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[bookmark: _Toc234016157][bookmark: _Toc235361529]Executive Summary
This report develops a strategic change plan for Aston Martin Lagonda Global Holdings PLC, a British luxury automotive manufacturer facing mounting pressure from digital disruption, artificial intelligence and the transition to electric vehicles. It examines how these forces, combined with a deteriorating financial position, make significant organisational change both necessary and urgent.
Drawing on PESTLE, Porter’s Five Forces and SWOT analysis, the report identifies regulatory compliance, US tariffs and accelerating competitor electrification as the most pressing external threats, set against the enduring strength of Aston Martin’s brand heritage and its technology partnerships with Lucid Group and Mercedes-Benz.
Three established change management models are evaluated and applied in combination: Lewin’s Three-Stage Model, which addresses the cultural and psychological dimensions of change; Kotter’s Eight-Step Plan, which structures the overall programme; and the ADKAR Model, which supports individual employees through the transition. The report further considers the leadership style and organisational culture required to embed this change successfully.
These findings inform a Strategic Change Management Plan for 2026 to 2028, comprising clear objectives, a financial plan, a communication plan and an evaluation framework. The report concludes that Aston Martin’s heritage represents a strategic asset rather than a barrier to change, and that disciplined, well-led change management offers a credible path towards a stronger and more sustainable future.
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[bookmark: _Toc234016158][bookmark: _Toc235361530]1. Introduction

[bookmark: _Toc234016159][bookmark: _Toc235361531]1.1 Company Overview
Aston Martin Lagonda Global Holdings PLC is one of the most recognised names in British automotive manufacturing. The company was founded in 1913 by Lionel Martin and Robert Bamford (Aston Martin, 2025a). Over more than a century it has built its reputation on hand-crafted luxury sports cars and grand tourers. The business is publicly listed on the London Stock Exchange under the ticker symbol AML (Aston Martin, 2025a).
Manufacturing and engineering operations are based at a 55-acre facility in Gaydon, Warwickshire, with a second production site in St Athan, Wales (Aston Martin, 2025a). The company employs approximately 3,000 people globally (Aston Martin, 2025). It competes in the ultra-luxury automotive segment alongside Ferrari, Bentley, Lamborghini and McLaren, with the Americas its largest revenue market at approximately 40 per cent of group revenues in 2025 (Aston Martin, 2025).
The current product range includes the DB12, Vantage, DBS, DBX707 SUV and the Valhalla, the company's first plug-in hybrid electric vehicle, with the first 152 units delivered in Q4 2025 (Aston Martin, 2025). Financially, 2025 was the most challenging year in recent memory. Revenue declined to £1.26 billion from £1.58 billion in 2024 (Aston Martin, 2025). Gross margin fell to 29 per cent (Aston Martin, 2025). The net loss widened to £493 million and net debt stood at £1.38 billion at year end (Aston Martin, 2025). Figure 1 illustrates these financial trends.
Figure 1: Aston Martin Lagonda Revenue vs Net Loss (2022-2025)
[image: ]
Source: Aston Martin (2022, 2023, 2024, 2025).

[bookmark: _Toc234016160][bookmark: _Toc235361532]1.2 Vision, Mission and Values
Before designing any change programme, it is important to understand the strategic anchor points that change must build upon rather than disrupt. Aston Martin's vision is to be the world's most desirable ultra-luxury British performance brand, and its mission is to create the most beautiful and exhilarating luxury sports cars and grand tourers, combining time-honoured craftsmanship with the latest technology (Aston Martin, 2025a).
This mission is increasingly shaped by a sustainability commitment. In April 2022, the company launched its Racing.Green. strategy, which sets out its ambition to become a world-leading sustainable ultra-luxury automotive business built around tackling climate change, creating a better environment and investing in people (Aston Martin, 2022). Key targets include net-zero manufacturing by 2030 and net-zero across the full supply chain by 2039 (Aston Martin, 2022), with certified carbon neutral manufacturing at Gaydon and St Athan already achieved in 2023 (Aston Martin, 2023). 
The company's core values of Unity, Openness, Trust, Ownership and Courage (Aston Martin, 2025a) define the expected behaviours across the organisation and represent the cultural foundation upon which the change programme must be built. As Schein (2010, p.18) explains, values are not simply statements; they shape how people make decisions and respond to change.
[bookmark: _Toc234016161][bookmark: _Toc235361533]1.3 Context for Change
Having established who Aston Martin is and what it stands for, it is possible to understand why strategic change is both necessary and urgent. The global automotive industry is undergoing profound transformation, driven by electric vehicles, artificial intelligence and the digitalisation of products, manufacturing and customer experience. 
Aston Martin faces this challenge from a difficult financial position, with deepening losses and no fully electric vehicle yet launched. The UK's Zero Emission Vehicle Mandate is raising the regulatory stakes for all manufacturers each year, while competitors are moving faster on electrification. As Cameron and Green (2019, p.2) argue, organisations that manage change most effectively are those led by people who combine a clear sense of direction with a genuine understanding of the human dimensions of transformation. This is precisely the approach this report seeks to apply.
Accordingly, the report now turns to that external and competitive environment, before evaluating change models, leadership and culture, and translating these insights into a Strategic Change Management Plan for 2026 to 2028.
[bookmark: _Toc234016162][bookmark: _Toc235361534]2. Environmental Analysis
A thorough environmental analysis is an essential first step before any change plan can be developed. It establishes the external pressures and opportunities that the plan must respond to, and provides the evidence base for all subsequent strategic decisions. This section examines the macro environment through PESTLE, the competitive environment through Porter's Five Forces and draws both together in a SWOT analysis.
[bookmark: _Toc234016163][bookmark: _Toc235361535]2.1 Macro Environment: PESTLE Analysis
PESTLE analysis examines the Political, Economic, Social, Technological, Legal and Environmental macro-forces affecting an organisation. Johnson, Whittington and Scholes (2020, p.43) recommend it as a starting point for strategic analysis because it ensures attention is paid to the full range of forces shaping an industry. Figure 2 summarises the key findings across each of the six factors.
Figure 2: PESTLE Analysis of Aston Martin's External Environment (2025-2026)
[image: ]
Source: Aston Martin (2025) and UK Government (2024).
[bookmark: _Toc234016164]Political
The UK's Zero Emission Vehicle Mandate came into force in January 2024. It requires manufacturers to increase zero-emission vehicle sales from 22 per cent in 2024 to 100 per cent by 2035 (UK Government, 2024). Manufacturers failing annual targets face fines of £15,000 per non-compliant vehicle (UK Government, 2024). For Aston Martin, which has no fully battery electric vehicle in production, this is a material compliance risk. 
The introduction of 25 per cent US import tariffs on UK-manufactured vehicles in 2025 further reduced revenues from the Americas (Aston Martin, 2025). CEO Adrian Hallmark described these conditions as creating an unprecedented trading environment (Aston Martin, 2025).
[bookmark: _Toc234016165]Economic
Revenue fell to £1.26 billion in 2025, down 21 per cent on the prior year (Aston Martin, 2025). The net loss reached £493 million, a 52 per cent deterioration compared with 2024 (Aston Martin, 2025). Gross margin dropped to 29 per cent from 37 per cent in 2024 (Aston Martin, 2025). Net debt rose to £1.38 billion at year end (Aston Martin, 2025). The core average selling price grew by 5 per cent in Q4 2025 (Aston Martin, 2025), and Bain and Company (2023) note that ultra-luxury goods have historically shown greater price resilience than mainstream products.
[bookmark: _Toc234016166]Social
Younger high-net-worth buyers increasingly expect luxury brands to demonstrate genuine environmental credentials alongside exceptional performance (Aston Martin, 2022). The ESG agenda is now a material factor in purchasing decisions within this consumer group. Heritage and brand identity remain central to the Aston Martin proposition, and the change programme must evolve the brand to include electrification without undermining these qualities.
[bookmark: _Toc234016167]Technological
The 2023 partnership with Lucid Group, valued at over $450 million, gives Aston Martin access to world-leading battery and electric powertrain technology (Lucid Group, 2023). The long-standing agreement with Mercedes-Benz continues to supply electrical architectures for current models. The company adopted Salesforce Agentforce in 2024 for customer relationship management and is investing in Infor enterprise resource planning systems to replace legacy processes (Computer Weekly, 2024).
[bookmark: _Toc234016168]Legal
Aston Martin operates in more than 50 markets and must comply with varied product safety, emissions and consumer protection regulations in each (Aston Martin, 2025). CO2 standards under UK and EU frameworks apply alongside the ZEV Mandate (UK Government, 2024). UK GDPR obligations apply to its digital operations. Robust intellectual property management is critical given the EV technology agreements with Lucid Group and Mercedes-Benz (Lucid Group, 2023).
[bookmark: _Toc234016169]Environmental
Aston Martin achieved certified carbon neutral manufacturing at Gaydon and St Athan in 2023 (Aston Martin, 2023). The company targets net-zero manufacturing by 2030 and net-zero across its entire supply chain by 2039 (Aston Martin, 2022), both overseen by a dedicated Board Sustainability Committee (Aston Martin, 2024). These commitments are increasingly material to investor relations and to meeting the expectations of environmentally conscious luxury consumers.
Figure 3 illustrates the UK ZEV Mandate's escalating requirements compared to the actual trajectory of EV market share, demonstrating the gap that Aston Martin must close.
Figure 3: UK ZEV Mandate Required Target vs Actual EV Market Share (2024-2035)
[image: ]
Source: UK Government (2024); Transport and Environment (2025).
[bookmark: _Toc234016170][bookmark: _Toc235361536]2.2 Micro Environment: Porter's Five Forces
Porter's Five Forces model examines the competitive structure of an industry through five forces: competitive rivalry, buyer power, supplier power, the threat of substitutes and the threat of new entrants (Porter, 1980). Johnson, Whittington and Scholes (2020, p.54) argue that understanding these forces is essential before developing any competitive strategy. Figure 4 maps the intensity of each force for Aston Martin on a scale of one to five.








Figure 4: Porter's Five Forces Analysis of Aston Martin
[image: ]
Source: Porter (1980) and Aston Martin (2025). Scale: 1 = Very Low to 5 = Very High.
Competitive rivalry is high. Ferrari, Bentley, Lamborghini and McLaren are all investing heavily in electrification, with Bentley committed to an all-electric portfolio by 2030 (Johnson, Whittington and Scholes, 2020). The relatively small global pool of ultra-luxury buyers intensifies competition for every sale. 
Buyer power is moderate: high-net-worth consumers are less price-sensitive than typical buyers, but they do have real choices among competing brands, and their growing expectation for electrified models is increasing their leverage (Grand View Research, 2026). 
Supplier power is also moderate: Aston Martin sources large structural components from a small number of highly specialised suppliers, which lengthens lead times and increases those suppliers' negotiating leverage (Automotive Logistics, 2026). The technology partnerships with Lucid and Mercedes-Benz, while strategically essential, create additional dependencies that need careful long-term contractual management. 
The threat of substitutes is moderate, with improving performance from luxury EV brands such as Rimac creating a growing threat for performance-oriented buyers (TechCrunch, 2024). The threat of new entrants remains low, however, as building a credible luxury automotive brand requires decades of investment in heritage, engineering and a global dealer network (Porter, 1980).

[bookmark: _Toc234016171][bookmark: _Toc235361537]2.3 SWOT Analysis
The SWOT analysis brings together the key findings of the PESTLE and Porter's Five Forces analyses into a consolidated strategic picture. Hill and Westbrook (1997) describe SWOT as a valuable bridge between environmental analysis and strategic action. Figure 5 below maps Aston Martin's principal strengths, weaknesses, opportunities and threats.
Figure 5: SWOT Analysis of Aston Martin Lagonda (2025)
[image: ]
Source: Aston Martin (2025) and UK Government (2024).
The analysis confirms that Aston Martin's brand heritage, its craftsmanship traditions and its technology partnerships with Lucid and Mercedes-Benz are its most important strategic strengths. The deteriorating financial position, with a net loss of £493 million and net debt of £1.38 billion at the end of 2025 (Aston Martin, 2025), and the absence of a fully electric vehicle are the critical weaknesses that the change plan must address. 
The most significant opportunity is the largely underpenetrated ultra-luxury electric vehicle segment, where a well-positioned Aston Martin EV could command substantial premium pricing. The most pressing threats are the continuing US tariffs, the accelerating EV programmes of direct competitors and the risk of ZEV Mandate non-compliance if the battery electric vehicle programme is further delayed.
[bookmark: _Toc234016172][bookmark: _Toc235361538]3. Change Management Models
This section evaluates three change management models taught in this module: Lewin's Three-Stage Model (Lewin, 1951), Kotter's Eight-Step Plan for Implementing Change (Kotter, 1995) and the ADKAR Model (Hiatt and Creasey, 2012). Each model is examined for its process and importance before a comparative evaluation recommends how they should be used together.
[bookmark: _Toc234016173][bookmark: _Toc235361539]3.1 Lewin's Three-Stage Model
[bookmark: _Toc234016174][bookmark: _Toc235361540]The Process
Kurt Lewin (1890-1947) was a German-American psychologist widely regarded as one of the founders of social and organisational psychology (Langton and Robbins, 2007). His Three-Stage Model proposes that successful change moves through Unfreeze, Change and Refreeze.
In the Unfreeze stage, existing beliefs, values and behaviours are challenged to create psychological readiness for change (Langton and Robbins, 2007). For Aston Martin, the financial results for 2025 (Aston Martin, 2025) and the regulatory pressure of the ZEV Mandate (UK Government, 2024) already provide this compelling case. In the Change stage, people begin to adopt new ways of working, though this takes time and requires a personal understanding of how the change benefits them (Langton and Robbins, 2007).
 At Aston Martin, this stage encompasses EV technology integration through Lucid Group (Lucid Group, 2023), cost restructuring and workforce reskilling. In the Refreeze stage, new approaches are stabilised and embedded into everyday practice to prevent regression (Langton and Robbins, 2007). At Aston Martin, this means building an EV-first identity into recruitment, reward structures and leadership behaviour. Figure 6 illustrates the three stages of this process.
Figure 6: Lewin’s Three-Stage Model of Change

[image: ]
Source: adapted from Langton and Robbins (2007).
[bookmark: _Toc234016175][bookmark: _Toc235361541]Importance and Limitations
Lewin's model is important because it recognises that resistance to change arises from social habits and shared group values, not simply from rational disagreement (Langton and Robbins, 2007). 
Programmes that ignore this psychological dimension consistently underperform (Burnes, 2004). However, Burnes (2004, p.988) argues that the model's linearity is a significant limitation, as it assumes stability between stages that rarely exists in fast-moving industries. For Aston Martin, it is most useful as a diagnostic lens for understanding where cultural resistance is concentrated.
[bookmark: _Toc234016176][bookmark: _Toc235361542]3.2 Kotter's Eight-Step Plan for Implementing Change
[bookmark: _Toc234016177][bookmark: _Toc235361543]The Process
John Kotter developed his eight-step model from research into more than one hundred organisations attempting major transformations and published it in the Harvard Business Review in 1995 (Kotter, 1995). 
The eight steps are: establish a sense of urgency; create a guiding coalition; develop a clear vision; share the vision; empower people to clear obstacles; secure short-term wins; consolidate and keep moving; and anchor the change in the culture (Kotter, 1995). Applied to Aston Martin, a net loss of £493 million in 2025 (Aston Martin, 2025) and ZEV Mandate fines risk (UK Government, 2024) establish urgency.
 The guiding coalition is forming around CEO Hallmark and Executive Chairman Stroll, supported by Lucid Group (Lucid Group, 2023) and Mercedes-Benz. The Racing.Green. strategy provides the vision (Aston Martin, 2022). The 152 Valhalla deliveries in Q4 2025 (Aston Martin, 2025) represent an early short-term win. Figure 7 sets out all eight steps in sequence.








Figure 7: Kotter’s Eight-Step Plan for Implementing Change

[image: ]
Source: adapted from Kotter (1995).
[bookmark: _Toc234016178][bookmark: _Toc235361544]Importance and Limitations
Kotter's model is important because it provides a clear, empirically grounded, step-by-step roadmap for change at the organisational level (Kotter, 1995). Its emphasis on short-term wins is particularly valuable for Aston Martin, where confidence has been eroded by sustained losses (Aston Martin, 2025). 
Pollack and Pollack (2022) confirm that organisations applying the model systematically achieve higher rates of change adoption. Its limitation is that it does not address the psychological journey of individual employees, which is where the ADKAR Model is essential.
[bookmark: _Toc234016179][bookmark: _Toc235361545]3.3 The ADKAR Model
[bookmark: _Toc234016180][bookmark: _Toc235361546]The Process
The ADKAR Model was developed by Jeff Hiatt after studying the change patterns of more than 700 organisations globally (Prosci, 2024). Unlike Lewin's and Kotter's models, ADKAR is built on the principle that organisational change can only happen when individuals change (Prosci, 2024). 
The five sequential building blocks are: Awareness of the need for change; Desire to support and participate; Knowledge of how to change; Ability to demonstrate new skills in practice; and Reinforcement to sustain the change over time (Hiatt and Creasey, 2012). 
Applied to Aston Martin, engineers may have Awareness of the EV transition but lack the Desire to support it, or may gain Knowledge through training but lack the Ability to apply it on the production floor. ADKAR enables leaders to identify precisely where each person or team is blocked and design a targeted intervention (Prosci, 2024). Figure 8 shows the five building blocks in sequence.
Figure 8: The ADKAR Model – Five Sequential Building Blocks
[image: ]
Source: adapted from Hiatt and Creasey (2012).
[bookmark: _Toc234016181][bookmark: _Toc235361547]Importance and Limitations
The ADKAR Model is important because it makes the individual the unit of change analysis, filling the gap that most organisational-level models leave (Cameron and Green, 2019). ADKAR provides a precise diagnostic tool for identifying and addressing individual barriers to adoption (Prosci, 2024). 
Kaminski (2022) confirms its practical utility in complex professional environments requiring significant individual skill transitions. Its limitation is that it does not provide a strategic roadmap for the organisation as a whole and is most effective when used alongside Kotter's programme-level framework.
[bookmark: _Toc234016182][bookmark: _Toc235361548]3.4 Comparative Evaluation
The three models complement each other across different levels of analysis. Lewin addresses cultural and psychological readiness. Kotter provides the organisational programme structure. ADKAR ensures that individual employees successfully make the transition. Figure 9 below presents a visual comparison of the three models across eight key criteria.






Figure 9: Comparative Evaluation of the Three Change Management Models
[image: ]
Source: Langton and Robbins (2007); Kotter (1995); Hiatt and Creasey (2012); Cameron and Green (2019).
This report recommends using all three models in combination. Kotter's eight steps provide the overall programme structure. Lewin's model informs the cultural and communication strategy, particularly in the Unfreeze phase where resistance will be highest. ADKAR is used as the operational tool for tracking and supporting individual employee transitions throughout the programme.
[bookmark: _Toc234016183][bookmark: _Toc235361549]4. Leadership Style and Organisational Culture
The way a change programme is led is one of the most important factors in determining whether it succeeds. Burns (1978, cited in Yukl and Gardner, 2020) distinguished between transactional leadership, which manages through reward and control, and transformational leadership, which inspires through a compelling vision and an appeal to values.
 Bass and Avolio (1994) identify four core characteristics of transformational leaders: acting as a role model, articulating a motivating vision, encouraging new ways of thinking and attending to individual development needs.
Research strongly supports transformational leadership for a change programme of this complexity. Best et al. (2023) confirm that transformational leaders significantly reduce resistance to change and increase employee engagement during major transformations. Chukwuma and Zondo (2024) reach a similar conclusion specifically in automotive manufacturing.
 Adrian Hallmark, who became CEO in October 2024, demonstrates these characteristics. He brings proven experience from a comparable transformation at Bentley Motors and has communicated a clear strategic direction with transparency about the scale of the challenge (Insider Media, 2024; Motor1, 2025). 
Northouse (2022) argues that these qualities are particularly valuable in heritage organisations, as they allow leaders to connect new directions to existing values rather than simply imposing change from above.
Schein (2010, p.18) defines organisational culture as the pattern of shared basic assumptions that shape how members of an organisation think, feel and behave. At Aston Martin, that culture is built around handcraftsmanship, exclusivity and engineering excellence. The change programme must work with this identity, not against it. Bagga et al. (2023) confirm that change programmes aligned with existing organisational values are significantly more likely to succeed.
 The EV transition must be framed as the natural evolution of Aston Martin's commitment to performance and craftsmanship. Min (2024) demonstrate that traditional industries can successfully integrate sustainability into their core identity without losing distinctiveness. This is consistent with both Lewin's Refreeze stage and Kotter's cultural anchoring step.
With the leadership and cultural context understood, the following section presents the practical change management plan for 2026 to 2028.
[bookmark: _Toc234016184][bookmark: _Toc235361550]5. Strategic Change Management Plan (2026-2028)
The change management plan is built around three strategic pillars: accelerated electrification, operational efficiency and cultural transformation. Kotter's eight steps provide the programme structure, Lewin's model guides the cultural approach and ADKAR provides the individual-level people management tools. Figure 10 below illustrates the three pillars alongside their key objectives and targets.





[bookmark: _Toc100000001][bookmark: _Toc235361551]5.1 Objectives and Targets
Figure 10: Strategic Pillars, Objectives and Targets (2026-2028)
[image: ]
Source: Aston Martin (2025) and UK Government (2024).

The objectives in Figure 10 address the most critical issues identified in the environmental analysis. On electrification, the first fully battery electric Aston Martin should be in production by the end of 2027, with ZEV compliance above 22 per cent annually thereafter (UK Government, 2024). On operational efficiency, gross margin should recover to above 40 per cent by 2028 from 29 per cent in 2025 (Aston Martin, 2025), with the adjusted operating loss approaching breakeven. On cultural transformation, a net increase of 150 EV-specialist roles should be created and employee engagement measured through quarterly ADKAR pulse surveys should exceed 70 per cent (Hiatt and Creasey, 2012).
[bookmark: _Toc100000002][bookmark: _Toc235361552]5.2 Financial Plan
The financial plan must reflect the constraints of Aston Martin's balance sheet. Net debt of £1.38 billion and a free cash outflow of £410 million in 2025 mean investment must be carefully phased (Aston Martin, 2025). Steps already taken include the proposed sale of Formula One team naming rights for £50 million (Aston Martin, 2025) and a restructuring programme involving approximately 20 per cent of the global workforce (Aol Finance, 2026). Capital expenditure has been reduced to around £300 million for 2026 (Aston Martin, 2025). Figure 11 sets out the illustrative investment range for each area of the programme.
Figure 11: Illustrative Financial Plan for the Strategic Change Programme

[image: ]
Source: Aston Martin (2025).

The total illustrative investment range is £278 million to £381 million over the period 2026 to 2028. The largest commitment of £200 million to £250 million is directed towards EV platform development and integration of Lucid Group technology (Lucid Group, 2023). This is expected to enable the first BEV launch and achieve ZEV compliance. Digital and IT upgrades of £30 million to £50 million support operating cost reductions. Workforce reskilling of £18 million to £28 million builds in-house EV capability and reduces supplier dependency. Manufacturing optimisation of £25 million to £45 million targets gross margin recovery of eight to eleven percentage points. The change management programme of £5 million to £8 million supports ADKAR adoption and reduces resistance across the organisation.
A change programme of this scale inevitably carries risks. Prosci (2024) identifies proactive risk management as one of the most critical success factors in large-scale organisational change. Figure 12 sets out the six principal risks, their likelihood, potential impact and the proposed mitigation for each.




Figure 12: Risk Register for the Strategic Change Programme
[image: ]
Source: Aston Martin (2025) and UK Government (2024).

All risks will be reviewed formally each quarter by the Senior Leadership Team, with material changes escalated to the Board promptly.
[bookmark: _Toc100000003][bookmark: _Toc235361553]5.3 Communication Plan
Kotter (1995) identified poor communication of the change vision as one of the most common reasons why transformation programmes fail. Figure 13 sets out the communication plan, addressing six stakeholder groups with tailored messages. This reflects the direct application of Kotter's Step 4 to Aston Martin's specific stakeholder context.









Figure 13: Stakeholder Communication Plan
[image: ]
Source: Kotter (1995, 2012) and Prosci (2024).

Burke (2018) emphasises that leader visibility is critical during major transformations. CEO Adrian Hallmark should serve as the primary voice of the change narrative throughout the programme (Motor1, 2025).
[bookmark: _Toc100000004][bookmark: _Toc235361554]5.4 Evaluation Plan
The evaluation framework draws directly on the three change models. 
At the organisational level, a balanced scorecard covering financial performance, customer impact, internal processes and learning and growth tracks progress against the objectives in Figure 7 (Kaplan and Norton, 1996). The Senior Leadership Team reviews performance quarterly and reports to the Board bi-annually. 
At the individual level, ADKAR pulse surveys identify precisely which building block is a barrier for each team, enabling targeted support (Hiatt and Creasey, 2012). The signs of Lewin's Refreeze stage, including stable EV-oriented job descriptions and consistent leadership behaviours, are tracked through HR metrics. As Schein (2010) observes, cultural change is only truly visible in observable behaviours over time.
 

[bookmark: _Toc234016185][bookmark: _Toc235361555]6. Conclusion
This report has developed a strategic change plan for Aston Martin Lagonda, grounded in a thorough analysis of the external environment and a careful evaluation of three change management models from the module curriculum. The analysis confirms that Aston Martin faces a convergence of financial, regulatory and competitive pressures that make strategic change both necessary and urgent.
A net loss of £493 million, net debt of £1.38 billion and a gross margin of 29 per cent in 2025, alongside the absence of a fully electric vehicle in production, define the scale of the challenge (Aston Martin, 2025). The PESTLE analysis identified the ZEV Mandate (UK Government, 2024) and US tariffs (Aston Martin, 2025) as the most urgent external pressures. The technology partnerships with Lucid Group (Lucid Group, 2023) and Mercedes-Benz are the most important strategic assets available to address these. Porter's Five Forces confirmed that competitive rivalry is intensifying as luxury rivals advance their electrification programmes. The SWOT analysis established that brand heritage is the strategic foundation upon which the change narrative must be built.
The three change management models are applied in combination. Kotter's eight steps (Kotter, 1995) provide the macro-level structure and sequencing. Lewin's model (Lewin, 1951) informs the cultural strategy, especially in the Unfreeze phase. ADKAR (Hiatt and Creasey, 2012) provides the individual-level tools that determine whether the programme succeeds at the front line. Transformational leadership, as demonstrated by CEO Adrian Hallmark, provides the right foundation for connecting the new strategic direction to the heritage values that define Aston Martin's identity.
Aston Martin's heritage is not a barrier to change. It is the organisation's most important competitive asset and the cultural foundation from which its next chapter must be written. With the right leadership and a well-managed change process, Aston Martin has the brand strength and the strategic partnerships to navigate this difficult period and emerge as a stronger, more sustainable and more competitive business.
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ZEV Mandate: 22% in 2024, rising to 100% by 2035 (UK Govt, 2024)
US import tariffs of 25% on UK-manufactured vehicles (2025)
Post-Brexit supply chain costs with EU partners

UK Government industrial strategy supporting EV transition
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Revenue fell 21% to £1.26bn in FY2025 (Aston Martin, 2025)

Net loss widened to £493m in FY2025 (Aston Martin, 2025)

Net debt rose to £1.38bn at December 2025 (Aston Martin, 2025)
Gross margin declined to 29% from 37% in 2024 (Aston Martin, 2025)
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Growing ESG expectations among luxury high-net-worth buyers
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Heritage brand loyalty remains a key competitive strength

UK EV market share reached 19.6% in 2024 (T&E, 2025)

Technological

Lucid partnership: $450m EV powertrain agreement (Lucid, 2023)
Mercedes-Benz supplies electrical architectures for current models
Salesforce Agentforce deployed for digital retail (2024)

Infor ERP system replacing legacy business processes
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EU and UK CO2 emissions standards compliance obligations
Product safety regulations across more than 50 markets
Data protection obligations under UK GDPR

IP management under Lucid and Mercedes-Benz partnerships
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Net-zero manufacturing target by 2030 (Aston Martin, 2022)
Supply chain net-zero commitment by 2039 (Aston Martin, 2022)
Carbon neutral manufacturing at Gaydon achieved 2023

Board Sustainability Committee overseeing all targets
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