiator for achieving superior operational efficiency (Frank, Dalenogare and Ayala, 2019, p. 17).
[bookmark: _Toc609020928]2.2 Internal Environment Analysis
SWOT Analysis
A SWOT analysis is critical as it bridges the internal realities of the Barton facility with the external environment, establishing the precise business case for the proposed digital intervention.
	Strengths (Internal)
	Weaknesses (Internal)

	• Prestigious JLRQ accreditation and long-standing Toyota relationships.

• New 113,000 sq ft facility enabling physical space for automation.

• Strong corporate backing (€118.2m annual R&D spend).
	• Legacy workforce potentially resistant to new digital routines.

• Potential short-term operational disruption during the migration to SAP Smart Way2Cloud.

	Opportunities (External)
	Threats (External)

	• Integration of IoT predictive maintenance to drastically reduce machine downtime.

• AI-driven energy management to achieve corporate carbon reduction goals.

• Upskilling the local Staffordshire workforce.
	• Intense OEM pressure to absorb supply chain inflation.

• Geopolitical supply chain bottlenecks for electronic components.

• Aggressive global competition driving down profit margins.



The Resource-Based View (VRIO Framework) 
The Resource-Based View (RBV) posits that sustained competitive advantage is derived from internal resources. Evaluating these resources using the VRIO framework (Valuable, Rare, Inimitable, and Organizationally Leveraged) determines if they provide a temporary or sustained edge (Barney, 1991, p. 101). Historically, the Barton plant's advantage relied on physical proximity to OEMs and traditional assembly tooling. However, physical assets are easily replicated in the modern era. Through the VRIO lens, the true strategic value lies in how the facility manages data and human talent.
	Selected Resource
	Valuable?
	Rare?
	Inimitable?
	Organizationally Leveraged?
	Competitive Implication

	Proprietary IoT Manufacturing Data
	Yes (Identifies defects early)
	Yes (Specific to Barton's layout)
	Yes (Cannot be legally copied)
	Yes (Through the AIS architecture)
	Sustained Competitive Advantage

	Specialised Technical Workforce
	Yes (Drives daily operations)
	No (Skills exist industry-wide)
	No (Competitors can poach staff)
	Yes (Empowered by new digital tools)
	Competitive Parity (Must upskill to maintain edge)


Crucially, raw data alone is only a potential asset. The critical "O" (Organizationally Leveraged) means the firm actually makes use of its resources in a connected and systematic way. Grupo Antolin leverages this data systematically through the new Antolin Industrial System (AIS), which actively turns raw sensor readings into predictive maintenance alerts, directly improving product quality and reducing energy usage to meet corporate targets.
[bookmark: _Toc613713766]2.3 Triggers for Change
The urgency for change at the Barton facility is triggered by a convergence of digital disruption, AI integration, and shifting competitive baselines. As automotive retail increasingly moves online, the traditional dealership buffer is shrinking, forcing supply chains to become highly responsive to direct consumer demands for bespoke, digitally integrated vehicles. Furthermore, the rapid advancement of Artificial Intelligence in manufacturing (Machine Vision for quality inspection, autonomous intralogistics robots) means that competitors are already achieving exponential leaps in efficiency (Eaton, 2024). To remain a preferred supplier for JLR and Toyota, the Barton facility must abandon manual, paper-based tracking in favor of the connected, data-driven architecture of the Antolin Industrial System.
[bookmark: _Toc1766146735]3. Review and Evaluation of Change Management Models
The deployment of cyber-physical systems is rarely hindered by technological failure; rather, it fails due to human resistance and poor organizational alignment. As documented in scholarly literature, a significant majority of digital transformation initiatives fail to realize their intended benefits due to inadequate change management (Bordeleau and Felden, 2019). It is therefore critical to evaluate established change frameworks to guide the Barton facility’s transition.
[bookmark: _Toc83567062]3.1 Lewin’s 3-Step Change Model (1947)
According to Lewin (1947), organisational change management can be broken down into three fundamental stages: Unfreeze, Change, and Refreeze. At the Barton plant, 'Unfreezing' involves demonstrating to the workforce that old manual ways of tracking inventory are no longer viable. The 'Change' phase is the physical installation of the new digital tablets. 'Refreezing' aims to lock these new behaviours into daily routines (Cameron and Green, 2019, p. 115).
While some researchers maintain that Lewin's model offers a strong foundational framework to understand how habits are broken, others question the usefulness of its rigid stages in highly dynamic environments. One limitation of this previous research is the assumption that a static "refrozen" state is desirable. In the same vein, Hayes (2014) notes that in continuous agile environments like Industry 4.0, a "refrozen" state is obsolete and potentially harmful to long-term adaptability.
[bookmark: _Toc1773371690]3.2 Kotter’s 8-Step Process for Leading Change (1996)
In a seminal study by Kotter (1996), an eight-step process was proposed for managing large-scale organisational shifts. It prescribes a top-down sequence: (1) Establish urgency, (2) Create a guiding coalition, (3) Develop a vision, (4) Communicate it, (5) Empower action, (6) Generate short-term wins, (7) Consolidate gains, and (8) Anchor in culture.
Kotter’s framework is exceptionally potent for the senior leadership at the Barton facility. It provides a structured roadmap for directors to mobilise funding and prove the system works with quick wins. However, through a qualitative review of literature, Appelbaum et al. (2012) concluded that Kotter's model derives its popularity more from its direct format than from scientific consensus. Evaluating this previous research reveals that Kotter's study suffers from a severe top-down bias. It focuses heavily on what leaders must do, often neglecting the emotional and practical struggles of the individual factory worker whose job is changing on the floor.
[bookmark: _Toc1345417894]3.3 The Prosci ADKAR Model (Hiatt, 2006)
Developed by Jeff Hiatt (2006, p. 18), the ADKAR model is a people-centric framework that focuses entirely on the individual employee's journey. It argues that change only succeeds if every person achieves five outcomes: Awareness, Desire, Knowledge, Ability, and Reinforcement.
Unlike Kotter, Hiatt (2006) found that successful adoption requires granular, actionable focus at the individual level. For example, a Barton assembly line worker might understand why the new AIS tablet is needed (Awareness) but lacks the technical typing speed to use it without falling behind on the assembly line (Ability). ADKAR allows line managers to pinpoint this exact problem and provide practical coaching, directly managing resistance at the human level.
[bookmark: _Toc1498205562]3.4 The McKinsey 7S Framework (Peters and Waterman, 1982)
The McKinsey 7S framework evaluates organisational alignment across seven interdependent elements: Strategy, Structure, Systems, Shared Values, Style, Staff, and Skills (Peters and Waterman, 1982).
| The McKinsey 7S Alignment Framework |
| |
| HARD ELEMENTS                       SOFT ELEMENTS |
| -------------                                                    ------------- |
| • Strategy                                                        • Skills |
| • Structure      < Shared Values > •    Style (Leadership) |
| • Systems                                                         • Staff |
+-------------------------------------------------------------+
Figure 1: Visual representation of the interconnected 7S model.
Ordinarily, McKinsey 7S is a strategic analysis tool, not a step-by-step change management model. However, in the context of Industry 4.0, strategy and change are inextricably linked. The fundamental lesson of the 7S model is that these elements are an ecosystem; changing one requires changing the others. If the Barton facility alters its technical 'Systems' (by installing new AI-driven quality sensors), this strategic change will inevitably fail unless the 'Skills' of the workforce and the 'Style' of leadership are synchronously updated to support it. It serves as a vital diagnostic checklist to ensure the change strategy is cohesive.
[bookmark: _Toc1316738698]3.5 Justification of the Selected Hybrid Approach
While many studies have focused on single frameworks, few have explored how a singular model is largely insufficient for a complex Industry 4.0 transformation. A single model might focus too heavily on the executives (like Kotter) or too heavily on the individual (like ADKAR), creating a disconnect between the boardroom and the shop floor.
In light of these previous findings, this study will adopt a hybrid change framework tailored to the Barton facility. This paper builds on Kotter’s approach by using his 8-Step process as the overarching architectural plan to manage budgets and communicate the vision. However, embedded within Kotter’s execution phases is Hiatt’s ADKAR model. While directors manage the Kotter steps, line supervisors will use ADKAR to ensure individual factory operators are actually comfortable swiping the new touchscreens. Overall, previous research suggests that combining these models provides the highest probability of success.
[bookmark: _Toc812201561]4. Leadership and Organizational Culture in Change
Technological architecture is inherently inert without human activation. The ultimate success of the Barton facility's digital transformation relies fundamentally on the prevailing leadership paradigms and the deeply embedded cultural assumptions of the Staffordshire workforce.
[bookmark: _Toc124258040]4.1 Leadership Styles and their Impact on Change
The uncertainty generated by Industry 4.0 automation frequently triggers acute anxiety amongst manufacturing personnel, primarily concerning job displacement and technological obsolescence (Ul, 2024). Navigating this psychological resistance requires a deliberate departure from traditional, autocratic supervision.
Some authors have mainly been interested in questions concerning Transactional Leadership, which operates on management-by-exception and contingent rewards to maintain strict adherence to established protocols. While some researchers have found this effective for maintaining legacy assembly line output, others argue that this style severely stifles the innovation and adaptive problem-solving required to implement novel cyber-physical systems.
Instead, this report prioritises Transformational Leadership (Bass, 1985, p. 29). Unlike transactional leaders, Bass posits that transformational leaders act as authentic role models who actively participate in the change process. This style is defined by four core dimensions:
1. Idealized Influence: Leaders act as authentic role models, actively participating in AIS training to build trust.
2. Inspirational Motivation: Articulating a compelling vision of the "Factory of the Future," illustrating how data-driven routines secure the plant's long-term viability and Toyota/JLR contracts.
3. Intellectual Stimulation: Encouraging shop-floor operators to question legacy inefficiencies and utilize new data dashboards for autonomous problem-solving.
4. Individualized Consideration: Recognizing that varying demographics within the Barton workforce possess different levels of digital literacy, requiring bespoke mentorship and emotional support.
Supporting this view, Amor, Vázquez and Faíña (2020) write that within the automotive sector, Transformational Leadership drastically reduces employee resistance and builds deep commitment to new technological training.
[bookmark: _Toc2129541946]4.2 Organizational Culture
Much of the available literature on culture deals with the visible artifacts of an organisation. However, Schein (2017) is much more concerned with underlying psychological factors. This report applies his tripartite model to explain how assumptions can either support or block data-driven routines:
1. Artifacts: The visible structures and processes. At Barton, these will shift from paper clipboards to ubiquitous digital screens.
2. Espoused Values: The stated corporate philosophies. Grupo Antolin champions "Talent and Commitment" and operational excellence (Grupo Antolin, 2024).

3. Basic Underlying Assumptions: The unconscious beliefs that actually dictate behaviour. If the underlying assumption on the shop floor is that 'management uses data solely to punish mistakes', employees will deliberately manipulate or resist the new digital reporting tools, regardless of the espoused values.
Furthermore, integrating Charles Handy’s (1993) cultural typologies, the Barton plant must transition from a rigid Role Culture (where authority is dictated by job title and strict job descriptions) to a dynamic Task Culture (where cross-functional teams organically form around specific data-driven problems, prioritizing expertise over hierarchy). Finally, Hofstede’s (2011) cultural dimensions highlight the necessity for the Spanish parent company to adapt its rollout strategy to the UK context, ensuring that Power Distance expectations and Uncertainty Avoidance levels are respectfully managed within the Staffordshire workforce.
[bookmark: _Toc2912429]5. Proposed Strategic Change Management Plan
Synthesizing the environmental analyses, the hybrid Kotter-ADKAR framework, and transformational leadership imperatives, the following strategic plan operationalises the digital transformation at the Barton-under-Needwood facility.
[bookmark: _Toc158763051]5.1 Change Vision and Objectives
Vision: To evolve the Barton facility into a fully integrated, data-driven "Factory of the Future," leveraging the Antolin Industrial System (AIS) to achieve unparalleled operational excellence, zero defects, and absolute carbon efficiency, thereby securing our position as the premier partner for global OEMs. 
Primary Objectives:
1. Achieve 100% migration to the Smart Way2Cloud SAP infrastructure within 12 months.
2. Deploy IoT continuous sensing technology across all core assembly lines to reduce quality defect rates to zero.
3. Reduce overall facility energy consumption by 15% through the implementation of AI-driven Smart Energy routines.


[bookmark: _Toc490892619]5.2 Stakeholder Analysis
A Power/Interest matrix is utilized to identify and manage critical stakeholders.
	Stakeholder Group
	Power / Interest
	Management Strategy

	Barton Facility Directors
	High / High
	Manage Closely: Require daily dashboards, Kotter guiding coalition leadership.

	OEMs (JLR, Toyota)
	High / High
	Manage Closely: Transparent reporting on quality metrics to ensure JLRQ compliance during transition.

	Shop-Floor Operators
	High / Low (initially)
	Keep Satisfied & Engaged: Apply ADKAR methodologies. Crucial for operationalizing the technology.

	IT & OT Specialists
	Low / High
	Keep Informed: Empower through Task Culture to bridge legacy systems and new cloud architecture.




[bookmark: _Toc1300046194]5.3 Implementation Framework (Hybrid Kotter & ADKAR)
KOTTER (Macro-Organizational) ADKAR (Micro-Individual) ACTION AT BARTON FACILITY

1. Establish Urgency ---> AWARENESS ---> Townhalls detailing OEM pressures.
2. Guiding Coalition ---> DESIRE ---> Select digital champions on shop floor.
3. Develop Vision & Strategy
4. Communicate the Vision ---> KNOWLEDGE ---> Translate strategy into daily operational relevance.
5. Empower Action ---> ABILITY ---> On-the-job training with new SAP/IoT tablets.
6. Short-term Wins ---> REINFORCEMENT ---> Celebrate first energy drop or defect prevention.
7. Consolidate Gains
8. Anchor in Culture ---> (Shift in Schein's Assumptions)-> Digital fluency becomes the new norm. 
Source: Adapted from Kotter (1996) and Hiatt (2006) for the manufacturing context.
Phase 1: Preparation and Unfreezing (Months 1-3)
Leadership will cultivate Awareness by transparently sharing market realities, explaining that the transition to EV modular interiors requires absolute data precision. A guiding coalition of transformational leaders and respected line operators (digital champions) will be established to foster authentic Desire for the change, highlighting the reduction of physically strenuous and repetitive administrative tasks.
Phase 2: Execution and Empowerment (Months 4-9)
The physical implementation of AIS and mobile robots occurs. Training modules will be executed to build knowledge. Crucially, supervisors will provide individualized consideration to ensure theoretical knowledge translates into physical ability on the line. Legacy paper-based systems will be formally decommissioned to prevent regression.


Phase 3: Reinforcement and Refreezing (Months 10-12) 
[bookmark: _Int_twPiBn3N]To shift Schein’s underlying assumptions, management must engineer and heavily publicize short-term wins. When the new AI vision system catches a micro-defect before it reaches Toyota, the team responsible must be visibly rewarded. This continuous reinforcement ensures that data-driven routines become embedded in the cultural DNA.
[bookmark: _Toc1249107675]5.4 Communication Plan
Communication must be multi-directional, transparent, and continuous.
Executive Briefings: Monthly strategic updates to JLR and Toyota regarding digital integration milestones to secure buyer confidence.
Town Hall Meetings: Bi-weekly facility-wide addresses by the General Manager to reinforce the vision and dispel rumors regarding job redundancies.
Toolbox Talks: Daily shift-start huddles led by line supervisors to address immediate technical hurdles (ADKAR Ability checks) and gather grassroots feedback.
[bookmark: _Toc1757930576]5.5 Financial and Resource Plan
While specific local budgets are proprietary, the intervention is funded under Grupo Antolin’s €118.20 million global R&D and innovation allocation (Grupo Antolin, 2024).
Capital Expenditure (CapEx): Procurement of IoT sensors, mobile robotics (AGVs), and server upgrades for cloud migration.
Operational Expenditure (OpEx): Software licensing (SAP), extensive staff training hours (budgeting for a temporary 5% drop in productivity during the learning curve), and change management consultancy support.
Resource Allocation: Reallocation of select engineering staff to form a dedicated IT/OT integration task force for 12 months.

[bookmark: _Toc1282546008]5.6 Risk Assessment and Mitigation



	Risk Event
	Likelihood
	Impact
	Mitigation Strategy

	Workforce Resistance / Strike
	Moderate
	Severe
	Early union engagement; transparent communication that automation enhances job security by retaining OEM contracts; robust ADKAR desire-building.

	Production Downtime during IT Migration
	High
	Severe
	Phased rollout of Smart Way2Cloud during scheduled maintenance shutdown periods; parallel running of legacy systems for 14 days.

	Cybersecurity Breach (IoT interception)
	Low
	Severe
	Implementation of edge-computing security protocols and strict adherence to ESPADIN data space regulations.

	Skills Gap in Data Analytics
	High
	Moderate
	Partnership with local Staffordshire educational institutions for targeted upskilling; intensive internal mentorship programs.





[bookmark: _Toc1641463939]5.7 Evaluation and KPIs
To objectively evaluate the success of the change management plan, specific Key Performance Indicators (KPIs) will be monitored via the new digital dashboards:
1. Adoption Metrics: 100% of operators successfully logged into and actively utilized the AIS interface within 60 days of launch.
2. Quality Metrics: Achievement of zero critical defect pass-throughs to OEMs for three consecutive quarters.
3. Sustainability Metrics: A verified 15% reduction in kilowatt-hour (kWh) energy consumption per unit produced within 12 months.
4. [bookmark: _Int_7sG6AuB7]Cultural Metrics: Bi-annual employee engagement surveys showing a 20% improvement in perceived psychological safety and digital confidence.
[bookmark: _Toc1661609333]6.Discussion and Critical Reflection
The issue of digital transformation has been extensively studied in the fields of operations management. Previous research has overwhelmingly highlighted the efficiency gains of Industry 4.0. However, reflecting critically upon the proposed strategic change management plan requires acknowledging the tension between these theoretical models and the often unpredictable, messy reality of practical implementation on a factory floor.
Strengths and Practical Limitations
The primary strength of this plan lies in its synthesis of multiple theoretical lenses. By actively combining Kotter’s macro-structure with ADKAR’s micro-interventions, the strategy attempts to bridge the traditional gap between executive planning and shop-floor execution. Furthermore, viewing the transition through the VRIO framework conceptually aims to ensure that the technological investments genuinely contribute to a sustainable competitive advantage, rather than just acting as a costly IT update.
However, one limitation of this approach is the assumption that these models can be perfectly executed in tandem. Kotter's model, for example, relies heavily on establishing a powerful "guiding coalition," but in a high-pressure manufacturing environment, pulling senior staff away from daily operational firefighting is profoundly difficult. Similarly, while ADKAR is highly effective, it is exceptionally resource-intensive. In a just-in-time environment like the Barton facility, prioritising individualised coaching over daily production targets represents a significant practical conflict. Furthermore, altering an organisation's deepest cultural roots (Schein's basic underlying assumptions) is a process that typically takes years to fully mature. The proposed 12-month timeline assumes a linear progression of change, whereas real-world cultural shifts are inherently volatile.
Ethics, Industry 5.0 and the Human Cost of Transformation
Despite the importance of Industry 4.0 adoption, little is known about the long-term psychological toll on the manufacturing workforce. The narrative surrounding digitalisation is frequently sanitised with terms like "cobotics" (humans collaborating with robots) and "efficiency gains." However, the stark reality of implementing the Antolin Industrial System and automated intralogistics robots involves the deliberate elimination of specific manual roles. This raises profound ethical concerns regarding technological unemployment.
While many studies have focused solely on machine automation, few have explored the emerging transition toward Industry 5.0, which advocates for a human-centric approach where technology safely augments rather than entirely replaces human capabilities (Passalacqua et al., 2025). Grupo Antolin possesses an ethical obligation to its Staffordshire workforce that extends beyond basic legal compliance. If the proposed change plan is to be truly sustainable, the company must prioritise aggressive retraining and redeployment strategies to mitigate the socioeconomic fallout for vulnerable employees (Drahokoupil, 2020). Transparent communication regarding job security is not merely a managerial tactic to reduce resistance, but a moral imperative. Furthermore, the extensive collection of employee performance data via new digital workstations must be governed by strict data privacy ethics. If workers perceive that digital tools are being used as instruments of continuous surveillance rather than empowerment, the resulting erosion of psychological safety will fatally undermine the trust required for a collaborative "Task Culture."
Ultimately, while the proposed strategic frameworks provide a robust and structured roadmap, their execution must remain highly adaptable, deeply empathetic to the human cost of automation, and constantly re-evaluated against the unpredictable realities of the Barton manufacturing floor.
[bookmark: _Toc250782329]7. Conclusion
The automotive manufacturing paradigm is undergoing a violent evolution. For Grupo Antolin’s Barton-under-Needwood facility, relying on its historical pedigree and the physical expanse of its new 113,000-square-foot footprint is insufficient to guarantee future prosperity. As the industry pivots towards electrified, software-defined mobility, competitive supremacy will be dictated by the velocity and accuracy of industrial data. The implementation of the Antolin Industrial System and the Smart Way2Cloud architecture represents a critical strategic pivot to secure this capability.
This report has systematically demonstrated that successful digital integration is not achieved through capital expenditure alone, but through the meticulous architecture of human change. The synthesis of Kotter’s organizational roadmap with the psychological precision of the ADKAR model provides the Barton facility with a pragmatic, executable framework to navigate workforce resistance. Crucially, it is the deployment of transformational leadership—fostering inspiration, intellectual stimulation, and individualized support—that will dismantle entrenched, legacy cultural assumptions. By embedding data-driven routines into the core cultural identity of the plant, Grupo Antolin can transcend the vulnerabilities of the current macroeconomic climate. If executed with rigor, transparency, and ethical consideration for its workforce, this strategic change plan will not only safeguard the Barton facility’s vital OEM contracts but will also establish it as an apex model of sustainable, intelligent manufacturing within the global automotive supply chain.
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[bookmark: _Toc472771344]Appendix A: Stakeholder Power/Interest Mapping
(Visualised Representation of Stakeholder Dynamics for AIS Implementation)

HIGH POWER 
^
| Keep Satisfied                                      -                                     Manage Closely | 
Trade Union Representatives                  -                Barton General Manager & Site Directors  
Local Government / Regulators              -                 Jaguar Land Rover & Toyota (OEMs)  
[bookmark: _Int_sNgo98iB]Corporate HQ (Burgos)                           -                Core Project Coalition (IT/OT Leads) 
|--------------------------------------------------------------------> INTEREST 
[bookmark: _Int_uLnTYOPQ]| Monitor (Minimum Effort)                                                      Keep Informed | 
 Raw Material Suppliers                      -     Shop-Floor Operators (Crucial to shift to high interest) 
 Peripheral Service Providers             -      Logistics and Warehouse Staff 
 Local Community                                -    Administrative Personnel 
v LOW POWER 
Source: Adapted from standard stakeholder management matrices.


[bookmark: _Toc1230010426]Appendix B: Financial & Resource Capability Overview
While specific operational margins for the Barton site are internal, the following table outlines the corporate financial context driving the capability for this transformation, demonstrating the RBV principle of resource allocation.
	Financial / Resource Metric
	Grupo Antolin Corporate Reality (2024/2025)
	Strategic Relevance to Barton Change Plan

	Annual R&D&I Investment
	€118.20 million globally.
	Provides the capital required for hardware procurement (AGVs, IoT sensors) and software licensing (SAP) at the plant level without starving daily operational cash flows.

	Human Capital Strategy
	1,619 dedicated tech employees globally.
	Enables the Barton facility to draw upon specialized corporate expertise for rapid troubleshooting during the Smart Way2Cloud migration.

	Corporate Debt & Refinancing
	Stable outlook, adjusted EBITDA margin expected >5% (S&P Global).
	[bookmark: _Int_vhkwrhte]Ensures the strategic transformation plan is not derailed by short-term liquidity crises, allowing long-term change embedding.

	
	
	


Source: Grupo Antolin Integrated Report (2024); S&P Global Ratings (2024).  
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