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[bookmark: _Toc235444584]Executive Summary:
Executive Summary: This report presents a comprehensive strategic change plan for Bentley Motors, the distinguished British luxury automobile manufacturer headquartered in Crewe, England. As a subsidiary of the Volkswagen Group, Bentley has built an unparalleled reputation for hand-crafted luxury and performance, yet the organisation now confronts unprecedented challenges from digital disruption, electrification mandates, and volatile global market conditions. Recent financial data reveal significant pressures, with operating profit declining by 42% to £187 million in 2025 and the company announcing 275 job cuts, driven largely by US tariffs and a significant contraction in the Chinese luxury market. “Due to high tariffs caused by the USA, it results in 275 jobs lost at Bentley according to” (Massey, 2026). Through critical analysis of Bentley's strategic evolution and environmental pressures, this report evaluates how internal and external factors necessitate fundamental transformation. “Bentley profits lowered by 42% and the company lost millions in 2025 according to” (The Independent,2026).
The application of Kotter's Eight-Step Change Model and Lewin's Three-Step Model provides robust frameworks for understanding Bentley's Beyond100+ strategy and change management approach. The report further develops a detailed change management plan incorporating clear objectives, financial considerations, communication strategies, and evaluation mechanisms. The findings suggest that Bentley must navigate a delicate balance between its luxury heritage and electrification imperatives, implementing cultural transformation through inclusive leadership approaches while maintaining the 'value over volume' strategy that has underpinned its financial resilience. The proposed change management plan offers a practical roadmap for Bentley's transition from traditional luxury manufacturer to sustainable mobility leader, preserving British craftsmanship whilst embracing the electric future.
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[bookmark: _Toc235444585]Section 1: Introduction: Strategic Change Plan for Bentley Motors: Navigating the Electric Revolution and Market Volatility:
Bentley Motors occupies a singular position within the global automotive landscape, representing the pinnacle of British luxury, craftsmanship, and engineering excellence. Founded in 1919 by W.O. Bentley, Bentley has built an unmatched status by crafting the ultimate luxury sports cars for long-distance driving. Hand-crafted at its historic Pyms Lane factory in Crewe, England, and exported to over 60 markets worldwide. Since becoming a subsidiary of the Volkswagen Group in 1998, Bentley has maintained its distinctive identity whilst benefiting from the resources and technical expertise of one of the world's largest automotive manufacturers. “Bentley establish their brad has a high-end luxury automobile and operates in Crewe, England according to” (Bentley, 2026). However, the contemporary automotive industry finds itself at a critical inflexion point. Traditional business models and manufacturing paradigms are being fundamentally challenged by technological disruption, environmental imperatives, and shifting consumer behaviours that demand unprecedented adaptation from established luxury manufacturers. Bentley's financial performance has deteriorated significantly, with 2025 revenue decreasing to £2.25 billion and operating profit declining 42% to £187 million. “Bentley was established in 1919, and it is considered a luxury brand according to” (Bentley Motors, 2026).
The company also announced the potential loss of 275 jobs, representing approximately 6% of its 4,600-strong workforce, as part of efficiency activities to prepare for electrification. These challenges have been compounded by the rapid transition towards electric vehicles, with Bentley extending its full electrification timeline from 2030 to 2035 through the Beyond100+ strategy, announced in November 2024, in recognition of customer demand patterns and legislative realities. “Bentley plans to extend to a full electric production around 2030 to 2035 according to” (Mann, 2024).





This report aims to present a comprehensive strategic change plan addressing these multifaceted challenges. The analysis examines recent organisational history, evaluates environmental pressures through the PESTEL framework, and applies established change management models including Kotter's Eight-Step Model and Lewin's Three-Step Model, whilst critically evaluating their limitations in the context of Bentley's transformation. The report then develops practical recommendations including a detailed change management plan with clear objectives, financial considerations, communication strategies, evaluation mechanisms, and a comprehensive implementation timeline. Ultimately, the findings suggest Bentley must navigate a delicate balance between preserving its luxury heritage and embracing electrification imperatives, implementing cultural transformation through inclusive leadership whilst maintaining the 'value over volume' strategy that has underpinned its financial resilience.

















[bookmark: _Toc235444586]Section 2: Analysis of Bentley's Recent History and Environmental Impact:
[bookmark: _Toc235444587]Section 2.1: Historical Context and Strategic Evolution:
Bentley's recent history is characterised by a series of strategic decisions, operational transformations, and market dynamics that have shaped its current position. The acquisition by Volkswagen in 1998 provided the financial resources and technical platforms necessary for modernisation whilst preserving Bentley's distinctive British identity and craftsmanship. “Volkswagen acquired Bentley Motors in 1998, and this brought the Continental GT to turn around the company according to” (Companies History, 2025). The introduction of the Continental GT in 2003 represented a watershed moment, transforming Bentley from a niche manufacturer of hand-built luxury cars to a volume producer of luxury grand tourers, significantly expanding its customer base and global presence. The subsequent expansion of the product portfolio, including the Flying Spur saloon, Bentayga SUV, and various limited editions, established Bentley as a comprehensive luxury brand capable of competing across multiple segments.
Figure 1: Sales performance of Bentley:
[image: ]
“This table highlights Bentley's performance figures throughout recent years, with 2022 being their peak and 2025 being the lowest performance according to” (Statista, 2024).

The appointment of various leadership teams over the past decade has shaped Bentley's strategic direction, with a consistent emphasis on luxury, performance, and sustainability. However, the most significant strategic development has been the Beyond100 strategy, announced in 2020, which committed the organisation to a transformative journey towards full electrification and sustainability leadership. The strategy was subsequently refined to Beyond100+ in November 2024 in recognition of evolving market conditions and customer preferences, extending the full electrification timeline from 2030 to 2035. “Bentley’s Beyond100 strategy is a plan to commit fully to electrification in the future according to” (Bentley Motors, 2026). This strategic evolution reflects the tension between visionary leadership and practical market realities that characterises Bentley's change journey. The strategy now commits Bentley to launching a new plug-in hybrid or battery electric vehicle model every year for the next decade, with the ambition of building only fully electric cars from 2035. “Bentley Motors has actively modernised its operations by shifting from traditional grand tourers to high-performance electric vehicles according to” (Cheng, L., Huang, P., Zhang, M., Yang, R. and Wang, Y., 2025). 
The "Dream Factory" initiative represents a tangible manifestation of Bentley's transformation ambitions, involving the comprehensive redevelopment of the 85-year-old Pyms Lane factory in Crewe to accommodate electric vehicle production. “Bentley's current operational factory is 85 years old in Crewe, England according to” (Bentley Motors, 2026). This investment, described as the largest self-funded site investment programme in the company's 105-year history, encompasses new design centres, BEV assembly infrastructure, paint shops, and digital manufacturing capabilities. The project exemplifies the scale and ambition of Bentley's transformation whilst also highlighting the challenges of integrating new technologies and processes within an historic manufacturing environment. “Bentley plans to invest in a new factory for operation and future growth according to” (Aston Martin,2026).





[bookmark: _Toc235444588]Section 2.2: External Environmental Analysis:
The external environment confronting Bentley is characterised by unprecedented levels of disruption, uncertainty, and competitive intensity. A comprehensive PESTEL analysis illuminates the macro-environmental factors shaping Bentley's strategic choices and operational challenges. Political Factors: The political environment presents significant challenges for Bentley, particularly regarding trade policy and regulatory frameworks. The imposition of US tariffs, including a 25% tariff on automotive imports, has directly impacted Bentley's competitiveness in its largest market, costing the company approximately £36 million in 2025. “The USA has imposed a 25% tariff on motor parts costing Bentley £36 million according to” (EY, 2025). The UK's departure from the European Union has created trade friction and customs complications, affecting supply chains and market access. Conversely, UK government policies incentivising electric vehicle adoption and penalising high-emission vehicles create both challenges and opportunities, potentially benefiting Bentley's electrification strategy whilst imposing costs on remaining internal combustion engine production. “Bentley faces tightening global emissions rules and shifting trade tariffs, forcing the brand to accelerate its shift toward luxury electric vehicles according to” (Qadri, A.U. and Tariq, M., 2025). 
Economic Factors: Global economic conditions have created significant volatility for luxury manufacturers. Inflation, interest rate fluctuations, and currency volatility affect consumer purchasing power and corporate profitability. China, a key market representing approximately one in every two luxury cars in its segment, has experienced significant contraction, impacting Bentley's sales. “China's upcoming dominance has impacted Bentley's performance; however, Bentley's 60 global markets help to maintain the company's importance according to” (Reuters, 2022). However, the organisation's diversification across over 60 markets provides some resilience, with the UK market performing strongly. 







Social Factors: Shifting social attitudes towards sustainability and environmental consciousness profoundly influence consumer behaviour in the luxury automotive sector. The emergence of electric vehicles as mainstream alternatives reflects growing environmental awareness and concerns about climate change. Released on World Earth Day, Bentley’s 2025 Sustainability Report doubles down on its green commitments. It outlines its latest milestones under the Beyond100+ strategy, charting a practical path toward eco-friendly luxury in a fast-changing global market. However, the extension of the full electrification timeline from 2030 to 2035 reflects the social reality that many customers remain attached to internal combustion engine vehicles, particularly in the luxury segment where engine character and sound form part of the brand experience.
Technological Factors: Rapid technological advancement, particularly in electric powertrains, battery technology, autonomous driving systems, and connectivity, fundamentally shapes competition and consumer expectations. Bentley's response includes investment in battery-electric vehicle development, with the first fully electric Bentley scheduled for reveal in 2026 and described as the world's first true Luxury Urban SUV, less than five metres in length and offering an estimated 46 billion configuration options. “Bentley plans to unveil the world's first EV luxury SUV with 46 billion configurations, according to” (Bentley Motors,2026). The organisation has also appointed Capgemini as its digital transformation partner to modernise manufacturing systems, strengthen AI and data capabilities, and integrate back-office processes. 
Environmental Factors: Climate change and environmental sustainability represent both existential challenges and strategic opportunities for Bentley. The organisation has committed to decarbonisation through its Beyond100+ strategy, with its Crewe manufacturing site achieving carbon neutral certification under PAS 2060, operating on 100% green electricity since 2017 and 100% green gas since 2019. “Bentley achieved a 100% carbon neutral score and a PAS 2060 certification since 2017 according to” (Bentley Motors,2026). The discontinuation of the iconic W12 engine and introduction of plug-in hybrid options across all models represent tangible progress towards sustainability objectives. Bentley also continues to advance Direct Air Capture technology, increase use of Sustainable Aviation Fuel for logistics, and deepen integration of lifecycle analysis into product and supplier decision-making.



Legal Factors: Regulatory frameworks increasingly shape Bentley's strategic choices, particularly regarding emissions, vehicle safety, and consumer protection. EU and UK emissions regulations impose financial penalties on manufacturers failing to meet fleet average targets, creating incentives for electrification. Intellectual property laws, employment legislation, and health and safety regulations create compliance obligations and operational costs. “Failure to meet the EU and UK emissions will result in a penalty fine according to” (Greater London Authority, 2018). The organisation's commitment to responsible business practices and ethical operations provides a foundation for navigating these legal requirements. “Analysing the PESTLE model will allow Bentley to understand external factors and policies according to” (Bruijl, D.G.H.T., 2025). 



















[bookmark: _Toc235444589]Section 2.3: Internal Environmental Analysis:
Internally, Bentley possesses significant strengths that support its transformation ambitions. The organisation's commitment to craftsmanship and quality remains a cornerstone of its competitive advantage, with each vehicle requiring extensive hand-crafting and incorporating bespoke features that command premium pricing. The Mulliner division, Bentley's bespoke personalisation service, has experienced increased demand, reflecting growing appetite for personalisation among ultra-wealthy customers and contributing to revenue resilience despite lower volumes. This 'value over volume' strategy, prioritising high-margin Speed and Mulliner derivatives, has underpinned Bentley's financial resilience despite challenging market conditions. “Bentley blends traditional craftsmanship with its carbon-neutral 'Dream Factory' to drive its luxury electric future according to” (Bentley Motors, 2026).
Bentley's workforce of approximately 4,600 highly skilled employees represents a significant resource but also presents challenges in terms of skills development and cultural adaptation to new technologies and working practices. The organisation's recognition as a UK Top Employer for the fourteenth consecutive year in 2025 suggests strength in employee relations and development, yet the announcement of up to 275 potential job cuts in 2026 reflects the difficult decisions necessary for long-term competitiveness. “Bentley was recognised as the top employer for 14 years according to” (Bentley Motors, 2026). The business has stepped up its environmental awareness programs and prepared its workforce with the skills needed for the shift to electric vehicles. At the same time, leadership made measurable progress toward fostering a fairer, more inclusive workplace culture. “Bentley's workforce is around 4000 employees to help maintain the brand's operational structure according to” (Bentley Motors, 2026).
Financial performance has been volatile, with the organisation experiencing significant profitability in recent years followed by deterioration driven by external pressures. The 2025 operating profit of £187 million, whilst representing a 42% decline from the previous year, nevertheless represented Bentley's seventh consecutive year of profitability. “Bentley witnessed a £187 million profit in 2025 according to” (Automotive World, 2026). Management pointed out that performance was hit by costs from Volkswagen's exit from a major vehicle platform, combined with trade tariffs and currency headwinds. Navigating these headwinds requires strict budget discipline to protect the capital needed for their ongoing market transition. Regarding the TOWS Analysis, this segment has been covered in the appendix section, which analyses Bentley's internal and external factors and how these elements impact the organisation.

[bookmark: _Toc235444590]Section 2.4: Impact of Digital Disruption and Artificial Intelligence:
 Digital disruption has profound implications for Bentley's business model and competitive positioning. The integration of artificial intelligence into vehicle systems, manufacturing processes, and customer interactions represents both a threat and an opportunity. Bentley has embraced digital transformation through its Dream Factory initiative, incorporating artificial intelligence hide inspection to improve the sustainability of leather use, virtual reality training, and digital twin simulation of production processes. The partnership with Capgemini aims to push Bentley's goal to transform its Crewe site into the 'Dream Factory', with modernised manufacturing systems, strengthened AI and data capabilities, and integrated back-office processes. “Bentley embeds smart AI into its cabins to craft hyper-personalised luxury spaces that read a driver's mood and needs according to” (Shehadeh, M. and Hussainey, K. eds., 2025). 
However, the organisation faces challenges in developing the software capabilities required for connected, autonomous vehicles. Competing with technology companies and more digitally mature manufacturers for talent and capabilities creates pressure on the organisation's culture and investment priorities. The shift from mechanical engineering to software and electrical engineering expertise requires significant investment in training, recruitment, and organisational change.
[bookmark: _Toc235444591]Section 2.5: Summary of Environmental Impact on Bentley:
Bentley's position is characterised by significant strengths: strong brand heritage, commitment to craftsmanship, 'value over volume' strategy, and a global market presence. However, these strengths are offset by vulnerabilities: dependence on key markets including the US and China where tariffs and economic contraction have created challenges; the inherent tension between luxury heritage and electrification imperatives; and the financial pressure of funding transformation whilst maintaining profitability. The organisation must also navigate the human dimensions of change, including workforce adaptation, cultural transformation, and the leadership challenge of balancing continuity and transformation.





[bookmark: _Toc235444592]Section 3: Evaluation of Change Management Models and Leadership Approaches: 
[bookmark: _Toc235444593]Section3.1: Theoretical Framework for Change Management:
The successful implementation of strategic change in complex organisations requires a sophisticated understanding of change management theory and practice. Two widely recognised models provide useful frameworks for analysing Bentley's transformation journey and developing future change management strategies. Kotter's Eight-Step Change Model, developed through extensive research into successful organisational transformations, emphasises the importance of creating urgency, building coalitions, developing vision, communicating vision, empowering action, generating short-term wins, consolidating gains, and anchoring change in culture. Lewin's Three-Step Model conceptualises change as a three-stage process of unfreezing, changing, and refreezing, offering a simpler framework for understanding the dynamics of organisational transformation. “Automotive brands use structured change models to guide factory workers through the bumpy shift from building gas engines to assembling complex electric vehicles according to” (Thanh, U.T., 2022). 














[bookmark: _Toc235444594]Table 1: Kotter's Eight-Step Model Applied to Bentley's Transformation:
	Kotter's Step 
	Application to Bentley 
	Evidence/Action

	Step 1: Create Urgency 
	Establishing need for electrification and sustainability leadership 
	Climate change imperatives, regulatory pressures, competitive threat from Tesla and Chinese manufacturers

	Step 2: Build Guiding Coalition 
	Forming leadership team to drive Beyond100+ strategy 
	CEO Walliser leadership, Board commitment, Sustainability Council, partnership with Capgemini

	Step 3: Develop Vision and Strategy 
	Creating Beyond100+ vision of sustainable luxury 
	Leading in sustainability, have ambition, full electrification by 2035, annual PHEV/BEV launches

	Step 4: Communicate Vision 
	Articulating transformation journey to stakeholders 
	Sustainability Reports, public announcements, employee communication, World Earth Day reporting

	Step 5: Empower Action 
	Removing obstacles to change 
	Dream Factory £2.5bn investment, upskilling programmes, facilities transformation, Capgemini partnership

	Step 6: Generate Short-term Wins 
	Delivering progress milestones 
	PHEV introduction across all models, first BEV reveal 2026, carbon neutral certification achieved

	Step 7: Consolidate Gains 
	Building on successes for further change 
	Beyond100 to Beyond100+ refinement, annual product launches, new Design Centre opened July 2025

	Step 8: Anchor in Culture 
	Embedding sustainability in organisational DNA 
	Carbon neutrality, diversity targets, stakeholder engagement, Carbon Literacy training


“Kotter's model helps to shape and transform Bentley into a top luxury brand for the foreseeable future using their Beyond100 strategy that is highlighted in this table according to” (Ciupan and Lungu, 2025).   




Figure 2: Kotter's Visualisation framework:
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[bookmark: _Toc235444595]Figure 2: Table 2: Lewin's Three-Step Model Applied to Bentley's Change Journey:
Lewin's model provides a complementary perspective, illuminating the psychological dimensions of Bentley's transformation. The unfreezing phase is evident in Bentley's recognition of the need for change, driven by regulatory pressures, competitive dynamics, and shifting consumer preferences. The changing phase is represented by the current transformation, encompassing Dream Factory development, product portfolio electrification, and capability building. The refreezing phase will involve institutionalising new approaches as Bentley transitions to an all-electric future and embeds sustainability in its core operations. “Car brands use Lewin’s model to melt away old combustion habits, reshape assembly lines for electric tech, and lock in new green manufacturing mindsets according to” (Burnes, B., 2020). 
	Phase 
	Description 
	Bentley Evidence

	Unfreezing 
	Creating motivation for change, challenging existing beliefs 
	Beyond100+ strategy, recognition of regulatory and competitive pressures, acknowledging 42% profit decline

	Changing 
	Implementation of new approaches, processes, behaviours 
	Dream Factory development, product portfolio electrification, capability building, BEV reveal 2026

	Refreezing 
	Stabilising new state, institutionalising new approaches 
	Embedding sustainability in operations, carbon neutral certification, new ways of working








Figure 3: Lewin’s framework visualisation table:
[image: ]“This visualisation table highlights and breaks down the key components regarding Lewin’s model for Bentley Motors according to” (Visual Paradigm, 2022).











[bookmark: _Toc235444596]Section 3.2: Application of Change Management Models to Bentley:
Analysing Bentley's transformation through Kotter's model reveals both achievements and challenges. The organisation has created significant urgency through its Beyond100+ strategy, communicating the imperative for change driven by environmental, regulatory, and competitive pressures. The guiding coalition includes senior leadership, the Sustainability Council, and engagement with stakeholders in developing its ESG materiality assessment. The vision is clearly articulated through the "leading in sustainability" ambition, with tangible commitments including full electrification by 2035 and achievement of carbon neutrality. “As an analytical framework, ESG requires Bentley to balance high-end vehicle production with environmental protection and ethical business practices according to” (Stratsys, 2024). However, challenges remain in communicating the vision effectively across the organisation, particularly given the tension between luxury heritage and sustainability imperatives. Empowerment of broad-based action has been partially achieved through investment in Dream Factory facilities, training programmes, and new product development, but cultural change remains a work in progress. The extension of the electrification timeline from 2030 to 2035, driven by market realities, potentially undermines the urgency created by earlier commitments, highlighting the tension between visionary leadership and practical constraints. “Car makers use materiality assessments to pinpoint where supply chain emissions and battery recycling intersect with long-term profitability according to” (Garst, J., Maas, K. and Suijs, J., 2022). 
The leadership approach at Bentley reflects the complexity of managing change in a luxury manufacturer with deep heritage and demanding stakeholders. Dr Frank-Steffen Walliser, CEO since 2024, has demonstrated a pragmatic leadership style, acknowledging challenging market conditions whilst maintaining commitment to transformation. “Bentley's  CEO plans to analyse and reflect on the company's strategy approach to better uplift the company’s brand according to” (Bentley Motors,2026). The emphasis on "value over volume" reflects a strategic approach that leverages Bentley's brand strength and customer loyalty to maintain profitability despite market volatility. Leadership of the Dream Factory project demonstrates the importance of inclusive, participative approaches to change management, involving employees early in the planning process to build commitment and improve outcomes.


[bookmark: _Toc235444597]Section 3.3: Leadership Approaches and Organisational Culture:
Leadership plays a critical role in successful organisational change, and Bentley's transformation journey offers valuable insights into leadership challenges and approaches. The leadership of the organisation has evolved from the visionary, expansive approach of the early 2000s to a more pragmatic, execution-focused style that balances transformation with operational resilience. “Bentley’s previous CEO, Tony Gott, had a visionary approach compared to the current CEO, Dr Frank-Steffen Walliser, an execution-style approach according to” (Volkswagen AG, 2001). The current CEO has emphasised the need for "difficult decisions" to secure long-term competitiveness, including potential job cuts, whilst simultaneously investing at "unprecedented levels" in the Dream Factory and product development. 
Transformational leadership is particularly relevant to the Bentley context, where the organisation's transformation requires not just incremental improvement but fundamental changes in business model, product portfolio, and operational approach. Transformational leaders can create the psychological safety and motivation required for such fundamental change, helping employees and stakeholders embrace new approaches whilst maintaining commitment to the organisation's core values. The Dream Factory initiative exemplifies this approach, with leaders creating a clear vision, communicating consistently, and involving employees in the journey from the outset.
Organisational culture at Bentley represents both a potential barrier to and enabler of change. The culture of craftsmanship, quality, and British heritage that has defined Bentley's identity for over a century provides a foundation for the brand's positioning and customer loyalty. However, these cultural attributes can also create resistance to the fundamental change required by electrification and digitalisation. The transition from internal combustion engine to electric vehicle production requires not just new skills but new mindsets, challenging established professional identities and ways of working. “Car executives are ditching rigid, top-down control for collaborative leadership to help factory teams adapt to rapid tech changes according to” (Serpa, S., 2016). 




[bookmark: _Toc235444598]Figure 4: Table 4: Bentley's Organisational Culture Assessment:
	Cultural Dimension 
	Assessment for Bentley 
	Implications for Change

	Innovation and Risk-taking 
	Strong in product development, cautious in business model 
	Need to balance heritage with innovation, embrace new technologies

	Attention to Detail 
	Exceptional craftsmanship and quality focus 
	Foundation for quality in new technologies, strength to leverage

	Outcome Orientation 
	Value over volume strategy, focus on results 
	Drives efficiency and performance, supports change momentum

	People Orientation 
	UK Top Employer, employee investment 
	Supports change acceptance, builds trust and commitment

	Team Orientation 
	Strong internal collaboration 
	Enables cross-functional change, supports Dream Factory approach

	Stability 
	Deep heritage, established practices 
	Potential barrier to transformation, requires active cultural change


“Bentley’s workplace culture beautifully blends classic British craftsmanship with a modern push toward electric tech, though recent corporate shifts are testing this long-held family ethos according to” (Bentley Motors,2026).












[bookmark: _Toc235444599]Section 3.4: Critical Evaluation of Change Models:
While Kotter's and Lewin's models provide valuable frameworks for understanding Bentley's transformation, both have limitations that must be acknowledged. Kotter's model assumes a linear progression through eight steps, yet organisational change is rarely so orderly. Bentley's experience demonstrates this clearly the extension of the electrification timeline from 2030 to 2035 represents a step backwards that Kotter's model does not easily accommodate. “A critical evaluation of change models highlights how Lewin’s framework effectively structures Bentley’s technological shift, yet it struggles to reconcile the emotional friction caused by simultaneous corporate downsizing according to” (Hussain et al., 2018). The model also assumes a single leader driving change, whereas Bentley's transformation involves multiple stakeholders, including the Volkswagen Group parent company, whose decisions about platform discontinuation have significantly impacted Bentley's financial performance. 
Lewin's model, whilst elegant in its simplicity, has been criticised for oversimplifying complex organisational dynamics. The model suggests change can be neatly divided into three phases, yet Bentley's transformation demonstrates that unfreezing, changing, and refreezing occur simultaneously across different parts of the organisation. Some departments may be fully engaged in the changing phase whilst others remain in unfreezing or have already moved towards refreezing. This creates organisational tension and requires sophisticated leadership to manage.
Furthermore, both models arguably underestimate the importance of power dynamics and organisational politics in change. Bentley's relationship with the Volkswagen Group, the influence of the luxury customer base, and the expectations of UK government and community stakeholders all create political pressures that shape the change journey. A more nuanced approach that acknowledges these dimensions would strengthen the analysis and inform more effective change management strategies.






[bookmark: _Toc235444600]Section 4: Proposed Strategic Change Management Plan:
[bookmark: _Toc235444601]Section 4.1: Vision and Objectives:
The proposed change management plan for Bentley is anchored in a clear strategic vision: to transform the organisation into the world's leading sustainable luxury automotive manufacturer, delivering exceptional electric vehicles that honour the company's heritage of craftsmanship, performance, and luxury whilst embracing the opportunities of digitalisation and sustainability. This vision acknowledges the need for fundamental transformation whilst maintaining continuity with Bentley's distinctive identity and values, recognising that successful change builds upon organisational strengths rather than abandoning them entirely.
The vision is supported by five strategic objectives that provide specific guidance for the transformation journey:
Objective 1: Achieve Portfolio Electrification. Deliver full electrification of the product portfolio by 2035, with the first fully electric Bentley revealed in 2026 and at least one new PHEV or BEV product launched annually for the next decade. This objective aligns with regulatory requirements, market trends, and changing consumer preferences whilst addressing the existential threat posed by the transition away from internal combustion engines.
Objective 2: Implement Dream Factory Transformation. Complete the comprehensive redevelopment of the Crewe manufacturing facility to enable electric vehicle production, incorporating state-of-the-art digital manufacturing technologies, Industry 4.0 capabilities, and sustainability features. This objective requires significant investment in facilities, equipment, and employee skills development.
Objective 3: Strengthen Financial Sustainability. Achieve sustainable profitability through the 'value over volume' strategy, leveraging bespoke personalisation, high-margin derivatives, and pricing power to maintain financial resilience despite market volatility and transformation investment. This objective addresses the organisation's financial challenges and creates resources for continued investment.



Objective 4: Build Future-Ready Workforce. Develop the capabilities, skills, and mindsets required for electric vehicle manufacture and digital business models through investment in training, development, and cultural transformation. This objective recognises the importance of people in enabling and sustaining change.
Objective 5: Enhance Sustainability Leadership. Strengthen sustainability across the value chain, from responsible sourcing to circular economy approaches, reducing environmental impact whilst creating new business opportunities and enhancing brand reputation. This objective responds to stakeholder expectations and positions Bentley for long-term sustainability.



















[bookmark: _Toc235444602]Section 4.2: Financial Plan:
The implementation of this strategic change plan requires substantial financial investment, balancing the costs of transformation with the need for financial sustainability during the transition period. Bentley's financial plan must address multiple priorities whilst managing the organisation's exposure to market volatility and currency fluctuations.
[bookmark: _Toc235444603]Figure 4: Table 4: Bentley Financial Performance Summary 2023-2025:
	Financial Metric 
	2023 
	2024 
	2025 
	Trend

	Revenue (£ billion) 
	- 2.5 
	- 2.3 
	2.25 
	Declining

	Operating Profit (£ million) 
	- 480 
	- 310 
	187 
	Declining

	Operating Margin 
	- 19% 
	- 13% 
	8.3% 
	Declining

	Revenue per Vehicle 
	Baseline 
	+10% 
	Further increase 
	Improving

	Customer Deliveries 
	- 10,650 
	- 10,650 
	10,131 
	Declining


“This table highlights Bentley’s Performance Index regarding profits and losses according to” (Bentley Motors, 2026).








Bringing in £2.25 billion, the company saw its revenue slip by a mere 1% compared to last year, a clear sign that prioritising high-margin sales over raw volume pays off. Although overall car deliveries dipped 5% to 10,131 vehicles, the shortfall was effectively balanced out by strong pricing, a shift toward premium model variants, and steady demand for bespoke Mulliner customisations. “Even though total car deliveries dropped to 10,131 units, Bentley countered the decline by leaning into high-end customisation and stricter pricing models, sustaining a stable £2.25 billion revenue that directly funds their upcoming 2026 battery-powered vehicle platforms according to” (Bentley Motors, 2026). The Bentayga holds its crown as Bentley's most popular vehicle. Looking ahead, the brand's sales momentum is expected to get an extra boost following the late 2025 rollout of the high-performance Bentayga Speed in major global markets. Product development investment priorities include the development of electric vehicle platforms, battery systems, and electric drivetrains, as well as the ongoing refinement of plug-in hybrid technology. The first fully electric Bentley, a Luxury Urban SUV, is on track for reveal in 2026, with market deliveries expected in 2027.
Upgrade funding for Bentley’s "Dream Factory" is actively reshaping its historic Pyms Lane site. Key milestones include a fresh design studio that went live in July 2025 and an electric vehicle assembly line that is almost ready for production. Additionally, a new multi-level paint facility is prepared to give buyers access to nearly 100 bespoke colour options. The organisation is self-funding these upgrades, reflecting its commitment to transformation without reliance on external financing. This approach demonstrates confidence in the business case for transformation but also creates pressure on cash flow and short-term profitability.
The financial plan must also address the costs of workforce transformation, including training, development programmes, and potential severance costs associated with restructuring. The announcement of up to 275 job cuts in 2026 reflects the difficult decisions required to align the workforce with future requirements. The financial impact of these decisions, including consultation costs and potential redundancy payments, must be managed whilst maintaining employee engagement and morale.





[bookmark: _Toc235444604]Figure 5: Table 5: Bentley Transformation Investment Priorities:
	Investment Area 
	Description 
	Expected Completion

	BEV Assembly Line 
	Conversion of A1 building for electric vehicle production 
	Nearing completion (2026)

	Design Centre 
	State-of-the-art design facility 
	Completed July 2025

	Paint Shop 
	New facility offering close to 100 colour options 
	2026

	Digital Manufacturing 
	AI, data capabilities, back-office integration 
	Ongoing

	Product Development 
	First BEV reveal, annual PHEV/BEV launches 
	BEV 2026, ongoing annually


“This table highlights Bentley's transformational investment priorities to improve the company according to” (Bentley Motors, 2026).
Risk management is critical given the uncertainties associated with market conditions, technology development, and regulatory changes. US tariffs cost Bentley approximately £36 million in 2025, and the company has acknowledged that such costs may be passed on to consumers. The financial plan must include contingencies for potential disruptions, including trade tensions, economic downturns, and supply chain issues. The 'value over volume' strategy provides some resilience, with pricing power and customer loyalty helping to mitigate volume declines.









[bookmark: _Toc235444605]Section4.3: Communication Plan:
Effective communication is vital for successful change leadership, building understanding, commitment, and momentum for the transformation. Bentley's communication plan must address diverse stakeholder groups with different information needs, communication preferences, and concerns.
[bookmark: _Toc235444606]Figure 6: Table 6: Bentley Stakeholder Communication Matrix:
	Stakeholder Group 
	Key Concerns 
	Communication Channel
	Key Messages

	Employees 
	Job security, skill development, culture change 
	Town halls, internal newsletters, digital platforms 
	Transformation vision, skill development opportunities, consultation process

	Customers 
	Brand identity, product evolution, sustainability 
	Press releases, customer events, digital marketing 
	Product roadmap, sustainability commitment, heritage preservation

	Investors 
	Financial performance, strategy execution 
	Financial reports, investor briefings 
	Value creation, strategy progress, financial resilience

	Communities 
	Economic contribution, environmental impact 
	Community engagement, sustainability reports 
	Local investment, job creation, carbon reduction

	Suppliers 
	Relationship continuity, contract security 
	Supplier briefings, partnership programmes 
	Long-term commitment, collaboration, shared sustainability goals

	Regulators 
	Compliance, policy engagement 
	Regulatory submissions, policy dialogue 
	Compliance commitment, policy advocacy, sustainability leadership



Internal communication must reach all employees, providing a clear understanding of the change rationale, vision, and impact on their roles and responsibilities. The communication of the change vision must be authentic and compelling, acknowledging challenges whilst maintaining confidence in the organisation's future. Leaders must model desired behaviours and communicate consistently across different contexts, avoiding mixed messages that can undermine credibility. “Keeping communication to a high standard with the stakeholders will help maintain the company’s sustainability according to” (Kamyshnykova, 2019).

External communication is equally important, maintaining investor confidence, customer loyalty, and stakeholder support. Bentley's sustainability reporting demonstrates commitment to transparency, with the fourth annual Sustainability Report published on World Earth Day 2026 providing comprehensive information on Environmental, Social, and Governance (ESG) performance. The organisation's engagement with stakeholders in developing its materiality assessment reflects a commitment to inclusive communication and responsiveness to stakeholder concerns. The communication plan must address the tension between the visionary Beyond100+ strategy and the pragmatic extension of the electrification timeline from 2030 to 2035. This communication must explain the rationale for the adjustment whilst maintaining credibility and commitment to the overall vision


















[bookmark: _Toc235444607]Section 4.4: Evaluation and Monitoring Plan:
The success of the strategic change plan must be measured and evaluated through comprehensive monitoring and assessment that provides accountability, enables learning, and supports decision-making.
[bookmark: _Toc235444608]Figure: Table 7: Bentley Transformation Key Performance Indicators:
	KPI Category 
	Metric 
	Target 
	Current Performance

	Financial 
	Revenue per Vehicle 
	+5% annual increase 
	Improving (2025)

	Financial 
	Operating Margin 
	15% by 2027 
	8.3% (2025)

	Product 
	Electrification Milestones 
	First BEV 2026 
	On track

	Product 
	Annual Product Launches 
	At least 1 per year 
	Confirmed

	Sustainability 
	Carbon Neutrality 
	PAS 2060 certified 
	Achieved (Crewe site)

	Sustainability 
	Fleet CO₂ Emissions 
	Lowest in history 
	Achieved (2025)

	Employee 
	Job Cuts 
	275 roles 
	Announced March 2026

	Customer 
	Mulliner Demand 
	Year-on-year increase 
	Growing

	Market 
	Global Market Share 
	Maintain position 
	Declining in China


“This crucial table indicates Bentley's key performance figures and data according to” (Bentley Motors,2026).
Tracking a company's transition means looking closely at its workplace culture, focusing on how team members feel, how ready they are for shifts, and how well they adapt. Using regular pulse surveys, focus groups, and cultural reviews gives leadership a clear picture of the human side of operations. These insights make it much easier to step in with specific support, manage staff concerns, and build long-term commitment.



Learning from experience is a critical element of the evaluation plan, with processes for capturing and sharing lessons from the transformation journey. The Dream Factory initiative exemplifies this approach, with lessons from the design and planning phases informing ongoing improvement. This commitment to learning and adaptation is essential for navigating the uncertainties of transformation.




















[bookmark: _Toc235444609]Section 4.5: Implementation Timeline:
Successful transformation requires clear sequencing and timing of activities. The following timeline provides a structured approach to implementing the change management plan.
[bookmark: _Toc235444610]Figure 8: Table 8: Bentley Transformation Implementation Timeline:
	Phase 
	Period 
	Key Activities 
	Milestones

	Phase 1: Foundation 
	Q3-Q4 2026 
	BEV reveal, consultation process, stakeholder engagement 
	BEV reveal completed, job cut consultation concluded

	Phase 2: Transition 
	Q1-Q4 2027 
	First BEV deliveries, Paint Shop opening, skills development 
	First customer deliveries, new Paint Shop operational

	Phase 3: Acceleration 
	2028-2030 
	Annual product launches, digital transformation, sustainability milestones 
	Fleet CO₂ reductions, digital capabilities embedded

	Phase 4: Maturity 
	2031-2035 
	Full electrification, cultural embedding, market leadership 
	Full BEV portfolio, sustainability leadership recognised

	Phase 5: Future 
	2035+ 
	Continuous improvement, new mobility services, innovation 
	Full electrification achieved, new business models explored


“Bentley’s Beyond100 strategy estimated timeline table indicator according to” (Bentley Motors,2026).  
The timeline acknowledges that transformation is not a one-time event but an ongoing journey. The first BEV reveal in 2026 represents a critical milestone that must be achieved to demonstrate commitment and progress. The subsequent phases build upon this foundation, with annual product launches sustaining momentum and delivering tangible results.




[bookmark: _Toc235444611]Section 4.6: Risk Assessment and Mitigation:
The transformation journey involves significant risks that must be identified, assessed, and mitigated. 
[bookmark: _Toc235444612]Figure 9: Table 9: Risk Assessment and Mitigation Strategies:
	Risk 
	Probability 
	Impact 
	Mitigation Strategy

	Customer resistance to full electrification 
	High 
	High 
	Maintain PHEV options as a bridge, communicate benefits effectively, customer education programme.

	US tariff escalation 
	Medium 
	High 
	Localisation strategy, pricing flexibility, supply chain diversification

	Chinese market contraction 
	Medium 
	High 
	Market diversification, local partnerships, flexible strategy

	Technology disruption 
	Medium 
	Medium 
	Flexible platform strategy, partnership with Capgemini, continuous innovation

	Talent retention 
	Medium 
	Medium 
	Upskilling programmes, competitive packages, culture investment

	Financial constraints 
	Medium 
	High 
	Value over volume strategy, cost management, self-funding approach

	Regulatory uncertainty 
	Medium 
	Medium 
	Proactive engagement, scenario planning, flexible compliance approach


“This is a crucial table that highlights Bentley's risk management approach according to” (Bentley Motors,2026).








[bookmark: _Toc235444613]Section 5: Conclusion and Recommendations: 
Bentley Motors stands at a critical juncture where strategic choices made today will determine the organisation's future trajectory, competitive position, and long-term sustainability. The pressures of digital disruption, legislative change, shifting consumer preferences, and global economic volatility demand fundamental strategic transformation, requiring the organisation to fundamentally rethink its product portfolio, business model, and organisational capabilities. However, this transformation must be managed carefully to preserve the distinctive brand heritage, craftsmanship, and customer relationships that have historically defined Bentley's competitive advantage.
The analysis presented in this report has demonstrated that Bentley faces significant challenges in achieving the required transformation, including financial pressures, market volatility, the tension between heritage and electrification, and the need for cultural transformation. The organisation has made progress in articulating a vision for transformation through the Beyond100+ strategy and initiating tangible actions, including Dream Factory investment and product development. However, significant work remains to fully implement and embed the required changes across the organisation.
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[bookmark: _Toc235444615]Figure 10: Table 10: TOWS Analysis Summary:
	TOWS Table: 
	Strengths 
	Weaknesses 

	Internal Factors 
	Strong brand heritage and luxury positioning, value over volume strategy and pricing power, bespoke personalisation capability, commitment to craftsmanship and quality, UK top employer recognition, carbon-neutral operations 
	Dependence on key markets (US and China), declining financial performance, tension between heritage and electrification, need for workforce skills transformation. Potential job cuts affecting morale. 87-year-old facility transformation challenge.



	
	Opportunities 
	Threats 

	External Factors 
	External Factors: Growing demand for sustainable luxury, Electric vehicle market expansion, Digital manufacturing technologies, increasing appetite for bespoke features, environmental sustainability leadership, first BEV reveal in 2026
	US tariffs costing approximately £36 million annually; significant contraction in Chinese luxury market; regulatory uncertainty; supply chain disruption; competitor investment in electric luxury; customer resistance to full electrification.


TOWS Strategic Options: S-O Strategies (Using Strengths to Seize Opportunities): Bentley can leverage its luxury heritage and 'value over volume' strategy to position its first BEV as a premium, exclusive offering that commands significant pricing power, differentiating from mass-market electric vehicles. The Mulliner bespoke capabilities can create unique, highly personalised electric vehicles that appeal to ultra-wealthy customers seeking exclusivity in the electric luxury space. The company's UK Top Employer recognition and carbon-neutral operations can attract sustainability-conscious talent and enhance brand reputation among environmentally aware luxury consumers.
S-T Strategies (Using Strengths to Counter Threats): Bentley can deploy its pricing power and Mulliner personalisation to offset US tariff costs by increasing revenue per vehicle, potentially passing some costs to customers whilst maintaining profitability. The organisation's strong heritage and craftsmanship can differentiate it from competitors in the electric luxury space, creating an emotional connection that mitigates customer resistance to electrification. The relationship with Volkswagen Group can help navigate regulatory uncertainty and secure supply chain resilience. “Adding to TOWS Matrix to Bentley’s daily operation will help reduce internal and external factors that affect the organisation according to” (Gautam, A., Rogers, H. and Kumar, M., 2026). 
W-O Strategies (Overcoming Weaknesses by Exploiting Opportunities): Bentley can address declining financial performance by capitalising on growing demand for sustainable luxury through premium pricing of electric vehicles. The workforce skills gap can be transformed by investing in training programmes aligned with digital manufacturing technologies, converting a weakness into a strength. The increasing appetite for bespoke features can overcome market dependence by creating region-specific personalisation options for Chinese and US markets.
W-T Strategies (Minimising Weaknesses and Avoiding Threats): Bentley can diversify its market presence to reduce dependence on tariff-affected US and China markets, developing alternative regions for growth. Cultural transformation can be accelerated to address the tension between heritage and electrification before customer resistance to EVs becomes more pronounced. Cost management and efficiency measures can maintain profitability despite regulatory uncertainty and competitor investment.











The recommendations arising from this analysis emphasise the need for continued transformation with a pragmatic, adaptive approach. The organisation must maintain momentum on transformation by accelerating Dream Factory implementation and electrification progress, building on achievements whilst learning from challenges. The first BEV reveal in 2026 represents a critical milestone that must be achieved to demonstrate commitment and progress, requiring sustained leadership attention, resource allocation, and communication. Bentley should adopt a pragmatic electrification timeline, maintaining the 2035 full electrification target whilst responding flexibly to market conditions and customer preferences. The extension from 2030 to 2035 reflects appropriate pragmatism, and further adjustments may be necessary based on customer demand for PHEV models. The organisation must communicate these adjustments transparently to maintain stakeholder trust.
Investment in workforce transformation must continue, building the skills and mindsets required for electric vehicle manufacture and digital business models. The cultural dimensions of change require as much attention as the technical and operational dimensions, including addressing the concerns of employees affected by job cuts and ensuring those remaining are equipped for the future. Stakeholder communication must be strengthened, providing transparent and consistent messaging about the transformation journey, its progress, and its implications. The tension between vision and reality must be managed through authentic communication, building on the strong foundation of sustainability reporting whilst providing more frequent, accessible updates.
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