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Strategic Change Management Plan for Bentley Motors: Responding to Digital Transformation, Artificial Intelligence and Sustainability Challenges in the UK Automotive Industry
[bookmark: _Toc1419682699]Executive Summary.
The automotive industry is experiencing unprecedented change driven by technological innovation, digital transformation, artificial intelligence (AI), sustainability requirements and changing customer expectations. Traditional automotive manufacturers must adapt quickly to remain competitive within an increasingly volatile business environment. Bentley Motors, one of the United Kingdom’s most prestigious luxury automobile manufacturers, faces significant challenges and opportunities as it transitions towards electrification, digitalisation, and sustainable production.
This report critically analyses the recent history of Bentley Motors and examines the internal and external factors affecting its performance and strategic direction. Through the application of PESTLE and SWOT analyses, the report identifies key drivers of change including environmental regulations, technological advancements, digital disruption, AI integration, economic uncertainty, and evolving consumer preferences. These factors have compelled Bentley to embark on a comprehensive transformation programme known as the Beyond100 strategy, which aims to achieve full electrification and carbon neutrality.
The report evaluates major change management theories including Lewin’s Three-Step Model, Kotter’s Eight-Step Change Model, and the McKinsey 7S Framework. While each model offers valuable insights, Kotter’s model is identified as the most suitable framework for understanding Bentley’s ongoing transformation due to its structured and leadership-focused approach.
Furthermore, the report examines the critical role of leadership and organisational culture in facilitating successful change. Transformational leadership and Schein’s Organisational Culture Model are applied to evaluate how Bentley’s management team has supported innovation and employee engagement throughout the transformation process.
Finally, a comprehensive change management plan is proposed to support Bentley’s strategic objectives. The plan includes clear objectives, financial considerations, communication strategies, risk management measures, and evaluation mechanisms. The report concludes that successful implementation of digital technologies, AI capabilities and sustainable practices will enable Bentley Motors to maintain its competitive advantage and secure long-term growth within the evolving automotive industry.



[bookmark: _Toc700549444]Introduction to Bently motors.
Organisations operating in the twenty-first century face an increasingly dynamic and complex business environment characterised by rapid technological advancement, global competition, and changing stakeholder expectations. The automotive industry has been particularly affected by these developments, with manufacturers facing pressure to adopt modern technologies, reduce environmental impacts and respond to changing consumer demands (Johnson, Scholes, and Whittington, 2020). Consequently, strategic change has become essential for organisations seeking to maintain competitive advantage and achieve long-term success.
[bookmark: _Int_SIBb50es]Bentley Motors represents one of the most prestigious automotive manufacturers in the United Kingdom and is internationally recognised for producing luxury vehicles that combine performance, craftsmanship and innovation. Established in 1919 by Walter Owen Bentley, the company has developed a powerful reputation for engineering excellence and premium vehicle manufacturing. Since becoming part of the Volkswagen Group in 1998, Bentley has benefited from significant investment in technology, manufacturing facilities and research and development, enabling the company to compete effectively within the global luxury automotive market (Bentley Motors, 2024).
Despite its strong market position, Bentley operates within an industry undergoing unprecedented transformation. Environmental concerns and climate change have encouraged governments worldwide to introduce stricter emissions regulations and promote the adoption of electric vehicles. In the United Kingdom, government policy aims to phase out the sale of new petrol and diesel vehicles by 2035, creating substantial pressure for manufacturers to invest in alternative propulsion technologies (Department for Transport, 2024). Furthermore, increasing public awareness of environmental issues has altered consumer purchasing behaviour, with many customers prioritising sustainability when making purchasing decisions.
Technological advancements represent another significant driver of change within the automotive sector. Artificial intelligence, automation, connected vehicle technologies and Industry 4.0 manufacturing systems are fundamentally changing how vehicles are designed, manufactured, and maintained (Porter and Heppelmann, 2015). Organisations that fail to adapt to these technological developments risk losing market share to more innovative competitors. Consequently, many automotive manufacturers have invested heavily in digital transformation programmes to improve operational efficiency, customer experiences, and product innovation.
In response to these environmental and technological pressures, Bentley launched its Beyond100 strategy in 2020. The strategy outlines the company’s vision of becoming the world’s leading sustainable luxury mobility provider by committing to carbon neutrality and full electrification over the coming decade (Bentley Motors, 2023). Achieving these ambitious objectives requires substantial organizational change, including investment in modern technologies, workforce development, supply chain transformation, and cultural adaptation.
[bookmark: _Toc1571908466]1. Analysis of Bentley Motors’ Internal and External Environment
Understanding the factors influencing organisational performance is essential when developing an effective change management strategy. Organisations do not operate in isolation; instead, they are influenced by a range of external and internal factors that can create both opportunities and challenges. For Bentley Motors, strategic change has become necessary due to rapid developments in technology, sustainability requirements, economic uncertainty, and changing customer expectations. This section applies PESTLE and SWOT analysis to evaluate the factors driving change and examines the impact of digitalisation and artificial intelligence on Bentley’s future competitiveness.
[bookmark: _Toc1581234274]1.1 PESTLE Analysis
PESTLE analysis is a strategic management tool used to assess Political, Economic, Social, Technological, Legal and Environmental factors affecting organisational performance (Johnson, Scholes, and Whittington, 2020). Understanding these factors enables organisations to anticipate change and develop appropriate strategic responses.
Source 1.
[image: ]Political Factors.
Political factors have a significant influence on the automotive industry because governments play a significant role in regulating vehicle manufacturing, emissions standards, and international trade. In recent years, governments worldwide have introduced policies designed to reduce carbon emissions and encourage the adoption of electric vehicles (European Commission, 2023).
The UK government’s commitment to ending the sale of new petrol and diesel vehicles by 2035 has created considerable pressure on manufacturers such as Bentley to accelerate electrification programmes (Department for Transport, 2024). While these policies present challenges due to the substantial investment required, they also create opportunities for organisations that successfully develop innovative electric vehicle technologies.
Political instability and changing trade relationships also influence Bentley’s operations. Following Brexit, UK manufacturers have faced increased administrative burdens and supply chain complexities when trading with European markets. As Bentley exports a substantial proportion of its vehicles internationally, any disruption to trade agreements could affect profitability and operational efficiency (Society of Motor Manufacturers and Traders, 2024).
Consequently, Bentley must continuously monitor political developments and maintain flexibility within its strategic planning processes.
Economic Factors
Economic conditions directly influence consumer spending behaviour, particularly within luxury markets. Bentley’s products are positioned within the premium automotive sector, making demand sensitive to fluctuations in economic confidence and wealth creation.
Global inflationary pressures have increased manufacturing costs through higher energy prices, labour costs, and raw material expenses. Furthermore, rising interest rates have reduced consumer spending power and increased financing costs for both businesses and consumers (Bank of England, 2024).
Economic uncertainty can be particularly problematic for luxury automotive manufacturers because high-value purchases are often postponed during periods of financial instability. However, Bentley’s affluent customer base may provide some protection from economic downturns compared to mass-market vehicle manufacturers.
Social Factors
Social attitudes towards sustainability and environmental responsibility have changed significantly over the past decade. Consumers are increasingly concerned about climate change and expect organisations to demonstrate ethical and environmentally responsible business practices (Kotler, Keller, and Chernev, 2022).
Traditionally, luxury vehicles were primarily associated with performance, prestige, and exclusivity. However, contemporary luxury consumers increasingly seek products that align with their environmental values. This trend has encouraged Bentley to incorporate sustainability into its corporate strategy through initiatives such as carbon-neutral manufacturing and vehicle electrification.
[bookmark: _Int_nyBVMIcH]Generational changes also influence customer expectations. Younger consumers place greater emphasis on technology, digital connectivity, and personalised experiences. As a result, Bentley must enhance its digital capabilities to meet evolving consumer demands while maintaining the craftsmanship and exclusivity that define its brand identity.
Social expectations regarding corporate responsibility extend beyond environmental concerns. Stakeholders increasingly evaluate organisations based on diversity, inclusion, and employee wellbeing. Consequently, Bentley must ensure that its organisational culture reflects contemporary societal expectations.
Technological Factors
Technology is the most significant driver of change within the automotive industry. Rapid advancements in artificial intelligence, machine learning, robotics, automation, and connectivity are transforming both manufacturing processes and customer experiences (Porter and Heppelmann, 2015).
Bentley has invested heavily in digital transformation initiatives, recognising that future competitiveness depends upon technological innovation. Industry 4.0 technologies, including smart factories, digital twins and predictive analytics, enable manufacturers to improve productivity, reduce waste, and enhance quality control (Volkswagen Group, 2023).
Artificial intelligence applications offer substantial benefits. AI can analyse production data in real time, identify inefficiencies, and predict maintenance requirements before equipment failures occur. These capabilities improve operational efficiency and reduce downtime.
Legal Factors
The automotive sector is subject to extensive legal regulation concerning vehicle safety, emissions standards, consumer protection, and data privacy. Compliance with these regulations is essential for maintaining operational legitimacy and avoiding financial penalties.
As connected vehicles generate increasing amounts of customer data, organisations must comply with legislation such as the General Data Protection Regulation (GDPR) and the UK Data Protection Act 2018. Failure to protect customer information could result in significant reputational and financial consequences.
Additionally, evolving environmental legislation requires manufacturers to reduce carbon emissions throughout their operations. Bentley’s Beyond100 strategy can therefore be viewed not only as a business opportunity but also as a proactive response to emerging legal requirements (Bentley Motors, 2023).
Environmental Factors
Environmental concerns represent one of the most powerful drivers of organisational change within the automotive industry. Growing scientific evidence regarding climate change has increased pressure on organisations to reduce their environmental impact and adopt sustainable business practices (United Nations, 2023).
Bentley’s manufacturing processes consume substantial resources and generate carbon emissions. Consequently, the organisation has committed to achieving carbon-neutral operations through renewable energy adoption, waste reduction initiatives, and sustainable sourcing practices. Environmental sustainability also influences customer purchasing decisions. Research suggests that consumers increasingly favour brands that demonstrate genuine commitment to environmental responsibility (Deloitte, 2024). Therefore, sustainability initiatives can create both competitive advantage and reputational benefits.
1.2SWOT Analysis
While PESTLE analysis focuses on external influences, SWOT analysis evaluates both internal strengths and weaknesses alongside external opportunities and threats.
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Critical Evaluation of SWOT
Bentley’s strongest asset is its globally recognised brand reputation. The company has successfully positioned itself as a symbol of luxury, exclusivity, and engineering excellence. This reputation enables premium pricing and strong customer loyalty.
However, reliance on the luxury vehicle segment creates vulnerability during economic downturns. Furthermore, transitioning towards electrification requires significant investment in research, infrastructure, and workforce development.
The growth of the electric vehicle market presents substantial opportunities. Bentley’s commitment to sustainable luxury mobility aligns with evolving customer preferences and environmental regulations. Nevertheless, competition is intensifying as both traditional manufacturers and new market entrants invest heavily in electric vehicle technologies.
The SWOT analysis therefore suggests that Bentley possesses the resources and capabilities necessary for successful transformation, but effective change management will be essential to overcome emerging threats.
[bookmark: _Toc1225193183]1.3 Impact of Digitalisation and Artificial Intelligence
Digital transformation has become a strategic necessity rather than a competitive advantage. Organisations that fail to adopt digital technologies risk becoming obsolete in increasingly technology-driven markets (Westerman, Bonnet, and McAfee, 2014).
For Bentley, digitalisation affects three key areas:
Manufacturing
Smart manufacturing technologies enable greater efficiency, flexibility, and quality control. Sensors, robotics, and AI-powered analytics support predictive maintenance and optimise production processes.
Customer Experience
Digital technologies allow Bentley to provide highly personalised customer experiences. AI-driven systems can analyse customer preferences and deliver customised recommendations, enhancing customer satisfaction and brand loyalty.
Decision-Making
Artificial intelligence enables managers to make more informed decisions through real-time data analysis. This capability improves forecasting accuracy, operational planning, and strategic decision-making.
Despite these benefits, digitalisation presents challenges. Employees may resist technological change due to concerns about job security or unfamiliarity with new systems. Furthermore, cybersecurity risks increase as organisations become increasingly dependent on digital infrastructure.
[bookmark: _Toc75597540]1.4 Evaluation of Change Management Models
Organisational change is a complex process that requires careful planning, effective leadership, and continuous evaluation. While change is often necessary to improve organisational performance and respond to external pressures, many change initiatives fail because organisations underestimate employee resistance, poor communication, and ineffective leadership (Burnes, 2020). Consequently, change management models provide organisations with structured approaches that increase the likelihood of successful transformation.
Bentley Motors is currently undergoing one of the most significant transformations in its history through the implementation of its Beyond100 strategy. The company’s ambition to become a fully electric luxury automotive manufacturer by 2035 requires extensive changes to manufacturing processes, organisational culture, employee skills, and business strategy. This section critically evaluates three widely recognised change management models—Lewin’s Three-Step Model, Kotter’s Eight-Step Change Model, and the McKinsey 7S Framework—to determine which provides the most appropriate approach for Bentley’s transformation.
Source 2.
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1.5 Lewin’s Three-Step Change Model
Kurt Lewin (1947) developed one of the earliest and most influential theories of organisational change. His model proposes that successful change occurs through three sequential stages: Unfreeze, Change, and Refreeze.
Stage One: Unfreeze
The first stage involves preparing the organisation to accept that change is necessary. Employees often become comfortable with existing working practices and may resist new ways of operating due to uncertainty or fear of failure (Hayes, 2022). Therefore, leaders must clearly communicate why change is essential and create a sense of urgency.
For Bentley Motors, the need for change has been driven by several external pressures, including stricter environmental legislation, increasing competition from electric vehicle manufacturers such as Tesla, changing customer expectations and rapid technological advancement. The launch of the Beyond100 strategy represents Bentley’s attempt to “unfreeze” existing organisational practices by acknowledging that traditional combustion-engine vehicles are no longer sustainable in the long term (Bentley Motors, 2023). Management has communicated the strategic vision through internal communications, sustainability initiatives, and public commitments to carbon neutrality. This approach has helped employees recognise that change is not optional but necessary for future competitiveness
Stage Two: Change
The second stage involves implementing new processes, behaviours, and organisational structures. During this phase, organisations introduce modern technologies, provide employee training, and encourage behavioural change.
Bentley’s investment in artificial intelligence, digital manufacturing, battery technology, and electric vehicle development demonstrates the implementation stage of Lewin’s model. Significant financial investment has also been directed towards modernising manufacturing facilities at Crewe to support future electric vehicle production.
Employee training is another vital component of this stage. Workers who previously specialised in traditional engine manufacturing must now develop new competencies related to battery technology, digital systems, and advanced manufacturing processes. According to Armstrong and Taylor (2023), workforce development is essential because employees are more likely to support change when they possess the skills and confidence required to perform effectively.
Stage Three: Refreeze
The final stage involves embedding new practices into the organisation’s culture so that they become the accepted way of working.
For Bentley, successful refreezing will occur when sustainability, innovation and digital thinking become integral components of organisational culture rather than temporary initiatives. Performance management systems, recruitment practices, leadership behaviours, and employee reward systems should reinforce these new values.
Despite its widespread use, Lewin’s model has been criticised for oversimplifying organisational change. Burnes (2020) argues that modern organisations rarely experience stable periods during which change can be “refrozen”. Instead, organisations operate in environments characterised by continuous technological and market disruption.
[bookmark: _Toc1948906080]1.6 Kotter’s Eight-Step Change Model
John Kotter (1996) expanded upon Lewin’s work by developing an eight-stage model designed specifically for large organisational transformations.
The eight stages include:
1. Create a sense of urgency.
2. Build a guiding coalition.
3. Develop a strategic vision.
4. Communicate the vision.
5. Empower employees.
6. Generate short-term wins.
Sustain momentum.
Embed change within organisational culture. Unlike Lewin’s simple framework, Kotter’s model provides practical guidance for managers responsible for implementing complex organisational change.
Creating Urgency.
Bentley has effectively established urgency by recognising that failing to invest in electrification would threaten its long-term competitiveness. Environmental legislation and increasing competition from luxury electric vehicle manufacturers create compelling reasons for organisational transformation.
Building a Guiding Coalition.
Kotter argues that successful change requires leadership teams capable of influencing employees throughout the organisation. Bentley’s senior management, supported by Volkswagen Group, provides strong strategic leadership and financial backing for transformation initiatives.
Developing and Communicating the Vision.
The Beyond100 strategy clearly communicates Bentley’s vision of becoming the world’s leading sustainable luxury mobility company. Regular communication through employee meetings, sustainability reports and leadership presentations helps reinforce organisational commitment.
Effective communication reduces uncertainty and encourages employee engagement, which are both critical factors influencing successful organisational change (Cameron and Green, 2020).
Empowering Employees.
Bentley has invested significantly in employee development, apprenticeships, and digital skills training to prepare its workforce for future technologies. Empowering employees enables them to contribute actively to organisational transformation rather than simply responding to management directives.
Short-Term Wins.
Kotter emphasises celebrating early successes to maintain momentum. Bentley has already achieved several milestones, including carbon-neutral manufacturing facilities and the successful introduction of hybrid luxury vehicles. These achievements demonstrate progress while maintaining employee motivation.
Sustaining Change.
Large-scale transformation requires sustained commitment over many years. Bentley continues investing in research, manufacturing facilities, and digital technologies to ensure progress towards its long-term objectives.
Embedding Change.
The final stage requires integrating new behaviours into organisational culture. Bentley’s increasing emphasis on sustainability, innovation and digital capability indicates that cultural transformation is occurring alongside operational change.
Critical Evaluation of Kotter’s Model
Kotter’s model is particularly suitable for Bentley because it recognises that organisational change depends upon leadership, communication, and employee engagement rather than technological investment alone.
However, critics argue that the model assumes change occurs sequentially, whereas organisations often experience multiple overlapping changes simultaneously (Hayes, 2022). Nevertheless, its structured approach remains highly relevant for strategic transformation programmes such as Beyond100.
Source 3.
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[bookmark: _Toc392981957]1.7 McKinsey 7S Framework
The McKinsey 7S Framework differs from Lewin and Kotter by focusing upon organisational alignment rather than implementation stages. The model proposes that organisational effectiveness depends upon the interaction between seven elements (Waterman, Peters, and Phillips, 1980):
· Strategy
· Structure
· Systems
· Shared Values
· Skills
· Staff
· Style
Successful organisational change requires these elements to remain aligned.
For Bentley, adopting electric vehicle production affects every component of the framework. The organisational strategy has shifted towards sustainability and electrification, requiring changes to organisational structure, production systems, employee skills, and leadership style.
[bookmark: _Int_LMiVzcns]Shared organisational values must also evolve. Historically, Bentley’s identity centred upon craftsmanship and performance. Although these values remain important, sustainability and technological innovation have become equally significant organisational priorities.
The McKinsey framework is valuable because it highlights the interconnected nature of organisational change. However, unlike Kotter’s model, it provides limited practical guidance regarding implementation.
Comparative Analysis 
Each model contributes valuable insights into organisational transformation. Lewin provides a simple conceptual understanding of change, while the McKinsey framework emphasises organisational alignment.
However, Kotter’s Eight-Step Model offers the most comprehensive explanation of Bentley’s transformation because it recognises the importance of leadership, communication, employee engagement, and continuous momentum. Bentley’s Beyond100 strategy closely reflects Kotter’s principles through its clear strategic vision, investment in employee capability and long-term cultural transformation.
Therefore, Kotter’s model provides the most appropriate framework for supporting Bentley’s ongoing strategic change programme.
[bookmark: _Toc651398214]1.8 Leadership and Organisational Culture.
Leadership and organisational culture are widely recognised as two of the most influential factors affecting the success or failure of organisational change. Although organisations may invest heavily in technology, infrastructure and strategic planning, change initiatives frequently fail because leaders do not effectively manage employee resistance or create a culture that supports innovation and continuous improvement (Kotter, 1996). Research by Burnes (2020) suggests that successful organisational transformation depends not only on implementing new systems but also on influencing employee attitudes, behaviours, and organisational values. For Bentley Motors, leadership has played a fundamental role in driving the company’s transition from a traditional luxury vehicle manufacturer to an organisation focused on sustainable and digital mobility through its Beyond100 strategy.
[bookmark: _Toc576462396]1.9The Importance of Leadership During Organisational Change.
Leadership can be defined as the ability to influence and motivate individuals to achieve shared organisational objectives (Northouse, 2022). During periods of organisational change, leaders are responsible for developing an unobstructed vision, communicating strategic objectives, reducing uncertainty, and encouraging employee commitment.
The automotive industry currently faces unprecedented disruption resulting from electrification, artificial intelligence, automation, and environmental legislation. These developments have created uncertainty for organisations and employees alike. Workers may fear redundancy due to automation, while managers face increasing pressure to improve organisational performance in a highly competitive market.
Bentley’s leadership team has recognised these challenges by communicating a long-term strategic vision centred on sustainability and innovation. Rather than viewing environmental regulations as a threat, senior management has positioned sustainability as a competitive advantage capable of strengthening Bentley’s global brand image (Bentley Motors, 2023).
This demonstrates one of the most important characteristics of effective leadership during change: the ability to transform external threats into strategic opportunities.
However, effective leadership extends beyond strategic planning. Leaders must also maintain employee confidence throughout periods of uncertainty by providing consistent communication, encouraging participation, and addressing concerns regarding organisational change (Hayes, 2022). Employees who understand the purpose of change are significantly more likely to support implementation than those who receive limited information.
Consequently, leadership should be viewed as an ongoing process of communication, motivation and relationship building rather than simply directing organisational activities.
[bookmark: _Toc1009784656]2. Transformational Leadership Theory.
One of the most influential leadership theories applicable to Bentley’s transformation is Transformational Leadership Theory, developed by Bass (1985) and later expanded by Bass and Riggio (2006). Transformational leaders inspire employees to exceed normal performance expectations by creating a compelling organisational vision and encouraging innovation.
Bass and Riggio (2006) identify four principal characteristics of transformational leadership:
· Idealised influence
· Inspirational motivation
· Intellectual stimulation
· Individualised consideration
Idealised Influence.
Transformational leaders act as role models by demonstrating ethical behaviour, commitment, and integrity.
Bentley’s senior leadership has publicly committed to achieving carbon neutrality and full electrification despite the considerable financial investment required. By making sustainability central to the company’s identity, management has demonstrated long-term commitment rather than short-term profit maximisation.
This consistency strengthens organisational credibility and encourages employees to support strategic objectives.

Inspirational Motivation.
Successful leaders communicate a vision capable of motivating employees towards shared organisational goals.
Bentley’s Beyond100 strategy provides employees with a clear understanding of the company’s future direction. Rather than focusing solely upon financial performance, the strategy emphasises innovation, sustainability, and environmental responsibility.
Such vision provides meaning and purpose, increasing employee engagement throughout the transformation process.
Intellectual Stimulation.
Transformational leaders encourage creativity and continuous improvement.
The introduction of artificial intelligence, digital manufacturing systems and electric vehicle technologies requires employees to develop new ways of thinking and solving problems. Bentley has supported this transition through apprenticeships, engineering development programmes, and digital skills training.
Encouraging employees to experiment with modern technologies contributes to organisational learning and innovation.
Individualised Consideration.
Leaders should recognise that employees respond differently to change.
Some Bentley employees may welcome technological innovation, whereas others may experience anxiety regarding automation or altered job responsibilities. Effective leaders therefore provide mentoring, training and emotional support tailored to individual employee needs.
Failure to recognise these differences may increase resistance and reduce organisational commitment.
[bookmark: _Toc1906569492]2.1 Critical Evaluation of Transformational Leadership.
Although transformational leadership is widely regarded as one of the most effective approaches for organisational change, it is not without limitations.
The theory assumes that organisational vision alone can motivate employees, yet practical factors such as workload, job security and organisational politics also influence employee behaviour (Northouse, 2022).
Furthermore, transformational leadership depends heavily upon the capabilities of senior leaders. If leadership lacks credibility or fails to communicate consistently, employee trust may decline rapidly.
Nevertheless, given Bentley’s strategic transformation, transformational leadership provides an appropriate framework because innovation, sustainability and employee engagement are central to organisational success.
[bookmark: _Toc2039950118]2.2 Organisational Culture.
Organisational culture refers to the shared beliefs, assumptions and values that influence employee behaviour within an organisation (Schein, 2017). Culture shapes decision-making, communication, and organisational performance.
Schein proposes that organisational culture consists of three interconnected levels:
· Artefacts
· Espoused values
· Basic underlying assumptions

Source 4.
[image: ]
Artefacts.
Artefacts represent visible aspects of organisational culture, including workplace design, employee behaviour, and organisational symbols.
[bookmark: _Int_Gov8iFcG]At Bentley, traditional craftsmanship, precision engineering, and luxury manufacturing represent important cultural artefacts. Visitors to Bentley’s manufacturing facilities observe high-quality workmanship combined with increasingly sophisticated digital technologies.
[bookmark: _Int_uzwiiFls]The integration of robotic manufacturing systems alongside traditional craftsmanship symbolises Bentley’s attempt to balance heritage with innovation.
Espoused Values.
Espoused values reflect the principles publicly promoted by organisational leadership.
Historically, Bentley emphasised luxury, exclusivity, and engineering excellence.
Today, sustainability, innovation and digital transformation have become equally important organisational values.
The Beyond100 strategy demonstrates how organisational values have evolved in response to environmental and technological change (Bentley Motors, 2023).
Basic Underlying Assumptions.
Underlying assumptions represent deeply embedded beliefs that employees often accept without question.
For many years, Bentley’s culture assumed that luxury vehicles would primarily rely upon powerful internal combustion engines.
However, environmental concerns and customer expectations have challenged this assumption. Employees increasingly recognise that future luxury vehicles must combine exceptional performance with environmental sustainability.
Changing these deeply embedded assumptions represents one of the greatest challenges facing organisational leaders because cultural change typically occurs gradually over many years.
[bookmark: _Toc893757506]2.3 The Relationship Between Leadership and Organisational Culture.
Leadership and organisational culture are closely interconnected. Leaders influence organisational culture through their behaviour, communication, and decision-making, while organisational culture influences how employees respond to leadership initiatives (Schein, 2017).
Bentley’s transformation illustrates this relationship clearly. Senior management has consistently promoted innovation and sustainability through investment decisions, employee training programmes, and strategic communication.
As employees observe leadership commitment to these values, organisational culture gradually evolves to support continuous learning and technological innovation.
However, cultural change cannot simply be imposed through management directives. Employees must experience the benefits of new working practices before cultural transformation becomes fully embedded.
Consequently, Bentley should continue encouraging collaboration, knowledge sharing, and employee participation throughout its digital transformation programme.
[bookmark: _Toc869364426]2.4 Leadership Challenges Facing Bentley.
Despite considerable progress, Bentley’s leadership team continues to face several challenges.
Firstly, maintaining employee engagement throughout a lengthy transformation programme is difficult. Large-scale organisational change often extends over many years, increasing the risk of change fatigue.
Secondly, technological innovation continues to accelerate. Leaders must therefore remain adaptable and encourage lifelong learning across the organisation.
[bookmark: _Int_NWKpfvHu]Thirdly, balancing Bentley’s traditional heritage with future-focused innovation requires careful strategic management. Excessive emphasis on technology could weaken the craftsmanship and exclusivity that distinguish Bentley from competitors. Conversely, insufficient innovation could reduce competitiveness within an increasingly digital automotive industry.
Therefore, leadership must continuously balance preservation of organisational identity with adaptation to external change.
[bookmark: _Toc985203693]2.5 section Summary.
This section has demonstrated that effective leadership and organisational culture are fundamental to Bentley Motors’ strategic transformation. Transformational leadership provides an appropriate framework for inspiring innovation, communicating strategic vision and supporting employee engagement throughout organisational change. Similarly, Schein’s organisational culture model highlights the importance of aligning organisational values, behaviours, and assumptions with Bentley’s sustainability objectives.
[bookmark: _Int_DkLmenAa]Although technological investment remains essential, Bentley’s long-term success will depend upon its ability to develop a culture that embraces innovation while preserving the craftsmanship and quality that define the Bentley brand.
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