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[bookmark: _Toc235293429]Executive Summary
Aston Martin Lagonda Global Holdings plc is a UK-headquartered, London-listed ultra-luxury sports car manufacturer based in Gaydon, England. Since Lawrence Stroll's rescue investment in 2020, the company has undergone repeated cycles of strategic change, driven by heavy indebtedness, volatile demand, four changes of chief executive in four years, tariff shocks in its two largest export markets, and an industry-wide pivot toward electrification, digitalisation and connected-car technology.
This report presents a strategic change plan for Aston Martin, built around a PESTEL analysis of the political, economic, social, technological, environmental and legal forces reshaping the UK automotive sector (Whittington et al., 2020), a critical evaluation of the company's recent history, and the change management theory that best explains its transformation journey. Lewin's (1947) three-step model and Kotter's (1996) eight-step model are applied to the operational and cultural overhaul introduced under chief executive Adrian Hallmark since September 2024, alongside an evaluation of the leadership style used to drive this change, grounded in transformational and contingency leadership theory (Bass, 1985; Fiedler, 1967), and the influence of organisational culture on its success (Schein, 2017). The report concludes with a practical change management plan covering objectives, a financial plan, a communication plan and an evaluation plan, each linked explicitly back to the PESTEL findings, designed to help Aston Martin move from a "high-potential" business to a sustainably "high-performing" one.
[bookmark: _Toc235293430]1. Introduction to Aston Martin
Founded in 1913 and headquartered in Gaydon, Warwickshire, Aston Martin is one of Britain's most storied automotive brands, associated globally with hand-built sports cars, motorsport heritage and its long association with the James Bond film franchise. The company merged with coachbuilder Lagonda in 1947 and today trades as Aston Martin Lagonda Global Holdings plc on the London Stock Exchange, designing, manufacturing and exporting vehicles to more than fifty countries.
The business occupies a small, specialist niche within the wider automotive industry: the ultra-luxury performance segment, competing with brands such as Ferrari, Bentley, McLaren and Lamborghini. Unlike volume manufacturers, Aston Martin's commercial model depends on very high average selling prices, limited-edition "Specials", and licensing and brand-partnership revenue rather than economies of scale, which makes the business highly sensitive to shifts in the wealth, sentiment and regulatory environment of a comparatively small number of high-net-worth customers, a segment that itself lost around 20 million active consumers globally in 2025 even as spending among the wealthiest core clients held up (Bain & Company, 2026). Its product range spans front-engine sports cars such as the Vantage and DB12, the DBX luxury SUV, and low-volume hypercars such as the Valkyrie and the hybrid Valhalla, giving management several distinct product lines through which to manage risk and margin. Aston Martin's fortunes are also inseparable from the broader UK automotive sector, which generated well over £100 billion of trade even in a 2025 that the industry's own trade body described as the toughest year in a generation for domestic vehicle manufacturing (SMMT, 2026).
Following a difficult period around its 2018 stock market flotation and the 2020 pandemic shock, Canadian businessman Lawrence Stroll led an investment consortium that took a controlling stake in the company in 2020, injecting capital and installing new leadership with an explicit mandate to reposition Aston Martin as a "true ultra-luxury" performance brand. Stroll's arrival brought closer ties to Formula 1 through the Aston Martin Aramco F1 Team, intended to strengthen brand visibility and engineering credibility, while a phased new-model programme was launched to replace an ageing line-up. This report examines how the organisation has since navigated a combination of financial, technological and leadership change, and proposes a strategic plan to consolidate that transformation.
The report proceeds as follows: Section 2 applies a PESTEL analysis to the political, economic, social, technological, environmental and legal forces bearing on Aston Martin; Section 3 applies change management theory to its 2024-26 transformation; Section 4 evaluates leadership style and organisational culture; and Section 5 sets out a practical change management plan, before Section 6 concludes.
[bookmark: _Toc235293431]2. PESTEL Analysis of the External Environment and Its Impact on Aston Martin
Aston Martin's recent history illustrates how external environmental turbulence can force continuous strategic change even in a company with a strong brand and loyal customer base. This section applies the PESTEL framework, which categorises the macro-environment into political, economic, social, technological, environmental and legal factors (Whittington et al., 2020), to identify the forces that have most shaped the transformation programme evaluated in Sections 3 to 5. The framework's roots lie in Aguilar's (1967) earlier concept of environmental scanning, later formalised by strategy theorists into the six-factor structure used here. The six categories are presented separately for analytical clarity, but, as the summary in Section 2.7 makes clear, several of the forces identified overlap and compound one another.
[bookmark: _Toc235293432]2.1 Political Factors
Trade policy has become the single most disruptive political factor facing Aston Martin since 2025. Following the introduction of a 25% US tariff on imported vehicles in April 2025, the United Kingdom and United States agreed a quota-based arrangement in May 2025 under which the first 100,000 UK-built cars entering the US each year attract a 10% tariff, with volumes above that quota charged at 27.5% (Motor1.com, 2025). Although this represented a substantial improvement on the initial 25% rate, it remained roughly four times higher than the tariff in place before 2025, and the quota's allocation mechanism has itself become a source of uncertainty for exporters (Motor1.com, 2025). Aston Martin, which derives around 30% of its sales from the United States, cut its 2025 profit guidance in July 2025, citing "evolving and disruptive" tariff effects, before issuing a further warning in October 2025 that blamed the unpredictability of the quota's administration, changes to China's ultra-luxury vehicle taxation, and supply-chain risk following a major cyber incident at a larger UK peer, for a deepening of its expected losses (Investing.com, 2025; US News & World Report, 2025). A third warning in February 2026 confirmed that full-year losses would exceed £184 million, again citing tariff disruption (Bloomberg, 2026). This sequence illustrates how a single political shift in one export market can force repeated revisions to a change programme's financial assumptions, reinforcing the case made in Section 5 for building flexibility rather than fixed targets into the plan.
UK government policy has been more supportive in other respects. Ministers have committed to a modern Industrial Strategy for the automotive sector and have shown a willingness to adjust regulation in response to industry pressure, most visibly through the April 2025 revision of the Zero Emission Vehicle mandate discussed in Section 2.5 (UK Parliament, 2025). At the same time, five years on from Brexit, the sector continues to face structural friction in its largest export market, Europe, including tightening Rules of Origin requirements and proposed EU "Made in Europe" content rules that could complicate cross-border supply chains for UK-based manufacturers such as Aston Martin (SMMT, 2026). Taken together, political risk for Aston Martin is now driven less by a single event than by the compounding effect of simultaneous shifts in US, EU and Chinese policy, each requiring a different strategic response.
[bookmark: _Toc235293433]2.2 Economic Factors
Aston Martin's economic environment during 2025 was defined by a rare and severe combination of falling revenue, rising leverage and an increasingly unfavourable currency and demand backdrop. Full-year 2025 results show group revenue falling 21% to £1,258 million as wholesale volumes dropped 10% to 5,448 units, gross margin contracting to 29%, and the adjusted EBIT loss widening beyond £184 million, while net debt rose to £1,380 million and adjusted net leverage reached 12.8 times earnings (Aston Martin Lagonda Global Holdings plc, 2025a; Bloomberg, 2026). Management explicitly attributed part of this deterioration to a stronger pound sterling, which reduces the reported value of dollar- and renminbi-denominated overseas sales and compounds the effect of falling volumes (US News & World Report, 2025). Interest payments on the group's high-yield secured notes, priced at up to 10.375%, have also consumed a large share of operating profit; although the Bank of England reduced its base rate from 5% to 3.75% between late 2024 and December 2025, easing the general cost of borrowing across the UK economy, Aston Martin's existing notes are fixed-rate, so the group's own cost of debt has not benefited directly from this easing cycle (Bank of England, 2026; Bloomberg, 2025).
The wider ultra-luxury goods market has also proved a less reliable source of demand growth than in previous cycles. Bain and Fondazione Altagamma's Luxury Goods Worldwide Market Study estimates that global personal luxury goods spending contracted by around 2% in 2025 to approximately €358 billion, with the market losing some 20 million active consumers over the year, concentrated among more price-sensitive, aspirational buyers rather than core ultra-high-net-worth clients (Bain & Company, 2026). Growth is forecast to resume in 2026 at 2-4%, but performance continues to diverge sharply by region, with the Americas recovering more strongly than Europe or Asia (Bain & Company, 2026), a pattern that maps closely onto Aston Martin's own experience of relatively resilient US demand alongside a "very stagnant" Chinese market (US News & World Report, 2025). For a manufacturer as dependent on a small base of high-net-worth customers as Aston Martin, this combination of a maturing core market, currency headwinds and geographically uneven recovery constrains the pace at which cost discipline alone can restore profitability, reinforcing the emphasis placed in Section 5.2 on protecting margin through pricing power on "Specials" rather than through volume growth.
[bookmark: _Toc235293434]2.3 Social Factors
Social trends among ultra-luxury consumers are evolving in ways that directly affect Aston Martin's commercial model. Bain and Altagamma's research finds that Millennials remain the largest generational segment of luxury spending, but that Gen Z buyers show more selective engagement, materially lower brand loyalty, and higher expectations of authenticity and relevance than previous cohorts, while overall consumer sentiment is shifting toward experiences over tangible ownership, a "tectonic shift" the study explicitly identifies as reshaping demand for luxury automotive alongside hospitality and travel (Bain & Company, 2026). For a heritage manufacturer whose brand equity rests heavily on craftsmanship and collector tradition, this presents a generational tension: long-standing collectors remain attached to combustion heritage and an analogue driving experience, while a younger cohort of ultra-high-net-worth buyers is more likely to expect visible progress on sustainability credentials, personalisation and a connected, digitally managed ownership experience from a heritage marque.
Aston Martin's strategy of increasing bespoke "Specials" and options revenue, which already contribute around 18% of core revenue, and of investing in customer-facing digital experiences such as configurators and virtual showrooms, reflects an attempt to satisfy both audiences simultaneously without diluting the brand's core performance identity. The risk, evident in the wider Bain-Altagamma data, is that the luxury market's growth is increasingly polarised toward experience-led categories and toward the very top of the wealth spectrum; a manufacturer that fails to keep pace with rising expectations for authenticity and digital engagement risks losing relevance among newer buyers even as it retains its traditional collector base (Bain & Company, 2026).
[bookmark: _Toc235293435]2.4 Technological Factors
Across the automotive industry, digitalisation is reshaping product development, customer experience and manufacturing at an accelerating pace. Software-defined vehicles, over-the-air updates, connected infotainment and AI-enabled driver-assistance systems are becoming baseline customer expectations even in the ultra-luxury segment; the global market for automotive artificial intelligence alone is projected to grow from around $4.71 billion in 2025 to nearly $59 billion by 2035, reflecting the scale of investment competitors are directing toward software-defined architectures (Precedence Research, 2026). Aston Martin's own 2025 results disclose increased investment in software and infotainment enhancements, together with a sharp improvement in its internal "right-first-time" quality metric, from 65% in mid-2024 to 95% by the second half of 2025, reflecting greater use of data-driven quality control and more disciplined product-launch processes (Aston Martin Lagonda Global Holdings plc, 2025a). Beyond the product itself, digital tools such as predictive analytics, robotic process automation and AI-supported forecasting are being used across the sector to manage the volatility of demand, tariffs and supply chains that Aston Martin has experienced first-hand.
Digitalisation also carries a growing downside, illustrated vividly by the cyberattack that halted Jaguar Land Rover's UK production for approximately five weeks from late August 2025, at an estimated cost of £1.9 billion and with knock-on effects across roughly 5,000 supplier businesses (Cyber Monitoring Centre, 2025). Aston Martin explicitly cited the increased potential for supply-chain pressure "following the recent cyber incident at a major UK automotive manufacturer" as a factor behind its own October 2025 profit warning, illustrating how a single competitor's technology failure can transmit risk across a shared UK supply base even to companies with no direct connection to the breach (Investing.com, 2025). As configurators, virtual showrooms and digitally managed bespoke commissioning become increasingly central to how ultra-luxury buyers specify "Specials" and options, and as competitors such as Ferrari and Bentley invest heavily in similar digital retail and connected-service platforms, Aston Martin's transformation programme must treat cybersecurity resilience as a core component of its digitalisation strategy rather than merely an information-technology function, a point reflected in the risk register in Section 5.6.
[bookmark: _Toc235293436]2.5 Environmental Factors
Electrification remains the most consequential environmental factor facing Aston Martin and its competitors, driven by both climate policy and shifting technology economics. The company originally targeted a first battery-electric model by 2025 and full electrification by 2030, supported by a technology partnership worth more than $450 million with Lucid Motors and hybrid-powertrain collaboration with Mercedes-Benz. Weaker-than-expected demand for luxury electric vehicles has since forced repeated delays, with chief executive Adrian Hallmark stating that the path to electrification is "not as clear-cut as three or five years ago" (Autocar, 2025). Aston Martin has instead adopted a "blended drivetrain" strategy, prioritising plug-in hybrid models such as the Valhalla as a bridge technology while preserving low-volume V12 combustion models (WardsAuto, 2025).
This strategy has been materially assisted by a more accommodating UK regulatory environment. Under the Zero Emission Vehicle mandate, 28% of new car sales were required to be zero-emission in 2025, rising in stages toward a ban on new purely petrol and diesel cars from 2030, with hybrids permitted until 2035; however, following an April 2025 consultation, the Department for Transport revised the mandate to exempt small and micro-volume manufacturers producing fewer than 2,500 vehicles a year, explicitly naming Aston Martin and McLaren as beneficiaries, and reduced the non-compliance fine from £15,000 to £12,000 per vehicle for manufacturers still within scope (UK Parliament, 2025). Aston Martin has used this flexibility directly: chief executive Adrian Hallmark confirmed in 2026 that the company plans to keep annual V12 sales below 1,000 units specifically in order to remain exempt from tightening emissions legislation until 2035, trading production volume for an extended production life for its most iconic engine (Carscoops, 2026). This is a clear example of an environmental policy shift being converted into deliberate strategic advantage rather than simply being absorbed as a compliance cost, though it also means Aston Martin's product and margin planning for the next decade remains contingent on a regulatory exemption that could, in principle, be narrowed in a future policy review.
More broadly, institutional investors and prospective buyers alike are placing growing weight on decarbonisation credentials and environmental, social and governance performance, a pressure Aston Martin must balance against its heritage identity and the technical realities of electrifying a low-volume, high-performance vehicle range.
[bookmark: _Toc235293437]2.6 Legal Factors
As a company listed on the main market of the London Stock Exchange, Aston Martin operates within a demanding legal and regulatory compliance framework that has itself shaped how its transformation has been implemented. Since new UK Listing Rules took effect on 29 July 2024, listed commercial companies such as Aston Martin have been required to apply the UK Corporate Governance Code's principles and to comply, or explain any departure, on matters including board composition, risk management and remuneration (Davis Polk, 2024). The near-halving of Aston Martin's executive committee and the reshaping of governance around a smaller, more accountable leadership team, discussed in Section 4, therefore had to be conducted with regard to these continuing disclosure and governance obligations, and not merely as an internal management choice.
Employment law placed a further procedural constraint on the pace of restructuring. Because Aston Martin's 2025 workforce reduction of around 170 roles exceeded the twenty-employee threshold at which UK law requires formal collective consultation, the company was legally obliged under section 188 of the Trade Union and Labour Relations (Consolidation) Act 1992 to consult employee representatives in good time and to notify the Secretary of State before dismissals took effect, with tribunals empowered to award up to ninety days' gross pay per affected employee for non-compliance (Acas, 2026). This legal requirement is consistent with, and likely reinforced, the transparent, HR-supported communication approach highlighted as a cultural strength in Section 4.2.
Vehicle-specific regulation adds a further layer of complexity. The Zero Emission Vehicle mandate discussed in Section 2.5 operates as a binding legal instrument and not merely a policy aspiration: manufacturers outside the small-volume exemption face financial penalties for missing annual zero-emission sales thresholds, and Aston Martin's decision to cap V12 output below 1,000 units a year is itself a legal compliance strategy as much as a commercial one (Carscoops, 2026; UK Parliament, 2025). Finally, as connected and software-defined vehicles generate increasing volumes of personal data on drivers' location, behaviour and preferences, Aston Martin is subject to UK GDPR obligations requiring transparency, a lawful basis for processing, and appropriate security safeguards, an obligation that sits alongside the cybersecurity risk discussed in Section 2.4 and that will only grow in significance as the group's digital and connected-car ambitions expand (Infosecurity Magazine, 2026).
[bookmark: _Toc235293438]2.7 PESTEL Summary and Strategic Implications
Table 1 consolidates the six factors analysed above into a single summary of the key external issue, its impact on Aston Martin, and the strategic implication carried forward into the change plan in Section 5.
	PESTEL Factor
	Key External Issue
	Impact on Aston Martin
	Strategic Implication

	Political
	US tariffs (10% within a 100,000-unit quota / 27.5% above) and post-Brexit EU/China trade friction
	Repeated profit warnings (Jul 2025, Oct 2025, Feb 2026); forecasting difficulty
	Diversify export markets; engage government on quota reform (Section 5.3)

	Economic
	Contracting, uneven luxury goods market; sterling strength; high-cost debt
	Revenue -21%; adjusted EBIT loss >£184m; net leverage 12.8x
	Protect margin via ‘Specials’ pricing power; prioritise deleveraging (Section 5.2)

	Social
	Generational shift toward experience, authenticity and sustainability credentials
	Risk of losing relevance among younger high-net-worth buyers
	Invest in personalisation and digital ownership experience

	Technological
	Software-defined vehicles, AI and cybersecurity risk across a shared UK supply base
	Quality gains from digital tools; exposure to supply-chain cyber risk
	Treat cybersecurity as core to digital transformation (Section 5.6)

	Environmental
	ZEV mandate, decarbonisation pressure, small-volume manufacturer flexibilities
	Extended production runway for ICE/hybrid models via exemption
	Blended drivetrain strategy; V12 output capped below 1,000 units/year

	Legal
	Employment, corporate governance, data protection and emissions compliance law
	Procedural constraints on pace and disclosure of restructuring
	Embed compliance into HR, governance and digital workstreams


Table 1: PESTEL Summary and Strategic Implications for Aston Martin
Read together, the six factors show an external environment in which almost every dimension of change is compounding rather than isolated: political tariff shocks interact with economic currency and demand pressure; environmental regulation is being used as a source of strategic flexibility rather than pure constraint; and technological ambition creates legal and security exposure that did not exist a decade ago. This reinforces the conclusion, developed further in Sections 3 and 5, that Aston Martin's transformation cannot be treated as a bounded project with a fixed end-state, but must instead be sustained as an ongoing organisational capability capable of absorbing further external shocks.
[bookmark: _Toc235293439]3. Change Management Models Applied to Aston Martin
Two complementary change models help explain and evaluate the transformation programme Aston Martin has pursued since 2024 in response to the political, economic and technological pressures identified in Section 2: Lewin's three-step model, which explains the underlying logic of moving an organisation from one stable state to another (Lewin, 1947), and Kotter's eight-step model, which offers a more granular, sequential framework for leading large-scale organisational change (Kotter, 1996).
[bookmark: _Toc235293440]3.1 Lewin's Three-Step Model
Lewin's model conceptualises change as unfreezing the existing state, moving to a new state, and refreezing the organisation around new structures and behaviours (Lewin, 1947). Aston Martin's "unfreezing" stage can be seen in the public acknowledgement, on Hallmark's appointment, that the previous operating model of intense product launches without matching financial discipline was unsustainable, and in the explicit communication to staff that a period of significant change was underway, supported by additional HR resources during what management itself has described as "a difficult and uncertain time".
The "moving" stage is visible in the concrete actions taken during 2025: a reduction of roughly 5% of the workforce, a near-halving of the eleven-person executive committee, cuts to capital and operating expenditure of £60 million and £51 million respectively, and a formal transformation programme targeting operating leverage and cost discipline. This stage also included visible product-related change, such as the phased introduction of the Valhalla hybrid supercar and updated derivatives of the Vantage and DBX, which allowed the organisation to demonstrate that discipline on cost was being paired with continued investment in the product line rather than simple contraction.
The intended "refreezing" stage, not yet fully achieved, is the point at which Aston Martin embeds a leaner cost base, improved quality metrics and a sustainable SG&A base as its new normal, which management projects from 2026 onwards. Lewin's model is useful here because it captures the necessity of first breaking down old assumptions about growth-at-any-cost before new, more disciplined behaviours can take hold, but it has been criticised as overly linear for a business still operating in a highly turbulent external environment (Cameron and Green, 2019), where refreezing may need to be continuously revisited. In this writer's assessment, Aston Martin has convincingly completed the unfreeze and move stages, but the refreeze stage remains fragile: it depends on external conditions (tariffs, EV demand) that are outside management's control, and a further shock could force the organisation to unfreeze again before the new behaviours have had time to take root.
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Figure 1: Lewin's Three-Step Model applied to Aston Martin's 2024–26 transformation programme (adapted from Lewin, 1947).
[bookmark: _Toc235293441]3.2 Kotter's Eight-Step Model
Kotter's model offers a more actionable structure for evaluating execution (Kotter, 1996). A sense of urgency (step one) has been created through repeated, transparent disclosure of widening losses, rising leverage and a falling share price, which fell by more than 10% around the 2024 results and has continued to react sharply to each subsequent tariff-related profit warning, despite periods of renewed investor optimism (Bloomberg, 2026). A guiding coalition (step two) has formed around Hallmark and a reshaped, smaller executive committee, with Stroll deliberately stepping back from day-to-day operational involvement to allow the new chief executive authority to act.
A vision and strategy (steps three and four) of moving Aston Martin "from a high-potential business to a high-performing one" has been consistently communicated in results presentations and investor updates. Empowering broad-based action (step five) is reflected in the devolution of cost-optimisation targets across departments and the tightening of production and launch discipline that has driven the improvement in the right-first-time quality metric. Short-term wins (step six) include the improved second-half 2025 performance, the return to positive quarterly cash flow, the successful launch of the Valhalla hybrid supercar, and the £50 million sale of Formula 1 naming rights announced alongside the FY2025 results to shore up liquidity (Bloomberg, 2026). However, consolidating gains and producing more change (step seven) and anchoring new approaches in the culture (step eight) remain incomplete: FY2025 still closed with a wider adjusted EBIT loss and rising net debt, indicating that Aston Martin is roughly midway through Kotter's sequence rather than at its conclusion.
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Figure 2: Kotter's Eight-Step Model applied to Aston Martin's transformation, showing steps substantially achieved versus still in progress (adapted from Kotter, 1996).
[bookmark: _Toc235293442]3.3 Critical Evaluation
No single change model captures every dimension of organisational transformation, and practitioners are advised to triangulate complementary frameworks rather than relying on one in isolation (Cameron and Green, 2019). Applying both models together provides a more complete picture than either alone: Lewin explains the psychological and structural logic of the transition, while Kotter provides the operational checklist against which progress can be tracked. The main limitation for Aston Martin is that both models assume a reasonably stable external environment once change is implemented, whereas the PESTEL analysis in Section 2 shows the company continues to face unresolved uncertainty across almost every external dimension, from political tariff quotas and a contracting luxury goods market (Sections 2.1-2.2) to environmental regulation and cybersecurity risk (Sections 2.4-2.5), meaning that "refreezing" is likely to be provisional and that the organisation may need to cycle through further iterations of both models in the near term.
A further useful lens is the ADKAR model, which evaluates change at the level of the individual employee across awareness, desire, knowledge, ability and reinforcement (Hiatt, 2006). Aston Martin's provision of additional HR resources and online materials during the 2025 restructuring suggests an attempt to build awareness and knowledge among affected staff, but the absence of any published data on employee sentiment or retention makes it difficult to assess independently whether desire, ability and reinforcement have been achieved at the individual level, which is precisely why the evaluation plan in Section 5.4 recommends that Aston Martin begin systematically collecting this data going forward.
[bookmark: _Toc235293443]4. Leadership, Change Management and Organisational Culture
The way strategic change is led has been as important to Aston Martin's trajectory as the content of the change itself.
[bookmark: _Toc235293444]4.1 Leadership Style Applied
Adrian Hallmark's leadership since September 2024 can best be characterised as transformational (Bass, 1985), combined with a strong task-oriented, results-focused emphasis appropriate to a turnaround situation. Transformational leadership theory identifies idealised influence, inspirational motivation, intellectual stimulation and individualised consideration as the core behaviours distinguishing transformational from purely transactional leaders (Bass, 1985), and several are evident in Hallmark's approach: his consistent articulation of an inspiring long-term vision for Aston Martin as a future "sector benchmark" company, his focus on operational excellence and product quality as sources of pride for employees, and his framing of painful cost decisions within a broader narrative of protecting the long-term future of an iconic British brand. At the same time, the immediate financial pressure facing the business has required a more directive, transactional style in the short term, including clear performance targets, workforce reductions and tight financial discipline, illustrating how effective change leadership in a crisis often blends inspirational and directive elements rather than relying on a single pure style. Although this blended approach appears well suited to Aston Martin's immediate turnaround needs, its long-term credibility will depend on whether Hallmark can convert short-term cost discipline into a durable performance culture, rather than the personality-driven fix that several of his predecessors were unable to sustain.
Executive Chairman Lawrence Stroll's decision to step back from day-to-day operations to give Hallmark authority to lead is itself a leadership choice with significant implications: it signals institutional confidence in the new CEO, reduces the risk of conflicting messages from two senior leaders, and is consistent with contingency approaches to leadership, which argue that the appropriate style and locus of authority should adapt to the situation a business faces, rather than remaining fixed (Fiedler, 1967). Fiedler's (1967) contingency model specifically predicts that a more task-oriented, directive style of the kind Hallmark has adopted tends to be most effective at the extremes of situational favourableness, including the kind of high-pressure, high-stakes turnaround Aston Martin faced in 2025, which lends theoretical support to the leadership approach taken.
Hallmark's professional background is itself relevant to the leadership style he has brought to the role. Having previously led Bentley Motors through its own profitable repositioning as an ultra-luxury brand, and having earlier overseen Jaguar's first electric vehicle launch, he arrived with direct experience of both the operational turnaround and the electrification challenges Aston Martin now faces (Manufacturing Digital, 2024). This depth of sector-specific experience supports the credibility dimension of transformational leadership, since employees, dealers and investors are more likely to trust a change narrative delivered by a leader who has visibly solved comparable problems elsewhere in the same industry.
[bookmark: _Toc235293445]4.2 The Role of Organisational Culture
Organisational culture has had a direct and explicit influence on the change programme's design. Management has publicly acknowledged the need to sustain a culture of mutual respect during a period in which trusted colleagues are leaving the business, framing the collective effort behind the tenet that "no one builds an Aston Martin on their own". This suggests an underlying craftsmanship-based, collegial culture inherited from the company's history as a low-volume, hand-built manufacturer, which leadership has tried to preserve even while imposing significant structural change. Cultural continuity of this kind is widely regarded as a critical enabler of successful change, since employees are more likely to accept short-term disruption to structures and headcount when the organisation's deeper values and identity appear to be protected (Cameron and Green, 2019); it may also have helped Aston Martin meet, in substance and not merely in form, the collective consultation obligations discussed in Section 2.6 (Acas, 2026).
Using the distinction between visible artifacts, espoused values and underlying assumptions (Schein, 2017), Aston Martin's espoused values of quality, craftsmanship and heritage appear to have remained stable even as visible structures, such as the size of the executive committee and total headcount, have changed substantially. This continuity of underlying cultural identity may be one reason the company has been able to sustain four CEO transitions in four years without a wholesale breakdown of brand identity or product quality, although the frequency of leadership change nonetheless carries a real risk of cultural fatigue and reduced trust if not carefully managed. In this writer's view, the current programme's transparent, employee-focused communication is a genuine strength, but its effectiveness has not been independently tested, since the business does not yet publish workforce engagement data alongside its financial metrics. Alongside quality metrics, the company has also reported a reduction in its workplace accident frequency rate, from 0.35 in FY2024 to 0.30 in FY2025, on the way to a stated ambition of zero workplace accidents (Aston Martin Lagonda Global Holdings plc, 2025a). This kind of visible, values-aligned safety improvement, running in parallel with headline financial restructuring, functions as a cultural artifact in that sense (Schein, 2017), giving employees tangible evidence that leadership's stated commitment to their wellbeing is being acted upon even during a period of headcount reduction.
[bookmark: _Toc235293446]5. Proposed Change Management Plan
Building on the analysis above, the following change management plan is proposed to help Aston Martin consolidate its ongoing transformation and move towards sustainable profitability.
[bookmark: _Toc235293447]5.1 Proposed Change and Objectives
The proposed change is the completion and institutionalisation of the current cost, quality and technology transformation programme, structured around four measurable objectives over a three-year horizon covering financial performance, deleveraging, quality/digital enablement, and a flexible electrification roadmap, each responding directly to the political, economic, environmental and legal pressures identified in Section 2, and summarised with owners and deadlines in Table 2 (Section 5.5).
These objectives are deliberately built around metrics Aston Martin already discloses and is already managing towards, rather than imposing an entirely new reporting framework. This continuity matters for change acceptance: employees, dealers and investors are more likely to support a plan that visibly extends work already under way than one that appears to reset the transformation programme yet again, given the fatigue that four leadership transitions in four years is likely to have created across the organisation.
[bookmark: _Toc235293448]5.2 Financial Plan
The financial plan should continue the already-announced discipline on capital and operating expenditure, targeting a stable, inflation-adjusted SG&A base from 2026 onwards, while protecting spend needed for quality improvement and electrification flexibility. Capital expenditure should be sequenced so that core-model derivatives and the Valhalla ramp-up continue to support average selling prices, with further debt refinancing considered only as a last resort given the elevated cost of the group's existing secured notes, a cost that will not fall automatically even as the Bank of England continues to ease its base rate, since the notes carry a fixed coupon (Bank of England, 2026; Section 2.2).
[bookmark: _Toc235293449]5.3 Communication Plan
Internally, quarterly town-hall updates from the CEO and executive committee should continue to explain the rationale for structural change, reinforcing the shared cultural tenet identified in Section 4.2, meeting both the spirit and the letter of the collective consultation obligations discussed in Section 2.6 (Acas, 2026), and providing HR support to affected staff. Externally, transparent, data-led quarterly reporting to investors, of the kind already used in the FY2025 results announcement, should continue to rebuild market confidence. Dealer and customer communication should emphasise continuity of craftsmanship and heritage alongside the benefits of improved build quality, protecting brand equity while operational changes continue.
[bookmark: _Toc235293450]5.4 Evaluation Plan
Progress should be evaluated against metrics the business already discloses: adjusted EBIT and free cash flow (quarterly), adjusted net leverage (half-yearly), the right-first-time quality metric (monthly), and workforce engagement data gathered through regular internal surveys. A formal annual review, aligned with Kotter's step of consolidating gains, should assess whether short-term improvements are converting into durable structural change, with flexibility to adjust the pace of electrification or cost reduction if the political, economic or environmental conditions identified in Section 2 shift again.
Governance of this evaluation process should sit with the reshaped, smaller executive committee, reporting formally to the Board and to Executive Chairman Lawrence Stroll. Where targets are missed, the plan should distinguish between execution failures, which call for tighter management discipline, and external shocks such as new tariffs or a further slowdown in luxury EV demand, which call instead for a revised strategy rather than a change in personnel, given the risk that a fifth CEO change in five years would pose to organisational stability.
[bookmark: _Toc235293451]5.5 Summary Change Plan
Table 2 consolidates the objectives, actions, ownership, key performance indicators and deadlines set out above into a single implementation summary.
	Objective
	Key Action
	Responsible
	KPI
	Deadline

	Return to positive adjusted EBIT and free cash flow
	Sustain cost-optimisation programme; maintain disciplined SG&A base
	CEO / CFO
	Positive adjusted EBIT and FCF sustained
	FY2026

	Reduce adjusted net leverage
	Prioritise debt paydown; sequence capex to protect margins
	CFO
	Net leverage reduced towards mid-term target
	FY2027

	Embed digital and AI-enabled quality tools
	Roll out predictive quality analytics and connected diagnostics across production
	COO / CIO
	Right-first-time quality ≥ 95% sustained
	FY2026–27

	Deliver a flexible, demand-led electrification roadmap
	Maintain Lucid and Mercedes-Benz technology partnerships; phase hybrid-to-BEV mix to demand
	CTO
	First BEV launched; hybrid/BEV mix aligned to demand
	By 2030

	Sustain culture and workforce trust through continued change
	Quarterly town-halls; HR support; regular engagement surveys
	CHRO
	Workforce engagement score maintained or improved
	Ongoing, reviewed annually


Table 2: Aston Martin Strategic Change Plan Summary
[bookmark: _Toc235293452]5.6 Risks and Mitigation
Delivery of this plan is subject to several risks that Aston Martin's leadership will need to monitor and actively manage, summarised in Table 3.
	Risk
	Likelihood
	Impact
	Mitigation

	Employee resistance to further restructuring after repeated change
	Medium
	High
	Transparent, HR-supported communication; phased implementation; visible investment in safety and quality (Section 4.2)

	Failure or delay in AI/digital quality-tool implementation
	Medium
	Medium
	Pilot before full rollout; use proven suppliers; align with existing right-first-time metric

	Global economic slowdown reducing ultra-luxury demand
	Medium
	High
	Diversify regional sales mix; flexible production scheduling; protect ‘Specials’ pricing power

	Further increases in US/China tariffs
	Medium-High
	High
	Regional pricing flexibility; engage industry bodies; avoid over-reliance on any single export market

	Continued uncertainty over luxury EV demand
	High
	Medium
	Maintain blended drivetrain strategy; delay firm BEV volume commitments until demand is clearer

	Cyber-attack or IT disruption at a shared UK supplier or peer manufacturer
	Medium
	Medium-High
	Incident-response and business-continuity planning; supplier diversification; cyber insurance (Section 2.4)


Table 3: Key Risks to the Change Plan and Mitigating Actions
[bookmark: _Toc235293453]6. Conclusion
Aston Martin's recent history demonstrates how a historic, brand-rich organisation can be simultaneously constrained and reshaped by financial fragility, leadership turnover, and the compounding political, economic, social, technological, environmental and legal pressures identified through the PESTEL analysis in Section 2 (Whittington et al., 2020). Lewin's (1947) and Kotter's (1996) models show that the company's current transformation, led by Adrian Hallmark since September 2024, is a substantially rational and well-sequenced response to these pressures, blending transformational vision (Bass, 1985) with directive, transactional discipline and supported by a leadership decision, consistent with contingency theory (Fiedler, 1967), to concentrate operational authority in a single accountable chief executive. The proposed change management plan builds on this trajectory, translating the company's own stated priorities and the strategic implications set out in Section 2.7 into measurable financial, quality and cultural objectives, supported by a communication and evaluation framework designed to sustain the transformation even as the external environment continues to evolve. Overall, this writer's assessment is that Hallmark's strategy is appropriate in direction and well sequenced against established change models, but its ultimate success will depend less on the quality of the plan itself than on Aston Martin's ability to stabilise its balance sheet while a contracting luxury goods market, an uncertain and slower-than-expected electric vehicle transition, and a volatile international trade policy environment continue to unsettle the wider luxury automotive sector (Bain & Company, 2026).
1. [bookmark: _Toc235293454]References
2. Acas (2026) When you must consult – collective consultation for redundancy. Available at: https://www.acas.org.uk/collective-consultation-redundancy (Accessed: 18 July 2026).
3. Aguilar, F.J. (1967) Scanning the Business Environment. New York: Macmillan. Available at: https://openlibrary.org/books/OL5535031M/Scanning_the_business_environment (Accessed: 18 July 2026).
4. Aston Martin Lagonda Global Holdings plc (2025a) Preliminary Results FY2025. Gaydon: Aston Martin Lagonda Global Holdings plc. Available at: https://www.astonmartin.com/-/media/corporate/documents/fy-results-2025/aston-martin-lagonda-fy-2025-results.pdf (Accessed: 11 July 2026).
5. Aston Martin Lagonda Global Holdings plc (2025b) Interim Results H1 2025. Gaydon: Aston Martin Lagonda Global Holdings plc. Available at: https://www.astonmartin.com/-/media/corporate/documents/h1-results-2025/aston-martin-lagonda-h1-2025-results.pdf (Accessed: 11 July 2026).
6. Autocar (2025) Aston Martin to launch first EV by 2030 after hybrid model blitz. Available at: https://www.autocar.co.uk/car-news/new-cars/aston-martin-launch-first-ev-2030-after-hybrid-model-blitz (Accessed: 11 July 2026).
7. Bain & Company (2026) Global Luxury Stabilizes Amid Compounding Disruptions as Brands Race to Amplify Meaning and Rebuild Relevance. Available at: https://www.bain.com/about/media-center/press-releases/2026/global-luxury-stabilizes-amid-compounding-disruptions-as-brands-race-to-amplify-meaning-and-rebuild-relevance/ (Accessed: 18 July 2026).
8. Bank of England (2026) Bank Rate Maintained at 3.75% – February 2026 Monetary Policy Summary and Minutes. Available at: https://www.bankofengland.co.uk/monetary-policy-summary-and-minutes/2026/february-2026 (Accessed: 18 July 2026).
9. Bass, B.M. (1985) Leadership and Performance Beyond Expectations. New York: Free Press. Available at: https://openlibrary.org/books/OL2861879M/Leadership_and_performance_beyond_expectations (Accessed: 18 July 2026).
10. Bloomberg (2025) Aston Martin CEO Plans Cost Cuts to Turn Around Troubled Carmaker. Available at: https://www.bloomberg.com/news/articles/2025-02-25/aston-martin-ceo-plans-cost-cuts-to-turn-around-troubled-carmaker (Accessed: 11 July 2026).
11. Bloomberg (2026) Aston Martin Issues New Profit Warning as US Tariffs Weigh on Earnings. Available at: https://www.bloomberg.com/news/articles/2026-02-20/aston-martin-warns-on-profit-again-as-us-tariffs-hit-carmaker (Accessed: 18 July 2026).
12. Business Matters (2025) Aston Martin's new chief vows to reverse fortunes as luxury carmaker targets 2025 profit. Available at: https://bmmagazine.co.uk/news/aston-martins-new-chief-vows-to-reverse-fortunes-as-luxury-carmaker-targets-2025-profit/ (Accessed: 11 July 2026).
13. Cameron, E. and Green, M. (2019) Making Sense of Change Management: A Complete Guide to the Models, Tools and Techniques of Organizational Change. 5th edn. London: Kogan Page. Available at: https://books.google.com/books/about/Making_Sense_of_Change_Management.html?id=LX-5DwAAQBAJ (Accessed: 11 July 2026).
14. Carscoops (2026) Aston Martin Keeps Its V12 By Promising To Sell Almost None Of It. Available at: https://www.carscoops.com/2026/07/aston-martin-v12-future/ (Accessed: 18 July 2026).
15. Cyber Monitoring Centre (2025) Statement on the Jaguar Land Rover Cyber Incident – October 2025. Available at: https://cybermonitoringcentre.com/2025/10/22/cyber-monitoring-centre-statement-on-the-jaguar-land-rovercyber-incident-october-2025/ (Accessed: 18 July 2026).
16. Davis Polk (2024) UK Corporate Governance – Key Developments in 2024. Available at: https://www.davispolk.com/insights/client-update/uk-corporate-governance-key-developments-2024 (Accessed: 18 July 2026).
17. Fiedler, F.E. (1967) A Theory of Leadership Effectiveness. New York: McGraw-Hill. Available at: https://archive.org/details/theoryofleadersh00fied (Accessed: 18 July 2026).
18. Hiatt, J. (2006) ADKAR: A Model for Change in Business, Government and Our Community. Loveland, CO: Prosci Learning Center Publications. Available at: https://archive.org/details/adkarmodelforcha0000hiat (Accessed: 11 July 2026).
19. Infosecurity Magazine (2026) Driving Compliance: The Data Protection Risks of Connected Car Technology. Available at: https://www.infosecurity-magazine.com/opinions/driving-compliance-data-protection/ (Accessed: 18 July 2026).
20. Investing.com (2025) UK's Aston Martin Forecasts Fiscal 2025 Profit Below Market Consensus. Available at: https://www.investing.com/news/stock-market-news/uks-aston-martin-forecasts-fiscal-2025-profit-below-market-consensus-4271558 (Accessed: 18 July 2026).
21. Kotter, J.P. (1996) Leading Change. Boston, MA: Harvard Business School Press. Available at: https://hbsp.harvard.edu/product/11116-HBK-ENG (Accessed: 11 July 2026).
22. Lewin, K. (1947) 'Frontiers in Group Dynamics: Concept, Method and Reality in Social Science; Social Equilibria and Social Change', Human Relations, 1(1), pp. 5-41. Available at: https://doi.org/10.1177/001872674700100103 (Accessed: 11 July 2026).
23. Manufacturing Digital (2024) People Moves: Adrian Hallmark, Aston Martin. Available at: https://manufacturingdigital.com/articles/People-Moves-adrian-hallmark (Accessed: 11 July 2026).
24. Motor1.com (2025) UK Auto Tariffs Slashed in First Trade Deal With US. Available at: https://www.motor1.com/news/759020/us-uk-trade-deal-tariffs-cars/ (Accessed: 18 July 2026).
25. Motor Finance Online (2024) Aston Martin appoints Adrian Hallmark as new CEO, Amedeo Felisa steps down. Available at: https://www.motorfinanceonline.com/news/aston-martin-appoints-adrian-hallmark-as-new-ceo-amedeo-felisa-steps-down/ (Accessed: 11 July 2026).
26. Precedence Research (2026) AI and Software Redefine the Auto Industry in 2026. Available at: https://www.precedenceresearch.com/news/ai-and-ev-platforms-2026 (Accessed: 18 July 2026).
27. Schein, E.H. (2017) Organizational Culture and Leadership. 5th edn. Hoboken, NJ: Wiley. Available at: https://www.wiley.com/en-us/Organizational+Culture+and+Leadership,+5th+Edition-p-9781119212041 (Accessed: 11 July 2026).
28. SMMT (2026) Tough Year for Auto but New Models and Industrial Strategy Can Deliver Growth. Available at: https://www.smmt.co.uk/tough-year-for-auto-but-new-models-and-industrial-strategy-can-deliver-growth/ (Accessed: 18 July 2026).
29. UK Parliament (2025) Zero Emission Vehicle Mandate. Hansard, House of Commons, 7 April. Available at: https://hansard.parliament.uk/Commons/2025-04-07/debates/29D6C671-8A2D-48C7-86BC-95098EFD68B2/ZeroEmissionVehicleMandate (Accessed: 18 July 2026).
30. US News & World Report (2025) Aston Martin Warns on Profit as US Tariffs, Stagnant Chinese Demand Bite. Available at: https://money.usnews.com/investing/news/articles/2025-07-30/aston-martin-warns-on-annual-profit-due-to-tariff-disruption (Accessed: 18 July 2026).
31. WardsAuto (2025) Aston Martin Delays BEV Model, Targeting More Hybrids and Keeping V-12. Available at: https://www.wardsauto.com/news/aston-martin-delays-bev-model-targeting-more-hybrids-and-keeping-v-12/778352/ (Accessed: 11 July 2026).
32. Whittington, R., Regnér, P., Angwin, D., Johnson, G. and Scholes, K. (2020) Exploring Strategy: Text and Cases. 12th edn. Harlow: Pearson Education. Available at: https://www.pearson.com/en-gb/subject-catalog/p/exploring-strategy-text-and-cases/P200000004559/9781292321646 (Accessed: 18 July 2026).
Page 1 of 1
image1.png
& Prifysgol Cymru
% Y Drindod Dewi Sant
\ University of Wales
Trinity Saint David




image2.png
Lewin's Three-Step Model Applied to Aston Martin's 2024-26 Transformation
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