Marks 
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Executive Summary

The purpose of this report is to evaluate a significant organisational change within Aston Martin, specifically the appointment of Adrian Hallmark as CEO in March 2024. The company which is a globally recognised luxury car manufacturer, has faced increasing operational and financial pressures. This includes poor production consistency, leadership instability and over £1.16 billion in debt. 
This report applies the change using two key frameworks, Lewins Force Field Analysis and Kotter 8 Step change model. Lewin's model helps to identify the driving and restraining forces influencing the change, offering an insight into the internal and external dynamics. Kotter’s model is used to assess how structured and strategic the company’s approach to change has been since Hallmark was appointed CEO. The force field analysis revealed a delicate balance between powerful driving forces and substantial restraining forces. The continued success will depend on how well Hallmark manages resistance while reinforcing momentum. Using Kotter’s model, it's seen that Aston Martin has made important early progress by establishing a sense of urgency, aligning senior leadership behind a unified vision and initiating structural reforms. The decision to enlist Porsche consulting and cut operational inefficiencies shows clear intent. The report also examines Hallmark's style of leadership, identifying it as transformational in nature. Contrasting with the previous transactional styles, highlighting the importance of adaptive leadership in sustaining momentum. To understand the employee impact, Herzberg’s two factor theory is applied which reveals how organisational change affects motivation and morale.
Ultimately, the report concludes that Aston Martin is on a positive path towards organisational renewal. To sustain progress, leadership must remain transparent and focus employees on engagement embedding a high-performance culture. Keeping long term stability and innovation. 
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Introduction  

This report covers the organisational change within Aston Martin, a global ultra luxury car brand which prides itself on hand built car production. It employs around 3000 people across four sites, two of which are production sites. Its low volume production has caused many challenges throughout the years which different CEOs have tried to address. On March 22nd 2024 the appointment of a new CEO was announced Adrian Hallmark, who took over the position from Amedeo Felisia (Attwood and Page, 2024). Hallmark's previous experience as CEO of Bentley where he oversaw substantial operational improvements, led to him being an apparent fitting choice for a company that faces similar issues to overcome.
This report critically evaluates this significant change, It applies Kotters 8 – step change model (Kotter, 2012) to assess the change process, it uses Lewin’s force field analysis to understand the forces driving and resisting the change (Lewin, 1951) along with examining relevant leadership motivational theories. Leadership and management play a crucial role in making organisational change transitions as smooth as possible. Different leadership styles can have major impacts on these transitions. Styles such as transformational or adaptive leadership can help build trust, motivate employees, and guide organisations through periods of uncertainty (Northouse, 2025). 


















Main Findings

Organisational change refers to the planned adjustments of a company’s key elements, including its culture, operations, structure or core processes (Stobierski, 2020). Rather than simply altering procedures, successful change requires careful management of how individuals and teams cope with the transition. 
How employees perceive organisational transitions is closely linked to their view of the leadership steering the process. When leaders are seen as supportive, communicative, and consistent in their actions staff are more likely to respond positively. Often feel more involved and motivated. However, when leadership appears disconnected and unclear about the direction of the business, employees can become disengaged and resistant. The success of a transformation is not solely dependent on what is being altered, but on how the process is introduced and managed. This can significantly influence how staff adjust, ultimately affecting their work engagement and overall attitude towards the organisation (Caulfield and Senger, 2017).
The change happened on March 22nd 2024 when the appointment of a new CEO was announced Adrian Hallmark, who took over the position from Amedeo Felisia (Attwood and Page, 2024). The change was identified due to ongoing performance challenges, the company has been facing financial difficulties with inconsistent production and a lack of long-term vision. Along with the fact that there has been leadership instability with a high turnover of CEOS. There was a need for a stronger and more strategic executive level that could stabilise the company and get it back on track. The opportunity to appoint Adrian Hallmark as the CEO came along. With his previous success at Bentley where he led a turnaround involving electrification, brand refinement and profitable growth. Making him a strong candidate to lead Aston Martin through a similar transformation. The board identified his experience in the luxury automotive sector and his ability to implement clear strategic visions as essential for revitalising the brand and addressing operational inefficiencies (Matters, 2024). Hallmark's appointment is to address Aston Martin's longstanding issues by implementing disciplined operational strategies and fostering innovation. The success of this transition will depend on the effectiveness of his execution, employee engagement, and the company's ability to adapt to a rapidly evolving automotive landscape.



Lewin's force field analysis 

Kurt Lewin's force field analysis (Lewin, 1951) is a foundation model in change management that examines the balance of forces pushing for and against a proposed change. According to Lewin, change occurs when driving forces outweigh restraining forces, therefore creating a shift in the status quo. This model is especially effective for evaluating complex organisational shifts such as the appointment of a new CEO at Aston Martin. According to change management in site(Tahir, 2019) Lewin's model is widely appreciated for its simplicity and clarity, the model supports a proactive identification of driving and restraining forces. However Six Sigma (Six Sigma, 2024) criticise the model for its lack of depth and inability to capture the complexities of modern organisational dynamics. It assumes forces are static and fails to accommodate the rapidly evolving nature of the business environment. Despite its age and lack of depth, Lewin’s model remains practical for structuring early stage analysis in change management (Cameron and Green, 2019).
Shown in Figure 1 is an example of Lewin's force field analysis being used on Aston Martin's current change. 
Force Field analysis
Driving forces 	Restraining forces 
financial crisis 	Job redundancies 
Market pressures for electrification 	Cultural resistance 
Leadership with proven experience 	Leadership turnover 
External support and consultation 	Operational disruption 

Figure 1- Lewins force field analysis on Aston martin (Lewin, 1951)
Using Lewin’s force field analysis, Hallmark should aim to amplify the driving forces by having clear strategic wins and increase stakeholder engagement. Along with trying to minimize the restraining forces by continuing to be transparent in his communications and helping retain job security to help with cultural resistance. 

Assessment of the effectiveness 

Kotter’s 8-Step Change Model, developed by John Kotter (Kotter, 2012), is a structured approach designed to help organisations implement successful and lasting change. It emphasizes the importance of preparation, communication and embedding change into corporate culture.	
The eight steps are shown in figure 2. 


Figure 2 - Kotter model broken down (Kotter, 2012)


Kotter’s module ensures that a clear and structured approach is taken when introducing change which is beneficial for many large scale changes within companies (Kotter, 2012). Alongside this it focuses on leadership and communications that are crucial for gaining employee buy-in its also critical for aligning teams and maintaining momentum (Appelbaum, 2012) By including employees and reinforcing open communication, the model is beneficial for reducing resistance and increase engagement throughout the change process (Galli, 2018) Although there are many benefits to Kotter’s eight step module, there is a few limitations to it such as, some may argue that the model is to linear for complex change and doesn’t account for nonlinear change especially in dynamic environments (Fernandez and Rainey, 2006) Having eight steps can be slow and require significant time and resources, which isn’t always practical for organisations that need rapid change. (Appelbaum, 2012) although the model includes change to cultures within organisations it fails to offer guidance on how to navigate deep rooted cultural resistance which may be a big problem in a lot of organisations. (Armenakis and Harris, 2009). Although Kotter's model remains influential, it lacks the flexibility needed for organisations operating in turbulent environments (Burnes, 2017). 

Analysis of Kotters change model on Aston Martin

Using Kotter’s eight step change model allows for analysis looking into the effectiveness of the organisation change at Aston Martin. The model offers the opportunity to examine how well the change was planned, communicated and implemented. 

Kotters change model is to create a sense of urgency. Aston Martins financial struggles including £1.16 billion dept (Aston Martin, 2025), unreliable production and recurring losses created a natural sense of urgency. Due to the increasing pressures of the market made it clear the need for transformative leadership. Build a guiding coalition Aston Martin did this by appointing Hallmark an experienced leader with credited turnaround. Demonstrating a strategic effort to unite top leadership around a shared vision forming part of the “guiding coalition”. Form a strategic vision and initiatives, Hallmark has done this by creating a plan of action centred around quality consistency and operational efficiencies. Centring his plans around profitability with strategic financial goals to support his capabilities and execute his vision. Enlist a volunteer army, whilst communications around the change have come largely from upper management and press releases. Leadership has outlined high level objectives and has enlisted the help of Porsche consulting to assess potential improvements and consult on quality concerns. Enable action by removing barriers. One of the first actions to be announced was 170 jobs were going to be made redundant (Jefford, 2025) this was made for cost cutting efforts and aims to remove inefficiencies. Whilst this can create tension within the workforce Hallmark was honest with his actions and many employees supported his decision in hopes. Generate short term wins. Although early days Hallmark has introduced new potential product additions that will help add profitability without any major cost implications as well as a big push in reducing operational costs by looking at different suppliers. Sustain acceleration. As Hallmark has only been active in his position for the last 6 months, he must continue to drive innovation along with reinforcing organisational discipline. To sustain the change, he must respond to market shifts and adapt to feedback. Institute change which will involve embedding new values such as operational discipline and quality standard into the company culture. Break the cycle of leadership turnover and lack of leadership trust with require consistency and strong internal alignment.
Overall, the CEO transition at Aston Martin aligns with several key elements of Kotter’s model, despite the change only taking place within the last 6 months the establishment of urgency and forming a strategic vision has been met along with Hallmarks leadership leveraging a guiding coalition. 

Leadership and management styles 

Hallmarks leadership styles aligns very closely with transformational leadership. Within his quality’s he exhibits decisive action taking, a compelling vision, fosters innovation and is empathetic. Which is effective in turbulent contexts as it inspires employees and aligns them with strategic goals. (Bwalya, 2023). Transformational leaders like Hallmark are not just effective in fostering innovation but also navigating crisis and rebuilding long term confidence (Dirani et al., 2020).
Previous leadership was more transactional, mainly focusing on short term problem solving. Making the shift to a more transformational approach is critical in driving sustainable change. It would be beneficial for Hallmark to exhibit more elements of adaptive leadership to remain responsive to emerging challenges that will inevitably come. 
According to Mullins (Mullis and Christy, 2016) effective leadership not only involves influencing others to achieve organisational goals, but also requires the ability to adapt leadership style to suit the circumstances and need of the team. Hallmarks approach reflects these dynamic capabilities, combining strategic vision along with empathy and clarity. Mullins also states that good leaders foster a motivating climate and empower employees. Which is critical for successful, long lasting change another characteristic of Hallmark. 

Motivational theory 

Using Herzberg’s two factor theory further understanding of how organisational change can impact employees. The theory divides the motivational factors into hygiene factors, such as job security and working conditions which prevents employee dissatisfaction and motivators like achievement and recognition which drives satisfaction (Herzberg, 2004).  In the context of Aston Martin’s organisational change, this model is beneficial in understanding how job cuts may harm hygiene needs therefore an increase in recognition and communication can help maintain engagement. Some critics argue the model is too simplistic, and does not always reflect the complexities of today's diverse workplaces as factors can act as both hygiene and motivators depending on individual and company context or preferences (Alshmemri, Maude and Shahwan-Akl, 2017). A study by Samira Alrawahi found that elements such as recognition which is typically viewed as a motivator were perceived differently in certain workplaces potentially being viewed as a hygiene factor. These finding suggest Herzburg theory may not be universally applicable.  However, when used in a combination with contextual insight can be useful, its structure often overlooks organisational complexity (Robbins and Judge, 2019. Although it remains a practical guide, emphasising the importance of reducing dissatisfaction while actively promoting motivation. 



 











Conclusion 

The leadership change at Aston Martin represents a significant shift towards strategic realignment and innovation. Making a pivot towards long term stability and cultural renewal. This report shows that Hallmarks transformational leadership has started to address long standing challenges along with undergoing structured change that follows strategically with Kotter’s model (Kotter, 2012).  It is evident that Aston Martin has made early progress in creating urgency and building leadership coalition. However as stated by Fernandez and Rainey (Fernandez and Rainey, 2006) the model's linear nature may not fully accommodate todays raid and dynamic industry changes, suggesting the need for ongoing adaptability. 
Lewins force field analysis (Lewin, 1951) helps highlight the internal and external tensions surrounding the change. Driving forces such as financial pressures and leadership with previous experience support the transformation; however, restraining forces like cultural resistance and employee uncertainty remain significant. Addressing the restraining forces effectively will be key to avoiding stagnation and maintaining momentum. Change Management InSite (Tahir, 2019) highlights that recognising and managing these forces early is crucial for successful implementation. 
Herzberg’s two factor theory (Herzberg, 2004) helps clarify how leadership can support morale through motivators like recognition and achievement. However, its relevance may be limited in diverse modern workplaces so it should be applied with caution to cultural and organisational differences (Alshmemri, Maude and Shahwan-Akl, 2017). 
In conclusion, Aston Martin's transformation is progressing in a positive direction. Its long term success hinges on consistent, transparent leadership that is responsive to internal resistance and continues an inclusive approach to staff engagement. Hallmark has the opportunity to embed lasting change and revitalise the company’s position. 
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Create a sense of urgancy 


making employees aware of the need for change by highlighting potential threats or opportunitys 


Build a guilding coalation 


By forming a team of influential leaders and stakeholders who support the change and can help drive it foward 


Form a startegic vision and initivies 


Developing a clear picture of what the future may look like and what steps are need ed to get the organisation there


Enlist a Volunteer army 


Enable action by removing barriers 


Encuraging a wide base of support by engaging and involving employees throiugh the organisation


Identify and emiminate any obstacles that hinder the progress 


Generate short term wins 





Delivering small, visible improvement early on in the process to help build confidence and demonstrate progress 


Sustain acceleration 


Keep pushging the new sytems, policies and initiatives


Institute change 


Embed new behaviours and values into the organisatial culture so that change lasts. 
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