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Bentley Motors: Strategic Change Management Plan Responding to Digital Transformation Artificial Intelligence and Changing Market Conditions 
 The car of the year 
[bookmark: _Toc238736780]

1. [bookmark: _Toc238736781]Executive Summary
Bentley Motors is one of the world's leading luxury top automobile manufacturers. The company specialises in the design, engineering and production of high-performance luxury vehicles They are the top producers of high-end cars worldwide. The company has established a global reputation for combining traditional British craftsmanship with advanced automotive engineering.
Bentley has significantly strengthened its financial position, technological capabilities and global market presence while preserving its heritage of handcrafted luxury vehicles (Bentley Motors, 2025). Today, Bentley manufactures its vehicles at its headquarters in Crewe, England, exporting them to more than 65 countries.

 

Its Current model range includes the Continental GT, Flying Spur, Bentayga and Bentayga Extended Wheelbase, which compete within the global luxury automotive market (Bentley Motors, 2025). cars from its headquarters in Crewe, England, and exports them to more than 65 nations across the globe. The Continental GT, Flying Spur, Bentayga, and Bentayga Extended Wheelbase are among its current models that compete in the worldwide luxury car market (Bentley Motors, 2025).

Bentley's superior craftsmanship, customised vehicles, cutting-edge engineering, and solid brand prestige are the foundation of its competitive advantage. Bentley has a value-over-volume approach, produces small quantities of highly customised cars that fetch high prices and yield large profit margins.
Additionally, Bentley can speed innovation while maintaining its luxury positioning because to its membership in the Volkswagen Group, which gives it access to cutting-edge R&D capabilities, digital technology, and a vast global supply chain (Bentley Motors, 2025). This company employs more than 4000 people.

Bentley has maintained its financial stability in the face of a more unstable global environment. Despite inflationary pressures, supply chain disruptions, and declining demand in a number of overseas markets, the company made £2.648 billion in revenue and £373 million in operational profit in 2024, marking its sixth consecutive year of profitability (Bentley Motors, 2025).
The company's long-term goal of becoming a global leader in sustainable luxury mobility is outlined in its Beyond100+ strategy, which calls for electrification, investments in digital manufacturing technologies, and the introduction of new hybrid and battery-electric vehicles before the brand is fully electrified by 2035 (Bentley Motors, 2024).

The global automotive industry is currently experiencing one of the most significant periods of transformation in its history. Rapid developments in artificial intelligence (AI), automation, digitalisation, connected vehicle technologies and Industry 4.0 are fundamentally changing how vehicles are designed, manufactured and marketed.
2. Introduction
The Organisation is being forced to reconsider their business strategies at the same time by stricter environmental rules, changing consumer expectations, and increased rivalry from both established manufacturers and up-and-coming electric vehicle firms ( Johnson et al., 2023; Burnes, 2020).
 For Bentley Motors to maintain its competitive advantage in the premium car market, strategic change is now crucial.
Using strategic management techniques including PESTLE this report critically examines the internal and external forces impacting Bentley's transition.
 The report also evaluates appropriate change management models, leadership approaches and organisational culture before proposing a strategic change management plan that supports Bentley's long-term competitiveness via artificial intelligence, digital transformation and sustainable manufacturing.
.
In order to integrate Al, digital manufacturing, electrification, cybersecurity, workforce development, and digital customer experience, the research suggests a Bentley Intelligent Luxury Transformation Program (BILTP), a three-year investment of £400 million is suggested as an example.


3. [bookmark: _Toc238736782]Company Background and Recent History
Bentley Motors Limited is a British luxury automobile manufacturer founded by W.O. Bentley in London in 1919. The company`s headquarters are in Crewe, Cheshire, and has been part of the Volkswagen Group since 1998. (Bentley Motors, 2026a).
Historically, Bentley's competitive advantage was strongly associated with large internal-combustion engines, particularly the W12, alongside handcrafted luxury and exclusivity. Stricter environmental regulations, changing customer expectations and new technology have created pressure for strategic change. The growth of electric vehicles (EVs), artificial intelligence (AI), automation and digital manufacturing has also increased competition within the luxury automotive sector (McKinsey & Company, 2023).
In 2020, Bentley introduced its Beyond100 strategy, focusing on sustainability, electrification, carbon reduction, digital manufacturing and workforce development (Bentley Motors, 2020). This has developed into Beyond100+, which provides a more flexible approach to electrification in response to changing customer needs, infrastructure and technological conditions (Bentley Motors, 2026b).
Bentley is also transforming its Crewe manufacturing site through the Dream Factory, designed to create a flexible and digitally enabled manufacturing environment for future vehicles (Bentley Motors, 2026c). The company ended production of its W12 engine in 2024 and is preparing its first fully electric Bentley for reveal in 2026 (Bentley Motors, 2026c).

[bookmark: _Toc238736783]Top Three Future Strategic Priorities
1. Electrification and sustainability
Develop electric and hybrid vehicles while reducing carbon emissions across manufacturing and the supply chain (Bentley Motors, 2026b).
2. Digitalisation and AI
Introduce AI, automation, data analytics and smart manufacturing to improve efficiency, quality and customer experience (McKinsey & Company, 2023).
3. People and organisational culture
Develop employees' EV, digital and AI skills while protecting Bentley's traditional craftsmanship and luxury heritage (Bass and Riggio, 2006).
Overall, Bentley's strategic challenge is to combine its heritage and craftsmanship with electrification, digitalisation and sustainable luxury (Bentley Motors, 2026b).

[bookmark: _Toc238736784]Bentley Motors Strategic Transformation Timeline
	1919
	Bentley Motors founded

	1998
	 Taken over by Volkswagen Group

	2020
	Beyond100 strategy launched

	2022
	Expansion of hybrid vehicle portfolio

	2024
	Beyond100+ strategy announced and BEV assembly line investment

	2026
	Planned launch of Bentley's first fully electric vehicle

	2035
	Aim to become a fully electrified luxury brand


Bentley Motors (2025).

[bookmark: _Toc238736785] Bentley Revenue and Operating Profit, 2024
	Indicator
	2024

	Revenue
	€2.648bn

	Operating profit
	€373m

	Return on sales
	14.1%

	Consecutive profitable years
	







	
	



[bookmark: _Toc238736786]4. Internal and External Environment  Analysis of Bentley Motors
A PESTLE analysis provides a very structured framework for examining the external macro-environmental factors that have an influence on organisation's strategic decision- These external pressures have forced the company's investment in electrification, digitalisation and artificial intelligence (AI), making Bentley to adapt its business model while maintaining its position within the global luxury automotive market (Johnson et al., 2023).

	Factor
	Impact on Bentley Motors

	Political
	Brexit, international trade policies, tariffs and government incentives for electric vehicles (EVs).

	Economic
	Inflation, exchange rate fluctuations, supply chain disruption and changing consumer spending.

	Social
	Growing demand for sustainable luxury vehicles, digital customer experiences and personalised products.

	Technological
	AI, automation, Industry 4.0, connected vehicles and digital manufacturing.

	Legal
	Emissions legislation, vehicle safety regulations, GDPR and employment law.

	Environmental
	Climate change, carbon reduction targets and increasing sustainability expectations.


 Bentley Motors (2024).

[bookmark: _Toc238736787]Political Factors
Political developments have significantly influenced Bentley's strategic direction. The UK's withdrawal from the European Union (Brexit) introduced new customs procedures, regulatory requirements and supply chain complexities, increasing operational costs and delivery times for imported components and exported vehicles. In addition, governments across Europe, North America and Asia have introduced policies promoting the adoption of electric vehicles through financial incentives and stricter emissions regulations. (Bentley Motors, 2024). 
[bookmark: _Toc238736788]Economic Factors
Global economic conditions continue to influence Bentley's performance and strategic decision-making. Rising inflation, higher interest rates and exchange rate volatility have increased manufacturing and operating costs, while supply chain disruptions and semiconductor shortages have affected vehicle production across the automotive industry. Furthermore, slower economic growth in key luxury markets, particularly China, has reduced global vehicle demand. Nevertheless, (Bentley Motors, 2025). 
[bookmark: _Toc238736789]Social Factors
. Younger high-net-worth individuals are placing greater emphasis on sustainability when purchasing luxury vehicles, Consequently, Bentley's Beyond100+ strategy seeks to combine sustainable mobility with handcrafted luxury, ensuring the company continues to meet evolving customer expectations while protecting its premium brand identity (Kotler and Keller, 2022; Bentley Motors, 2024). 


[bookmark: _Toc238736790]Technological Factors
Technological innovation in artificial intelligence (AI), automation, robotics, digital twins and Industry 4.0 have transformed vehicle design, manufacturing and quality control. Bentley has responded by investing in smart manufacturing technologies, flexible production systems and battery electric vehicle (BEV) assembly facilities at its Crewe headquarters. (Bentley Motors, 2025). 
[bookmark: _Toc238736791]Legal Factors
 Increasingly stringent emissions regulations, including the UK's commitment to achieving net-zero carbon emissions, require automotive manufacturers to reduce vehicle emissions and invest in cleaner technologies. Bentley must also comply with international safety standards, employment legislation and data protection regulations such as the General Data Protection Regulation (GDPR). 
[bookmark: _Toc238736792]Environmental Factors
 Through its Beyond100+ strategy, Bentley has committed to maintaining carbon-neutral operations at its Crewe manufacturing site, reducing fleet CO₂ emissions and investing in responsible sourcing, renewable energy and sustainable manufacturing processes. 


[bookmark: _Toc238736793]Critical Evaluation
The PESTLE analysis demonstrates that technological innovation, environmental sustainability and changing regulatory requirements are the primary external factors influencing Bentley's strategic transformation. Bentley's investment in electrification, AI and digital manufacturing positions the organisation to respond proactively to external change. Nevertheless, continued investment in innovation and organisational capability will be essential if Bentley is to sustain its competitive advantage within the evolving global luxury automotive industry (Burnes, 2020; Johnson et al., 2023).








[bookmark: _Toc238736794]5. Critical Evaluation of Change Management Models    

 For Bentley Motors, the transition from producing predominantly internal combustion engine vehicles to developing sustainable luxury electric vehicles represents a significant strategic transformation. Successfully implementing this transformation requires an effective change management approach capable of reducing employee resistance, supporting organisational learning and ensuring the successful adoption of new technologies (Burnes, 2020). the transformation. This section critically evaluates Lewin's Three-Step Model, Kotter's Eight-Step Model and the ADKAR Model to determine their suitability for Bentley Motors.
[bookmark: _Toc238736795]5.1  Lewin's Three-Step Change Model
Lewin's (1951) Three-Step Change Model is one of the earliest and most influential approaches to organisational change. The model proposes that successful change occurs through three sequential stages: unfreezing, changing and refreezing. During the unfreezing stage, organisations prepare employees for change by creating awareness of the need for transformation and challenging existing behaviours. (Lewin, 1951).
For Bentley Motors, the unfreezing stage can be observed through the launch of the Beyond100 strategy in 2020, later expanded to Beyond100+. The company recognised that increasing environmental regulations, rapid technological advancements and changing consumer preferences required a fundamental transformation of its business model. By communicating a clear vision for becoming a leader in sustainable luxury mobility, 
The changing stage involved significant investment in digital manufacturing technologies, artificial intelligence, battery electric vehicle development and sustainable production facilities. Bentley introduced flexible manufacturing systems, expanded hybrid vehicle production and invested in new battery electric vehicle assembly lines at its Crewe headquarters. These initiatives required substantial employee training, organisational restructuring and collaboration with suppliers to develop new technological capabilities (Bentley Motors, 2025).
The final refreezing stage seeks to ensure that new behaviours and practices become part of the organisation's everyday operations. Bentley has attempted to achieve this by embedding sustainability within its corporate strategy, maintaining carbon-neutral manufacturing operations and continuing to invest in employee development and innovation. Through its Beyond100+ strategy, sustainability has evolved from a compliance requirement into a core organisational value that influences decision-making across all business functions (Bentley Motors, 2024)




[bookmark: _Toc238736796]5,2  Kotter's Eight-Step Change Model
Kotter's Eight-Step Change Model is one of the most  recognised frameworks for managing large-scale organisational change. Developed by Kotter (1996), the model argues that successful transformation requires organisations to follow eight sequential steps: creating a sense of urgency, building a guiding coalition, developing a strategic vision, communicating the vision, empowering employees, generating short-term wins, sustaining acceleration and embedding change into the organisational culture. Unlike Lewin's Three-Step Model, Kotter places greater emphasis on leadership, employee engagement and maintaining organisational momentum throughout the change process (Kotter, 1996).
Bentley's strategic transformation closely reflects several stages of Kotter's model. The company first established a sense of urgency which is already visible by recognising that tightening environmental regulations, changing customer preferences and increasing competition from electric vehicle manufacturers threatened the long-term sustainability of its traditional business model. (Bentley Motors, 2024).
The second and third stages of Kotter's model involve creating a guiding coalition and developing a clear strategic vision. Bentley's senior leadership, supported by the Volkswagen Group, established a clear vision of becoming the global leader in sustainable luxury mobility. The Beyond100+ strategy outlines the company's commitment to carbon neutrality, electrification and digital innovation while preserving its reputation for exceptional craftsmanship and luxury. This clear strategic direction provided employees and stakeholders with a shared understanding of the organisation's future objectives (Bentley Motors, 2024).
Kotter (1996) argues that communicating the vision effectively is essential to reducing resistance to change. Bentley has consistently communicated its sustainability ambitions through annual (Bentley Motors, 2025).
The remaining stages of Kotter's model focus on empowering employees. Bentley has invested heavily in advanced manufacturing technologies, battery electric vehicle production facilities and employee reskilling programmes, enabling staff to develop the capabilities required for future manufacturing processes.. (Bentley Motors, 2025).
One of the greatest strengths of Kotter's model is its strong emphasis on leadership and communication. Unlike Lewin's model, which assumes change eventually becomes stable, Effective communication, employee participation and leadership commitment are therefore essential for maintaining momentum throughout the transformation (Burnes, 2020).
.



[bookmark: _Toc238736797]5.3 ADKAR Change Model
The ADKAR Change Model was developed by Hiatt (2006) as a people-centred approach to managing organisational change. Unlike Lewin's and Kotter's models, which focus primarily on organisational processes, the ADKAR model emphasises the individual's role in successful change implementation focuses on individual. The model consists of five sequential elements: Awareness, Desire, Knowledge, Ability Reinforcement.
 According to Hiatt (2006), organisational transformation can only succeed when employees understand the need for change, are willing to support it, possess the necessary knowledge and skills, 
For Bentley Motors, the Awareness stage was achieved through the communication of its Beyond100+ strategy, which highlighted the challenges facing the automotive industry, stricter environmental legislation, rapid technological innovation, digitalisation and changing consumer preferences. (Bentley Motors, 2024).
The second stage, Desire, focuses on encouraging employees to actively support organisational change. Bentley has sought to strengthen employee commitment by promoting a shared vision centred on sustainability, innovation and continuous improvement. opportunities has encouraged staff to participate in the company's transformation programme. 
The Knowledge and Ability stages are particularly important in Bentley's transition towards electric vehicle production and digital manufacturing. The introduction of artificial intelligence, automation, robotics and advanced production systems requires employees to develop new technical skills and adapt to different methods of working. (Hiatt, 2006).
The final is reinforcement - Bentley reinforces its transformation by integrating sustainability into its corporate strategy, recognising employee contributions and continuously investing in innovation and digital capabilities. The company's commitment is carbon-neutral manufacturing, responsible sourcing and continuous improvement (Bentley Motors, 2025).



[bookmark: _Toc238736798]5.4 Comparison of Change Management Models

Overall, although all three models contribute valuable insights into organisational change, Kotter's Eight-Step Model is considered the most appropriate framework for Bentley Motors. Its emphasis on strategic leadership, continuous communication, stakeholder engagement and cultural change closely reflects the challenges faced by Bentley during its transition towards sustainable luxury mobility. However, integrating elements of the ADKAR model, employee training and reinforcement, will strengthen the implementation process by ensuring that organisational change is supported through individual behavioural change.
 
[bookmark: _Toc238736799] Management Models- comparison 
	Model
	Strengths
	Limitations
	Suitability for Bentley

	Lewin's Three-Step M
	Simple, easy to understand, reduces resistance to change.
	Assumes change is linear and stable after implementation.
	Moderate – useful for planned change but less effective for continuous transformation.

	Kotter's Eight-Step M.
	Strong leadership, clear vision, stakeholder engagement and long-term cultural change.
	Time-consuming and resource-intensive to implement.
	High – best suited to Bentley's long-term digital and sustainable transformation

	ADKAR M
	Focuses on employee engagement, training and behavioural change.
	Limited emphasis on wider organisational strategy and leadership.
	Moderate to High – valuable for supporting employee adoption of change 


(Bentley Motors, 2025)

 


[bookmark: _Toc238736800]5.5 Recommended approach
The recommended approach is a Kotter-ADKAR hybrid. Kottler should provide the strategic framework, while ADKAR should manage employee adoption. This combination recognises that organisational transformation requires both structural change and individual behavioural change.


[bookmark: _Toc238736801]5.6 Evaluation of How Strategic Change Was Managed at Bentley Motors
Bentley Motors has adopted a proactive approach to managing strategic change in response to technological disruption, environmental legislation and changing customer expectations. Rather than implementing isolated operational improvements, the company introduced the Beyond100 strategy in 2020, which was subsequently expanded into Beyond100+, providing a long-term vision for transforming Bentley into a global leader in sustainable luxury mobility (Bentley Motors, 2024). 
One of the most significant aspects of Bentley's change programme was the establishment of a clear strategic vision. According to Kotter (1996), successful organisational change begins by creating a compelling vision that enables employees and stakeholders to understand the purpose of transformation. (Bentley Motors, 2024).
For Bentley technological innovation is essential to achieving its strategic objectives. The company invested significantly in digital manufacturing technologies, battery electric vehicle (BEV) production facilities and modern production systems at its Crewe headquarters. These investments included the development of a dedicated BEV assembly line, improvements to production flexibility and the adoption of advanced manufacturing technologies that support higher quality standards and  operational efficiency. (Bentley Motors, 2025).
Communication also played a significant role throughout Bentley's transformation. Regular communication through annual reports, sustainability reports, employee engagement activities and leadership announcements enabled the organisation to communicate progress towards its strategic objectives while maintaining stakeholder confidence. (Burnes, 2020). 
Bentley must continue balancing its traditional reputation for handcrafted luxury with increasing customer expectations for digital innovation and environmental sustainability. Global economic uncertainty, supply chain disruption and growing competition from premium electric vehicle manufacturers such as Tesla, Porsche and BYD have also increased the must of implementing strategic change. These factors indicate that Bentley's transformation remains an ongoing process requiring continuous evaluation and adaptation . (Johnson et al., 2023).
Bentley has managed organisational change effectively by  a clear strategic vision and long-term investment in technology, employee development and sustainable manufacturing. The Beyond100+ strategy demonstrates that the organisation has responded proactively to changes within the external business environment rather than reacting to competitive pressures after they emerged.

[bookmark: _Toc238736802]6. The Role of Leadership in Managing Strategic Change  


Leadership is critical because Bentley's transformation involves uncertainty. Employees need to understand why change is necessary and what the future organisation will look like. Bentley’s Chairman and CEO, Dr Frank-Steffen Walliser, currently leads the organisation during this transformation, with Bentley's sustainability reporting placing significant emphasis on resilience, people and sustainable luxury (Bentley Motors, 2026d).Leadership should therefore communicate a consistent message that Bentley is not abandoning its heritage; it is using innovation to redefine luxury for the future.

[bookmark: _Toc238736803]6.1 Transformational leadership
Transformational leadership is appropriate because it emphasises vision, inspiration, intellectual stimulation and individual consideration (Bass and Riggio, 2006).
Bentley leaders should:
· communicate an inspiring future vision;
· challenge established assumptions;
· encourage innovation;
· develop employee capabilities;
· reward collaboration;
· support experimenting
However, participative leadership should complement transformational leadership.
Employees with decades of engineering or craftsmanship experience possess knowledge that should inform technology implementation.
This is especially important because imposed technological change can create resistance, whereas participation can increase ownership (Hayes, 2018).

Bentley's leadership has adopted many of the characteristics associated with Transformational Leadership Theory, which focuses on inspiring employees to embrace change by creating a shared vision, encouraging innovation and supporting continuous improvement (Bass and Avolio, 1994). 
One of the key characteristics of transformational leaders is their ability to inspire employees through a compelling vision (Northouse, 2022). Bentley's Beyond100+ strategy demonstrates this leadership approach by clearly communicating the organisation's ambition to become a global leader in sustainable luxury mobility. 
Transformational leadership also encourages innovation and organisational learning. Bentley's leadership has supported significant investment in advanced manufacturing technologies, artificial intelligence (AI), automation and battery electric vehicle production, demonstrating a willingness to embrace innovation while preserving the company's reputation for luxury craftsmanship. 
Overall, transformational leadership has provided Bentley Motors with an effective framework for managing strategic change. By communicating a clear long-term vision, investing in employee development and encouraging innovation, the company's leadership has supported the successful implementation of the Beyond100+ strategy. 

 




[bookmark: _Toc238736804] 6.2 Evaluation of the impact of Organisational Culture on Bentley Motors


According to Schein (2010) there are three levels of organisational culture:
1. Artefacts
2. Espoused values;
3. Underlying assumptions.
Bentley's artefacts include handcrafted vehicles, design studios and its historic Crewe manufacturing environment’s values include craftsmanship, performance, quality and increasingly sustainability.
Its underlying assumption is that exceptional human expertise creates exceptional luxury. Digitalisation could initially challenge these assumptions. However, technology does not necessarily conflict with craftsmanship. Bentley's sustainability strategy demonstrates how innovation can support traditional manufacturing processes (Bentley Motors, 2026e).

[bookmark: _Toc238736805]Culture, craftsmanship and digital transformation
Employee resistance represents a significant risk. Employees may interpret automation as a threat to employment or professional identity. Bentley should therefore communicate that technology will be used primarily to:
· reduce repetitive work;
· improve quality;
· improve safety;
· reduce waste;
· support skilled employees;
· create new career opportunities.
This should be accompanied by reskilling.
Bentley's 2025 sustainability reporting highlights investment in future skills, Carbon Literacy training and apprenticeship opportunities (Bentley Motors, 2026d). This supports the argument that workforce development should be central to the change programme.


Organisational culture plays a fundamental role in determining whether strategic change is successfully implemented. Schein (2017) argues that organisational culture consists of shared values, beliefs and assumptions that influence employee behaviour and organisational decision-making. For Bentley Motors, organisational culture has been a critical factor in supporting the implementation of its Beyond100+ strategy, which requires employees to embrace new technologies, sustainable manufacturing practices and digital transformation while maintaining the company's reputation for luxury craftsmanship.
Application of Schein's Organisational Culture Model to Bentley Motors
	Level of Culture
	Application at Bentley Motors

	Artefacts
	Carbon-neutral manufacturing, digital production facilities, BEV assembly lines, advanced technology and sustainable manufacturing practices.

	Espoused Values
	Sustainability, innovation, luxury craftsmanship, quality, customer satisfaction and responsible business practices.

	Basic Underlying Assumptions
	Commitment to engineering excellence, continuous improvement, innovation, collaboration and preserving Bentley's heritage while embracing future technologies.










[bookmark: _Toc238736806]7. Proposed Strategic Change Management Plan
[bookmark: _Toc238736807]Proposed change - Bentley Intelligent Luxury Transformation Programme (BILTP)
The programme would integrate:
· AI and data
· digital manufacturing
· electrification
· cybersecurity
· workforce transformation
· digital customer experience
The central aim is: - Technology should enhance Bentley craftsmanship rather than replace Bentley identity.

[bookmark: _Toc238736808]7.1 SMART Strategic objectives
Over three years, the plan should aim to: (proposed targets )
· improve digitally enabled manufacturing productivity by 20%;
· reduce manufacturing downtime by 30%;
· train 80% of relevant employees in digital, AI or EV capabilities;
· achieve 90% predictive-maintenance coverage across major assets;
· reduce selected quality defects by 20%;
· reduce avoidable material waste by 15%;
· improve digital customer satisfaction by 15%;
· ensure 100% of high-risk AI applications have governance controls;
· reduce critical cybersecurity vulnerabilities by 50%;
· generate £150 million of annualised operational benefits by last year



[bookmark: _Toc238736809]7.2  Implementation plan
[bookmark: _Toc238736810]Phase 1: Mobilisation — Months 1–6
Set up a Transformation Steering Committee involving senior leaders from:
· finance
· manufacturing
· IT
· HR
· cybersecurity
· sustainability
· engineering
· customer satisfaction
Conduct a digital maturity assessment and workforce skills audit.
[bookmark: _Toc238736811]Phase 2 — Months 7–18
· predictive maintenance
· AI quality inspection
· demand forecasting
· supply-chain risk analytics
· energy management
· digital customer personalisation
[bookmark: _Toc238736812]Phase 3 Scale — Months 19–30
Successful pilots should be expanded across relevant operations.
[bookmark: _Toc238736813]Phase 4: Institutionalisation — Months 31–36
Successful digital practices should become part of normal management systems and performance measurement. This reflects Kotter's emphasis on sustaining acceleration and institutionalising change (Kotter, 1996).







[bookmark: _Toc238736814]7.3 Financial plan
 £400 million three-year investment is a proposed financial model
	Investment area
	Proposed allocation

	AI, data and analytics
	£100m

	Cybersecurity
	£80m

	Digital manufacturing
	£85m

	EV/manufacturing integration
	£50m

	Workforce development
	£45m

	Digital customer experience
	£25m

	Governance/contingency
	£15m

	Total
	£400m




[bookmark: _Toc238736815]7.4 Communication plan
	Stakeholder
	Message
	Method
	Frequency

	Board
	Strategic performance
	Board reports
	Quarterly

	Employees
	Why change is necessary
	Town halls/intranet
	Monthly

	Managers
	Implementation responsibilities
	Workshops
	Monthly

	Craftspeople
	Technology supports craftsmanship
	Demonstrations
	Quarterly

	Suppliers
	Digital/sustainability expectations
	Supplier forum
	Quarterly

	Customers
	Future luxury proposition
	Digital communication
	Ongoing

	Investors
	Financial performance
	Investor communications
	Quarterly


Communication should be two-way. Employee feedback should be actively collected through surveys, workshops and representative groups. This is consistent with participative approaches to change, where stakeholder involvement can increase commitment and reduce resistance (Hayes, 2018).


[bookmark: _Toc238736816]7.5 Workforce and capability development
Bentley to establish a Digital Luxury Academy.
[bookmark: _Toc238736817]Level 1 — Digital awareness
All employees receive basic AI, cybersecurity and data-literacy training.
[bookmark: _Toc238736818]Level 2 — Role-specific skills
Manufacturing employees receive training in automated and digitally controlled production.
[bookmark: _Toc238736819]Level 3 — Specialist capability
Selected employees develop AI, data science, software and cybersecurity expertise.
[bookmark: _Toc238736820]Level 4 — Leadership
Managers receive training in digital transformation, ethical AI and change leadership.
This approach shows that successful digital transformation depends on organisational capability, not simply technology investment (Westerman, Bonnet and McAfee, 2014).
[bookmark: _Toc238736821]7.6 Risk management
	Risk
	Probability
	Impact
	Mitigation

	Employee resistance
	Medium
	High
	Consultation and training

	Cybersecurity incident
	High
	Very high
	Security-by-design

	AI implementation failure
	Medium
	High
	Pilot testing

	EV demand uncertainty
	High
	High
	Flexible powertrain strategy

	Cost overruns
	Medium
	High
	Stage-gate funding

	Skills shortages
	High
	High
	Digital Academy

	Cultural conflict
	Medium
	High
	Participative leadership

	Regulatory change
	Medium
	High
	Scenario planning



Cybersecurity should receive particular attention because increasing digitalisation increases the organisation's technological exposure.
AI should also be supervised through human oversight, data-quality controls, model testing and audit processes.

[bookmark: _Toc238736822]7.7 Evaluation and KPIs
A balanced performance framework should be used.
[bookmark: _Toc238736823]Financial
· return on investment
· operating margin
· cost savings
· revenue per vehicle
[bookmark: _Toc238736824]Customers
· customer satisfaction
· digital engagement
· personalisation
· retention
[bookmark: _Toc238736825]Operations
· downtime;
· first-time quality;
· productivity;
· material waste.
[bookmark: _Toc238736826]People
· digital raining completion
· employee engagement
· internal mobility
[bookmark: _Toc238736827]Sustainability
· CO₂ emissions
· energy consumption
· sustainable-material usage.
[bookmark: _Toc238736828]Technology
· cybersecurity incidents, critical vulnerabilities; AI adoption; AI accuracy;
· system availability.
Evaluation should occur monthly at operational level, quarterly at executive level and per year at board level.
8. Conclusion
Bentley Motors is clearly undergoing a visible strategic transformation: electrification, digitalisation, AI, sustainability and changing global market conditions. The organisation's challenge is complex because it must modernise while preserving the craftsmanship and heritage that feature   its luxury proposition.
Bentley's Beyond100+ strategy shows a commitment to long-term sustainable transformation. However, the company's latest sustainability reporting also demonstrates the importance of strategic flexibility. (Bentley Motors, 2026d).
Extending the electrification timeline should therefore be interpreted as adaptive strategic management rather than simply a failure. The company remains committed to electrification and is in progress preparing its first fully electric Bentley for reveal in 2026 (Bentley Motors, 2026c).
The Dream Factory provides another important example of strategic transformation. It seeks to combine digital and flexible manufacturing with company`s established craftsmanship (Bentley Motors, 2026c).
The change-management analysis points out that Kotter's Eight-Step Model provides the strongest organisational framework, while ADKAR is used to support individual employee adoption. Lewin's model remains useful for explaining the psychological transition associated with change.
Transformational leadership should be combined with participative leadership. It requires a compelling future vision also needs to utilise the knowledge of its highly skilled employees.
The proposed Bentley Intelligent Luxury Transformation Programme provides an integrated response. By investing in AI, digital manufacturing, electrification, cybersecurity, workforce development and customer experience, Bentley may improve resilience and protect its distinctive identity.
 Bentley shouldn't want to become just another producer of electric cars. Its strategic opportunity is to develop a new model for luxury mobility that is sustainable and enabled by digital technology. The most effective change will be one in which automation and Al improve workmanship, electrification improves the luxury experience, and organisational culture changes without sacrificing the principles that have made Bentley unique.
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Bentley vehicle deliveries

vehicle deliveries	2021	2022	2023	2024	14700	15100	13560	10643	Series 2	2021	2022	2023	2024	Series 3	2021	2022	2023	2024	



Bentley financial 2023-2024

revenue	2023	2024	2945	2600	3.5	4.5	profit	2023	2024	600	390	1.8	2.8	Series 3	2023	2024	2	5	
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