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[bookmark: _Toc233833459]Executive Summary
The report is a strategic change plan for Aston Martin Lagonda Global Holdings plc, a British luxury car manufacturer in a highly dynamic automotive industry. The company is under severe pressure from electrification, digitalisation, artificial intelligence, environmental regulation, rising costs and shifting luxury customer requirements. Aston Martin is a well-established, heritage- and craftsmanship-focused, high-performance brand globally, but a series of recent financial difficulties highlights the need for a structured transformation. The company's external environment is explored using PESTLE, and the company's internal capability is explored using SWOT. 
It highlights the need for a Sustainable Digital Performance Transformation Programme around Hybrid/electric innovation, AI-enabled operational efficiency, digital customer experience, sustainability and workforce reskilling. Kotter's 8-Step Model, in conjunction with ADKAR, is suggested to control organisational and employee-level change. The report concludes that Aston Martin can increase competitiveness by maintaining its luxury performance brand while sustaining the driving force of innovation in its approach.
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[bookmark: _Toc233833460]Introduction
The automotive sector is experiencing a significant transformation in its strategy, due to electrification, digitalisation, artificial intelligence, automation, environmental regulation, supply chain risks and evolving customer expectations (Hossain, 2025). The traditional auto companies are no longer only competing on design, performance, and brand value. It is now necessary for them to build new technological competencies, build operational resilience and adapt to the increasing demands for sustainable mobility. For luxury car companies, these challenges are particularly significant, where innovation needs to be paired with exclusiveness, heritage and craftsmanship (Pettigrew et al., 2023). 
The report provides details of Aston Martin Lagonda Global Holdings plc, one of the British luxury car manufacturers that are recognised for their performance, elegance, craftsmanship and brand prestige. Aston Martin has been chosen as it is an example of a heritage organisation under contemporary strategic pressures (Reuters, 2025). The brand enjoys international recognition, but recent financial problems demonstrate that brand reputation is not a surefire means of ensuring long-term competitiveness. Aston Martin's revenue for 2025 was £1,258 million, adjusted EBIT loss was £189 million, operating loss was £259 million, wholesale volumes were 5,448 vehicles, and net debt was £1,380 million (London Stock Exchange, 2025). Hence, this report examines Aston Martin's internal and external environment and formulates a strategic change plan for the enhancement of competitiveness, resilience and sustainability in the long term.  

[bookmark: _Toc233833461]Recent History and Need for Strategic Change
Aston Martin has been a very dynamic company in recent years, facing challenges and repositioning (Ventura, 2021). The company has been trying to enhance its luxury image, revitalise its product offering and boost its financial results. In recent years, however, the external environment has become increasingly difficult due to economic uncertainty in the global market, shifting customer demand, more stringent environmental regulations, and rapid technological disruption (Aston Martin, 2023).
Profitability is a big problem for Aston Martin – with a niche luxury market (Qamar and Collinson, 2020). Compared to the bigger car manufacturers, who like the Volkswagen Group, BMW Group, Mercedes-Benz or Toyota have economies of scale, Aston Martin is not the same (Pettigrew et al., 2023). This implies that spending on research and development, and investment in electrification, along with production costs and supply chain pressures, can affect its finances more. The company's 2025 results reflect a difficult position, with the company's wholesale volumes dropping to 5,448 from 6,030 in 2024 and its net debt rising to £1,380 million (Aston Martin, 2026). The facts suggest that Aston Martin must have a realistic change programme which will enhance efficiency and maintain their cash flow whilst they will need to support innovation (Hossain, 2025). 
One of the other drivers for strategic change is the transition to electric and hybrid vehicles (Thompson, 2024). For luxury performance brands, it's an arduous task as customers generally equate performance cars with sound, driving emotion and engine power. At the same time, electrification may offer new performance possibilities with instant torque and advanced control systems, but can also instil resistance in the minds of customers who feel electric vehicles are detracting from the feeling of an Aston Martin. The company thus needs to be careful in its approach to electrification and connect sustainability with performance, exclusivity and innovation (Bentley et al., 2017).
Another sector that is being transformed by digitalisation is the automotive industry (Ghani et al., 2024). Customers now demand connected services, online shopping experiences, customisations and personalised ownership portals, and sophisticated in-car experiences. Digital transformation is not just about making vehicles better; it's about making customer experience better, after-sales better, manufacturing better and data-driven decision-making better for Aston Martin. 
AI and automation can present opportunities and threats too (Meckling and Nahm, 2019). AI can enhance production planning, quality control, customer analysis, supply chain forecasting, and predictive maintenance. technologies to work. If employees see digital systems as a threat to traditional skills, there can be resistance from a company that has a strong culture around craftsmanship. So, Aston Martin's change plan should be a balance of technology and human expertise (Sulistyo, 2024).
The entire UK automotive market is under pressure as well. In 2025, over 717,000 cars were manufactured in the UK, with 77.5% exported, of which more than half were sold in the EU (London Stock Exchange, 2025). This indicates that UK manufacturing is very vulnerable to global trade conditions, export demand and changes in international market regulations (Ghani et al., 2024).   

[bookmark: _Toc233833462]External Environmental Analysis: PESTLE Analysis
[bookmark: _Toc233833463]Political Factors
Political factors play a significant role in Aston Martin, as the auto industry is heavily tied to government policies, trade laws, and environmental goals (Sulistyo, 2024). The UK zero-emission vehicle mandate is significant as manufacturers must ramp up the percentage of ZEVs in their sales from 22 per cent in 2024 to 80 per cent by 2030 (Reuters, 2025). This puts a strain on Aston Martin to push into electrification but still maintain its luxury performance image. 

[bookmark: _Toc233833464]Economic Factors
Economic conditions have an impact on Aston Martin as luxury cars are discretionary products and are costly (Whittington et al., 2019). But even affluent customers can wait for a better deal or put off purchasing during inflation or if they're not feeling like buying. The need for change is reflected in Aston Martin's financial situation. In 2025, revenue was £1,584 million and net debt was £1,380 million (Aston Martin, 2026). This restricts flexibility and adds pressure to manage costs. 

[bookmark: _Toc233833465]Social Factors
The luxury definition is being redefined in the automotive industry by social expectations (Jacobides et al., 2016). While performance, exclusivity, design and heritage continue to be of value to customers, sustainability, ethical production, personalisation and impressive digital experiences are increasingly expected. It's a blessing and a curse for Aston Martin. By integrating sustainable luxury into the company's image, it can reinforce its positive perception and build a stronger brand (Sulistyo, 2024). By incorporating sustainable luxury into its identity, the company can help to reinforce its positive image and create a stronger brand. But some traditional customers might not be willing to go with electrification out of fear it will make their engines quieter.

[bookmark: _Toc233833466]Technological Factors
One of the most significant challenges facing Aston Martin is technological change (Ghani et al., 2024). Competition is changing because of electric vehicles, Hybrid systems, Artificial Intelligence, Automation, Connected-car services and digital manufacturing. Competitors like Porsche, Ferrari, Bentley and Mercedes-AMG are spending a lot of money on electrified performance and digital customer ecosystems (Faustino, 2023). These are the things Aston Martin needs to do to stay competitive, as it will have to do better in this area. With Lucid Group, it is managing to overcome collaboration challenges and gain access to advanced electric powertrain technology
[bookmark: _Toc233833467]Legal Factors
Legal factors are emission regulations, vehicle safety regulations, labour law, data protection and corporate governance (Kendall, 2020). The zero-emission vehicle framework puts legal obligations on manufacturers to ramp up EV production or risk compliance issues. Vehicle safety is also of key importance as the vehicle could damage Aston Martin's reputation and incur financial penalties in case of failure. With the launch of connected services and digital customer platforms, data protection and cybersecurity compliance will gain significance

[bookmark: _Toc233833468]Environmental Factors
Environmental pressure is at the heart of Aston Martin's future agenda. The company has pledged to be net zero across its value chain by 2050 (Aston Martin, 2023). This demands cleaner production, sustainable materials, lower-carbon supply chains and electrified product development. Aston Martin decreased Scope 1 and 2 emissions by 8,029 tCO2e in 2025 from 9,174 tCO2e in 2024, thus making progress (Aston Martin Lagonda Global Holdings plc, 2026). 

[bookmark: _Toc233833469]Internal Analysis (SWOT Analysis)
	Strengths
	Weaknesses

	· Strong British luxury brand with global recognition and heritage (Hossain, 2025).
	· Weak financial performance, including operating losses and high net debt (Ventura, 2021).

	· Reputation for performance, craftsmanship, design and exclusivity.
	· Smaller scale compared with global automotive groups, limiting economies of scale.

	· Presence in the ultra-luxury segment, where customers value exclusivity and emotional brand appeal.
	· High cost of research and development, especially for electrification and digital technologies (Pettigrew et al., 2023).

	· Product portfolio includes sports cars, grand tourers, SUVs and limited-edition models (Ventura, 2021).
	· Dependence on a narrow luxury customer base and limited production volumes.

	· Strong brand association with motorsport, performance and British identity.
	· Slower electrification progress compared with some larger competitors.

	· Partnerships can support technology development, especially in electrification (Reuters, 2025).
	· Cultural risk where heritage and craftsmanship may slow acceptance of automation and digital change (Qamar and Collinson, 2020).

	Opportunities
	Threats

	· Growth in sustainable luxury and high-performance hybrid/electric vehicles (Ghani et al., 2024).
	· Strong competition from Ferrari, Porsche, Bentley, Lamborghini, McLaren, Mercedes-AMG and luxury EV brands (Ventura, 2021).

	· Use of AI and automation to improve manufacturing efficiency, quality control and forecasting.
	· ZEV regulations and emissions rules may create compliance costs and pressure.

	· Digital customer experience can improve personalisation, loyalty and after-sales service (Bentley et al., 2017).
	· Economic uncertainty may weaken demand for luxury vehicles.

	· Strategic partnerships with technology and battery companies can reduce development burden.
	· High debt and losses may restrict investment flexibility (Ventura, 2021).

	· Sustainable materials and low-carbon manufacturing can strengthen brand reputation (Pettigrew et al., 2023).
	· Supply chain disruption and trade barriers can affect production and export performance.

	· Workforce reskilling can create a more innovative and change-ready organisation.
	· Customer resistance may occur if electrification is seen as weakening the Aston Martin driving experience (Thompson, 2024).




[bookmark: _Toc233833470]Evaluation of Change Management Models
Aston Martin Lagonda needs a structured change management approach because it is not a minor adjustment in its operations (Sogra et al., 2026). It is undergoing a broader transformation as it seeks financial recovery, electrification, digital innovation, artificial intelligence, and workforce capability and cultural change. Change management models are helpful because they help the leaders establish direction, minimise resistance and organise the change process. Depending on the type of change you are implementing, and/or the organisational context, the suitability of each model will differ (Kaminski, 2022).
Aston Martin, unfreezing would be to raise awareness of the need to change due to financial pressures, regulatory requirements and the shift towards electric and digital cars (Kendall, 2020). The changing stage would be to introduce new systems, processes, train and develop new priorities for the product. The refreezing stage would mean that new behaviour and practice would have to be built into the company's routine (Kaminski, 2022). 
The power of Lewin's model is that it is very easy to understand and can enable employees to view change as a planned journey. But the shortcoming of it is that it might not be as linear as Aston Martin's case (Cummings et al., 2016). 
Kotter's Eight Step Change Model is better suited to Aston Martin as it offers a detailed and leadership-based process (Mouazen et al., 2024). Kotter's model starts by building the sense of urgency, which is crucial as Aston Martin needs to understand the gravity of its financial and strategic situation (Tomalin, 2024). The company's results presentation for FY2025 was marked by challenging trading environments and ongoing performance pressures, further underlining the importance of a well-managed transformation. Kotter's model would then surface the following challenges for the company: form a guiding coalition, develop a vision, communicate the vision, remove obstacles, secure short-term wins, and achieve the change in organisational culture. 
The ADKAR model also applies, because it deals with change at the employee level (Tang, 2019). ADKAR stands for awareness, desire, knowledge, ability and reinforcement. Prices are vital to Aston Martin because employees might oppose change if they are afraid of losing their jobs or their traditional craftsmanship or are worried about the competition from automation. Awareness is a key to understanding the need for change. They are driven to accept the change by desire. 
The ideal way to approach Aston Martin is to implement Kotter's Eight Step Model as the core strategic plan and then ADKAR as the reskilling and employee engagement plan (Kaminski, 2022). The company's need for strategic direction, leadership alignment and embedding is appropriate for Kotter. ADKAR is beneficial because the change will only be successful if employees are aware of it, accept it, and acquire the necessary skills to implement it. 


[bookmark: _Toc233833471]Leadership Style and Organisational Culture
The change programme's success or failure will be largely driven by the leadership (Akanji et al., 2020). Uncertainty with electrification, evolving customer expectations, economic strain and technological change are creating uncertainty for the company. In these times, employees require leaders to be clear, confident and directive. Transformational leadership style is the most appropriate one to use in Aston Martin with the aid of strategic leadership (Xenikou and Furnham, 2022).
Transformational leadership is suitable because the employees need to embrace change as an opportunity, not a threat to Aston Martin (Maamari and Saheb, 2018). Leaders need to communicate that electrification, AI and digitalisation are not the death of Aston Martin's heritage. Rather, they may symbolise a new phase in the firm's luxury performance brand. The significance of this is that Aston Martin's culture is grounded in the aspects of craftsmanship, design, engineering excellence and emotional performance
Strategic leadership is also a must, as Aston Martin will have to make some tough long-term choices regarding investment, partnerships and product focus (Ilham, 2018). The strategic supply deal with Lucid Group demonstrates that collaboration is starting to play a role in gaining access to cutting-edge electric powertrain technologies. Aston Martin said the partnership will help the company develop its future ultra-luxury high-performance electric cars.
Organisational culture is also of importance (Nguyen et al., 2023). While heritage culture demands a lot of time and effort for its development, it is one of Aston Martin's assets due to its ability to reinforce brand identity, exclusivity and customer loyalty. But it can also be a hindrance if it causes the organisation to be too conservative on change. Traditional performance-only culture may not be receptive to electrification and digital changes (Ilham, 2018). 

[bookmark: _Toc233833472]Proposed Strategic Change Management Plan
Aston Martin's proposed change is a Sustainable Digital Performance Transformation Programme. The goal of this programme is to make Aston Martin more financially robust, more efficient, build hybrid and EV capability, create better digital customer experience and future-proof staff for new technologies (Qamar and Collinson, 2020). It's an appropriate change plan due to its direct answer to the company's primary problems; however, it also safeguards its luxury performance identity.
The first phase of the plan should be to establish a sense of urgency and garner buy-in from leadership (Thompson, 2024). Senior leaders need to give a clear message that the business needs to change due to the automotive industry's transition towards electrification, digitalisation and sustainability. Manufacturers face strong regulatory pressure due to the UK's zero-emission vehicle policy, which will gradually increase to 80% ZEVs by 2030, with 22% by 2024 (London Stock Exchange, 2025). 
The second phase should be dedicated to the development of capabilities. Aston Martin needs to conduct an internal Digital skills audit, Production efficiency, Supplier readiness, Sustainability performance and Customer experience systems (Whittington et al., 2019). This will aid the company in determining the places it needs to invest most. The organisation should then focus on workforce training to enable them to be well equipped in electric vehicle systems, AI-supported manufacturing, data-driven decision-making, digital customer engagement and sustainability practices (Meckling and Nahm, 2019).
Pilot projects should be the third stage. Rather than roll out major transformations all at once, Aston Martin should pilot various AI-based quality inspection, digital production dashboards, supplier risk monitoring, and personalisation platforms in specific regions (Whittington et al., 2019). Pilot projects minimise the financial risk, and the company can find out the lessons it has to learn before rolling out the change throughout the organisation. 
The last step should be about embedding the change (Henry, 2021 be presented as a one-off project. It should now be integrated as a way of doing things for Aston Martin in the long term (Tomalin, 2024).

[bookmark: _Toc233833473]Financial Plan
	Area of Investment
	Purpose
	Expected Benefit
	Financial Control

	AI-supported production and quality systems
	The purpose is to improve production planning, reduce defects and support more accurate quality control.
	This can reduce waste, improve consistency and support better operational efficiency (Jacobides et al., 2016).
	Aston Martin should begin with small pilot projects and expand only when measurable savings or quality improvements are achieved.

	Workforce reskilling
	The purpose is to prepare employees for electric vehicle systems, AI tools, digital manufacturing and sustainability practices.
	This can reduce employee resistance, protect internal capability and support smoother implementation (Faustino, 2023).
	Training should be targeted at roles most affected by transformation to avoid unnecessary cost.

	Hybrid and electric vehicle development
	The purpose is to strengthen future product competitiveness and respond to regulatory pressure.
	This can improve Aston Martin’s long-term market relevance and support compliance with zero-emission expectations (Sogra et al., 2026).
	Investment should be phased and supported by technology partnerships where appropriate.

	Digital customer experience
	The purpose is to improve personalisation, ownership experience, after-sales communication and brand engagement.
	This can strengthen loyalty among luxury customers and create a more modern ownership journey (Jacobides et al., 2016).
	The company should first target high-value customer groups before scaling the platform widely.

	Sustainability and low-carbon operations
	The purpose is to reduce environmental impact and support Aston Martin’s Racing. Green. strategy.
	This can improve brand reputation, regulatory readiness and long-term operational sustainability (Sogra et al., 2026).
	Projects should be linked to measurable carbon reduction, energy efficiency or cost-saving outcomes.



The financial plan needs to be staged as Aston Martin is not as financially flexible as the larger automotive groups. Any transformation it has to go through should be around reducing cost, enhancing capability, compliance support or customer value.

[bookmark: _Toc233833474]Communication and Evaluation Plan
Aston Martin's communications must be clear and consistent. Regular communication from employees should be done via town hall meetings, briefings to departments, and internal digital platforms (Jacobides et al., 2016). The message should outline the reasons for the change, the impact of the change on employees and any support that will be given. Investors should be provided with clear updates on the financial discipline and correlation to the change programme for long-term value creation. Consumers need to be informed that Aston Martin will be transforming the car for luxury performance, added sustainability and digital innovation. 
training, employee satisfaction, customer satisfaction, internet usage, sustainable products and developments to electrified products. These indicators should be reviewed quarterly by the leadership coalition. When a project fails to be successful, corrective action should be taken promptly by management. This will help to keep the change programme from being symbolic (Piercy, 2016).


[bookmark: _Toc233833475]Risk Analysis
	Risk
	Impact on Aston Martin
	Mitigation Strategy

	Employee resistance
	Employees may fear job losses, automation or the loss of traditional craftsmanship, which could reduce commitment to the change programme (Zahan et al., 2025).
	The company should use clear communication, ADKAR-based training, employee involvement and change champions within departments (Kendall, 2020).

	High transformation cost
	Investment in electrification, AI, digital systems and sustainability may increase financial pressure (Henry, 2021).
	Aston Martin should use phased investment, pilot testing, strict budget control and external technology partnerships (Sogra et al., 2026).

	Customer resistance to electrification
	Traditional customers may feel that electric vehicles reduce the emotional performance and identity of Aston Martin (Sogra et al., 2026).
	The company should present electrification as a new form of luxury performance and use customer education, events and test-drive experiences (Jacobides et al., 2016).

	Technology implementation failure
	New AI or digital systems may not integrate effectively with existing processes (Zahan et al., 2025).
	Aston Martin should begin with controlled pilots, provide user training and work with experienced technology partners (Faustino, 2023).

	Supplier disruption
	Electrification requires specialist suppliers for batteries, software and advanced components, increasing supply chain dependency (Jacobides et al., 2016).
	The company should strengthen supplier monitoring, diversify critical suppliers and improve procurement risk management (Whittington et al., 2019).

	Poor leadership alignment
	If leaders communicate different priorities, employees may become confused and less committed (Tomalin, 2024).
	A guiding coalition should be created with shared objectives, regular reviews and consistent communication (Faustino, 2023).

	Regulatory pressure
	Failure to respond to zero-emission targets could create compliance, financial and reputational risks (Sogra et al., 2026).
	Aston Martin should align product planning with regulatory milestones and maintain a clear electrification roadmap (Zahan et al., 2025).





[bookmark: _Toc233833476]Conclusion
Despite being a strong British luxury brand, Aston Martin Lagonda Global Holdings plc is dealing with a difficult and rapidly evolving business landscape. The company needs to react to financial pressure, technological disruption and electrification, sustainability expectations and changing customer behaviour. It has been revealed that Aston Martin can't just depend on its heritage and craftsmanship.
The best change approach is that of Kotter's 8 Step Model with ADKAR. Kotter offers the organisational framework to establish the urgency, get people on the same page, explain the vision, and make change a habit. The plan is enhanced by employee awareness, employee motivation, employee skills and employee reinforcement, which are the four elements of ADKAR. Transformational leadership is essential to motivate staff and foster employee morale, 
The Sustainable Digital Performance Transformation Programme proposed is a realistic pathway. 
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