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Executive Summary
Aston Martin Lagonda (AML), a globally recognised luxury automotive manufacturer, recently initiated significant organisational changes within its final assembly and off-track areas at the St Athan facility. This change aimed to address shifting downward market demands, increased competition, and disruptions caused by global supply chain issues and the COVID-19 pandemic. AML sought to realign production volumes, optimise workforce management, and enhance manufacturing efficiency.
AML’s approach was critically evaluated using established frameworks, including Lewin’s Force Field Analysis, Kotter’s Eight-Step Change Model, and the ADKAR model. While AML successfully identified the need for change and implemented several practical operational improvements, multiple challenges emerged. Resistance to change, driven by concerns around job security, inadequate training, rigid workflows, and inconsistent communication from leadership, hindered complete success.
Key recommendations include strengthening motivational strategies to tackle workforce resistance and enhance employee engagement, adopting iterative and flexible change management processes for greater adaptability, and introducing decisive transformational leadership at the director level to sustain and embed changes effectively. Implementing these strategic recommendations will enable AML to build greater resilience, achieve sustainable operational excellence, and maintain a competitive advantage within the dynamic automotive industry.
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Introduction  
Organisational change is crucial for businesses to remain competitive and responsive to market demands, particularly in the dynamic automotive sector post-COVID-19. Aston Martin Lagonda (AML), a renowned luxury automotive manufacturer, recently undertook significant organisational change within its final assembly and off-track areas at its St Athan facility. Driven by shifting customer demand, heightened market competition, and supply chain disruptions, AML aimed to realign production volumes, optimise workforce deployment, and enhance manufacturing efficiency. Effective leadership and management practices were essential components in facilitating and sustaining this change. This report critically examines AML’s approach using established change management models, including Lewin’s Force Field Analysis (1951) and Kotter’s Eight-Step Change Model (1996), alongside complementary frameworks such as the ADKAR model, to evaluate the effectiveness of the implemented strategies and highlight potential areas for future improvements. Furthermore, this report provides comparative insights from industry peers and explores the sustainability and long-term impact of AML’s organisational changes.



















Main Findings
Overview of the Change
Aston Martin Lagonda (AML), globally recognised for producing luxury and high-performance vehicles, operates within the high-stakes luxury automotive market, competing with renowned brands such as Bentley and Porsche. In recent years, the post-pandemic landscape has significantly altered the dynamics of this sector, with additional complications arising from Brexit-related trade complexities and widespread global supply chain disruptions. These external pressures created a volatile operating environment, leading to fluctuating customer demands and an industry-wide shift in consumer preferences toward more sustainable and technologically advanced vehicles. As a result, AML faced intensified competition, eroding profitability margins, and increased operational uncertainties. Recent financial performance reports highlighted these pressures, indicating a need for decisive strategic realignment to maintain AML’s competitive positioning and market share. Consequently, AML initiated a comprehensive organisational change within its final assembly and off-track areas at the St Athan facility. This initiative sought to recalibrate production volumes, redistribute workforce capacity, and adjust takt times to align with evolving but more precise customer expectations (Global Market Insights, 2025). The strategy aimed to enhance production efficiency, operational flexibility, and workforce optimisation to meet these market demands better. However, despite accurately identifying these opportunities, AML encountered a series of significant implementation challenges. Chief among these were operational disruptions and considerable workforce resistance, fuelled by concerns surrounding job security and inflexible workflow processes. These internal barriers revealed the complexity of executing change initiatives within the context of a luxury manufacturing environment, where employee engagement, leadership communication, and cultural adaptation play critical roles in the success of organisational transformation.
Lewin’s Force Field Analysis
Lewin’s Force Field Analysis (1951) offers a structured framework for evaluating the driving and resisting forces during organisational change, which was applied to assess AML’s recent initiatives. At AML, the driving forces comprised intense market pressures for flexibility and agility, technological advancements, clear leadership commitment at the operational level, and objectives aimed at enhancing quality and production efficiency. Conversely, the resisting forces included employee concerns about job security, insufficient initial training, rigid workflow processes, and entrenched cultural norms resistant to altering established practices. While Lewin’s model provided a foundational perspective for understanding these dynamics, its static nature posed a key limitation. It failed to fully account for the evolving patterns of resistance encountered at AML, where initial fears around redundancy gradually shifted towards dissatisfaction with the quality of training programmes and long-standing process inefficiencies, which had not previously been prioritised by management due to a historic focus on achieving fixed production volumes per business quarter. Addressing these challenges necessitates reinforcing the driving forces through more dynamic strategies. Recommendations include enhancing communication efforts and delivering targeted employee development initiatives to strengthen engagement and reduce resistance. Furthermore, embedding proactive engagement mechanisms such as iterative feedback loops would enable AML to respond more effectively to emerging resistance throughout the change lifecycle, promoting a culture of continuous improvement (IndustryWeek, 2025). These adaptive measures would overcome the limitations of Lewin’s original model by introducing the flexibility required in AML’s complex manufacturing environment.
Kotter’s Eight-Step Change Model Analysis
Kotter’s Eight-Step Change Model (1996) provided AML with a structured and sequential framework for managing its organisational change; however, its linear approach posed significant limitations within AML’s dynamic manufacturing context. While the creation of urgency was effectively achieved through management briefings that emphasised market pressures, director-level engagement was inconsistent, leading to decision-making delays and critical initiatives being managed from the bottom up rather than top down as intended (Prosci, 2025). A guiding coalition was successfully established at operational levels, with multi-disciplinary teams collaborating across specified assembly areas. AML clearly articulated a vision focused on takt adherence, workforce efficiency, and quality improvements. This vision was communicated effectively to operational staff but lacked consistency at senior management and engineering levels, undermining empowerment initiatives and training effectiveness. Employee empowerment was only partially realised, as insufficient initial training for new processes led to frustrations around rigid workflows, exacerbating workforce resistance. Short-term wins were achieved, such as reduced defect rates and improved first-time-right assembly outcomes at the end-of-line secure gates (SafetyCulture, 2025). However, the consolidation of these gains was hindered by overlapping implementation phases, causing confusion and disrupting momentum. Anchoring these changes into AML’s organisational culture remains an ongoing challenge, requiring enhanced director-level transformational leadership to champion and sustain cultural shifts (Bass & Riggio, 2006). Additionally, AML’s future success depends on embedding iterative and flexible approaches, such as agile project management and lean manufacturing principles, to enhance adaptability amidst unpredictable supply chain disruptions (Culture Partners, 2025). Workforce dynamics played a crucial role in the change process. Applying Maslow’s Hierarchy of Needs, employee resistance can be attributed to fundamental concerns such as job security and safety (basic needs), inadequate training (esteem needs), and the absence of clear career progression pathways (self-actualisation). While operational managers employing transformational leadership addressed esteem and self-actualisation needs by involving employees more actively in decision-making, director-level leadership remained largely transactional, focusing on compliance and productivity. This gap in leadership approach contributed to ongoing resistance and limited the overall effectiveness of the change. Further recommendations include structured employee engagement programmes designed to align individual goals with organisational objectives, enhance motivational outcomes, and foster a culture of continuous improvement, ensuring that employees are both engaged and empowered to contribute to the organisation’s long-term success.
Additional Critical Evaluation: ADKAR Model
The ADKAR model (Awareness, Desire, Knowledge, Ability, Reinforcement) developed by Hiatt (2006) provided additional insights into AML’s change management approach, complementing other models applied during the organisational change. While AML successfully raised awareness of the need for change through management briefings and communication sessions, the desire phase proved significantly more challenging. Employee fears regarding job security, combined with inconsistencies in initial communication strategies, weakened engagement and limited the enthusiasm required for change adoption (Gagné & Deci, 2005). Knowledge transfer, another critical ADKAR component, was only partially effective due to training inadequacies and a lack of consistent empowerment measures. Rigid workflows and limited opportunities for hands-on practice further constrained employees' ability to perform under the new processes, particularly in an environment where agility and flexibility are paramount. Reinforcement, the final and essential stage for embedding change, was inconsistent across AML, as recognition systems and continuous feedback mechanisms were either underdeveloped or inconsistently applied. This lack of reinforcement risked undermining the long-term sustainability of the organisational changes (McKinsey & Company, 2024). Comparing ADKAR to Kotter’s Eight-Step Change Model highlighted AML’s need for a more flexible, person-centred approach that integrates reinforcement principles with agile change management strategies, ensuring rapid adaptation to evolving market and operational demands. Furthermore, assessing the sustainability of AML’s changes, the shift towards improved workforce efficiency and production quality demonstrates early promise. However, to fully embed these practices into AML’s organisational culture, the company must enhance director-level leadership engagement, implement robust continuous improvement initiatives, and develop resilience-building mechanisms to withstand future market disruptions. A strategic focus on sustainable manufacturing practices, including environmentally friendly production techniques and robust supply chain management, will further solidify AML’s competitive position within the luxury automotive sector (Culture Partners, 2025).
Case Study Comparison: Jaguar Land Rover
Jaguar Land Rover (JLR) provides a relevant comparative case study for AML, having successfully navigated similar organisational changes within the luxury automotive sector in response to growing industry pressures. JLR’s approach centred around integrating flexible manufacturing processes, robust workforce management strategies, and, crucially, fostering a culture of continuous improvement (Culture Partners, 2025). A key element of JLR’s success was intensive early-stage employee involvement, ensuring that staff at all levels were engaged from the outset of the change process. This involvement was complemented by transparent communication strategies from senior leadership, which aligned organisational objectives with workforce expectations, reducing resistance and fostering a shared commitment to transformation. Additionally, JLR embedded rigorous continuous improvement frameworks that allowed for iterative adaptation to market and operational challenges, ensuring long-term sustainability. These practices offer valuable lessons for AML, where leadership engagement gaps and motivational difficulties have hindered the full effectiveness of recent change initiatives. By adopting JLR’s model of transparent leadership communication, proactive employee engagement, and iterative change management, AML can bridge these gaps and foster a stronger culture of empowerment and adaptability. Aligning director-level leadership more closely with operational initiatives will enhance engagement and ensure that strategic objectives are consistently translated into practical outcomes on the shop floor. This alignment is essential for AML to position itself competitively within the luxury automotive sector, particularly as the market continues to evolve toward more significant demand for agility, sustainability, and operational resilience.







Conclusion
In conclusion, Aston Martin Lagonda’s recent organisational change initiative has demonstrated partial success, addressing key post-pandemic market challenges and improving production efficiency and workforce management. The application of established change management frameworks, Lewin’s Force Field Analysis, Kotter’s Eight-Step Model, and the ADKAR framework has provided valuable insights into the effectiveness of the change process and revealed critical areas for improvement. Despite these structured approaches, challenges such as inconsistent director-level leadership engagement, employee resistance driven by job security concerns, and inadequate training provisions limited the full potential of AML’s change outcomes. To sustain and enhance these improvements, AML must strengthen transformational leadership at the director level, ensuring that cultural shifts are effectively anchored and that strategic objectives are consistently cascaded throughout the organisation (Bass & Riggio, 2006). Incorporating more iterative and flexible change management strategies, including agile methodologies and continuous improvement practices, will better position AML to adapt swiftly to dynamic market conditions and unforeseen operational disruptions (Culture Partners, 2025). Additionally, fostering a culture of employee engagement through structured development programmes, clear communication, and robust feedback loops will enhance workforce resilience and motivation (Gagné & Hewett, 2025). By integrating these recommendations, AML can achieve long-term operational excellence, ensure sustainability, and maintain a competitive edge within the evolving luxury automotive sector, securing the long-term success of its organisational change initiatives.
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