


01 / STRATEGIC CONTRADICTION

STELLANTIS
FIAT

Europe does not need Fiat to copy China. Europe needs Fiat to become useful, beautiful and
simple again — at scale.

Stellantis is helping bring Leapmotor into Europe. That is not an opinion. That is the structure. Stellantis invested
around €1.5 billion to acquire approximately 21% of Leapmotor. Then Leapmotor International was created as a
51/49 Stellantis-led joint venture, with exclusive rights to export, sell and manufacture Leapmotor products outside
Greater China. The European launch was planned through Stellantis’ distribution power: hundreds of points of sale,
service infrastructure and market access across multiple European countries.

Commercially, this may make sense. Strategically, it raises a much bigger question. Because at the same time,
Stellantis, Volkswagen and Renault are asking Europe for stronger “Made in Europe” rules. According to Reuters, the
three groups — representing around 60% of European vehicle production — are pushing for a simple rule: 70% of
vehicles sold in the EU should source 70% of their value from within the European Union, across the chain from
engineering to manufacturing.

So Stellantis is doing two things at once. It is helping open the European gate for a Chinese brand. And it is asking
Europe to protect European manufacturing. That is the contradiction.

EUROPEAN GATE

Leapmotor access
distribution + manufacturing path

EUROPEAN PROTECTION

Made in Europe rules
local-value requirements

ONE GROUP / TWO DIRECTIONS
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02 / THE MISSING EUROPEAN PATH

STELLANTIS
FIAT

I am not saying Stellantis should not cooperate with Leapmotor. I am saying this does not solve Europe’s
automotive problem. It may give Stellantis access to Chinese EV speed, cost structure and technology. It may be a
rational move inside the current market. But it also shows something uncomfortable: Stellantis clearly knows how
to move fast when it wants to create a European path for a Chinese brand.

So here is the obvious question. If Stellantis can create a fast European path for Leapmotor, why can it not create
a serious European path for Fiat?

Stellantis does not lack distribution. It does not lack platforms. It does not lack manufacturing knowledge. It does
not lack European brands. It has Fiat. And Fiat could be one of the most natural European answers to Chinese cars
— not by becoming Chinese, not by pretending to be premium, and not by adding complexity, but by becoming
Fiat again.

FIAT

brand / platforms / manufacturing
knowledge

SERIOUS PATH

full-range product architecture instead of
nostalgia only

EUROPEAN ANSWER

simple, useful, beautiful cars built at scale

If Stellantis can move quickly for a Chinese brand, it can move seriously for Fiat.
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03 / FIAT ONCE HELPED MOTORISE EUROPE
FIAT

Fiat once helped motorise Europe
Fiat does not need to invent legitimacy. It already has it. Fiat 500. Fiat 600. Fiat 126. Fiat 125. Fiat 132 Argenta. These
were not only cars. They were mobility infrastructure for ordinary Europeans. They moved families, workers, small
businesses, towns and entire countries. Fiat was not only a brand. It was part of the practical, emotional and social
memory of European mobility.

The Fiat 500 and Fiat 600 gave simple, accessible movement to millions. The Fiat 126 became one of the most
recognizable small cars in Central and Eastern Europe. The Fiat 125 helped carry families, officials, small business
owners and everyday drivers through decades of European life. The Fiat 132 Argenta reminds us that Fiat was not
only a city-car brand. Fiat also had a middle-class layer.

That history matters. But history alone does not sell cars in 2026. A brand memory becomes valuable only when it is
turned into product architecture. And this is where Fiat is missing the opportunity.

FIAT 500
icon / simple urban mobility

FIAT 126
mass access / Central & Eastern Europe

FIAT ARGENTA
middle-class layer
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04 / FIAT IS TOO SMALL TODAY FOR THE ROLE IT COULD PLAY
FIAT

Fiat is too small today for the role it could play
Fiat still has life in the lower part of the market. Fiat 500 works as an icon. Fiat 600 works as a modern small
crossover. Fiat Grande Panda brings back a simple, practical, affordable Fiat logic. That part of the range makes
sense. But it is not enough.

Europe cannot answer Chinese competition only with small urban cars, nostalgia and commercial vehicles. The real
battle is in the middle of the market: compact cars, practical family cars, C/D-size vehicles, family SUVs, fleet cars,
mobility cars, small-business cars and everyday cars for ordinary European users.

That is where Fiat should be present. And that is where Fiat is almost absent. Fiat needs a full range again. Not
twenty models. Not chaos. A disciplined, simple, coherent range.

FIAT TODAY

500
ICON

600
SMALL CROSSOVER

GRANDE PANDA
B-SEGMENT

C / D
MISSING

FAMILY SUV
MISSING

THE PRODUCT GAP IS A MARKET-ARCHITECTURE GAP.
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05 / THE FIAT RANGE I WOULD BUILD
FIAT

The Fiat range I would build
The answer is not one model. The answer is product architecture. The range is simple: Fiat 500, Fiat 600, Fiat Grande
Panda, Fiat Tipo, Fiat Renova and Fiat Grande Croma.

Fiat 500 remains the icon: emotional, urban, recognisable, compact, alive. Fiat 600 remains the small crossover layer:
practical, friendly, modern, everyday. Fiat Grande Panda becomes the simple mass-market B-segment answer: useful,
honest, accessible, not overcomplicated.

Fiat Tipo should be brought back and refreshed as the affordable compact: a normal European car for normal
European life. Fiat Renova should become the missing middle: a C/D Fiat for families, fleets, private buyers, small
businesses and everyday long-distance use. Not premium. Not cheap. A useful, beautiful, simple European car with
Italian character.

Fiat Grande Croma should become the larger family SUV: a practical, spacious, honest alternative in the Kodiaq-style
space. A car for families, holidays, children, luggage, small business, long-distance comfort and real European use.

FIAT 500
icon

existing

FIAT 600
small crossover

existing

GRANDE PANDA
B-segment

existing

FIAT TIPO
affordable compact

return / refresh

FIAT RENOVA
C / D middle

author proposal

GRANDE CROMA
family SUV

author proposal
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06 / GRANDE CROMA
FIAT

This would give Fiat a real ladder again: city, small crossover, practical B-segment, compact, middle-class C/D
and family SUV. That is not nostalgia. That is a market structure.

The offer should be radically simple

FIAT GRANDE CROMA
author proposal / practical, spacious, honest family SUV

INTERIOR DIRECTION
warm, useful, elegant family cabin
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07 / THE OFFER SHOULD BE RADICALLY SIMPLE
FIAT

Fiat should not fight Chinese brands by copying
specification theatre. It should fight through clarity. Two
equipment versions: a good standard version and a full
version with everything. Limited colors. Limited interiors.
Limited powertrains. Shared components. Shared
infotainment logic. Shared switchgear. Shared seat
structures where possible. Shared safety systems. Shared
Stellantis platform logic.
The customer should not need a spreadsheet to buy a Fiat. The dealer should not need a psychological degree to
explain the offer. The factory should not need unnecessary complexity to build the car.

Complexity is not sophistication. In mass-market cars, complexity is often just cost.

Fiat should reduce that cost structurally: fewer variants, fewer combinations, fewer unnecessary decisions, more
shared logic, more production discipline, more scale. A simple offer is not primitive. A simple offer is architecture.

The powertrain logic should also be simple

2 TRIMS

standard / full

LIMITED COLORS

fewer combinations

SHARED COMPONENTS

switchgear / seats / safety

SHARED LOGIC

infotainment / platforms

SCALE

less variation / more discipline
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08 / POWERTRAIN & INTERIOR LOGIC
FIAT

This does not need to become a fantasy technology programme.
Stellantis already has components. Use them. Petrol. Hybrid. A
small number of powertrains across the range. Known
components. Reliable configurations. Easy servicing. Clear
pricing. In selected markets, factory LPG could be part of the
logic.
The point is not to win a technology theatre contest. The point is to build cars people can understand, buy, maintain and
trust. Chinese brands often arrive with strong equipment, aggressive pricing and fast product cycles. Fiat could answer
differently. Not by pretending to be BYD. By offering something Europe has almost forgotten how to build at scale:
simple, useful, honest cars with character.

Fiat’s interior advantage should be emotion, not theatre

Fiat should not try to out-screen Chinese brands. That is the wrong
battlefield. Fiat has another weapon: warmth. A Fiat interior should
feel alive: color, material, texture, ambient light as standard,
painted dashboard elements, body-color details, interesting door
materials, good fabric instead of fake premium leather, simple
controls and a clear infotainment system.
In the standard version, heated seats where appropriate. In the higher version, heated and ventilated seats. Not because it
sounds premium. Because it is useful.

This is where Fiat can be different. Many modern cars feel like cold devices. Fiat should feel like a small Italian room
moving through the city. Beautiful does not have to mean expensive. Useful does not have to mean boring. Simple does
not have to mean cheap.

Fiat already said the right words in Milan

FIAT RENOVA
author proposal / missing middle exterior direction

INTERIOR DIRECTION
warm, simple, useful
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09 / FIAT ALREADY SAID THE RIGHT WORDS IN MILAN
FIAT

At CIAO FUTURO! during Milan Design Week, Fiat spoke
about the future of urban mobility through its own design
culture. Olivier François referred to Dante Giacosa’s idea
that a car should be useful before it is sophisticated.
That is exactly the point. Fiat also spoke about honesty, clear and meaningful solutions, affordability, joy and
sustainable everyday movement. Good. Then apply that philosophy seriously.

Not only to small urban mobility. Not only to student concepts. Not only to beautiful brand language. Apply it to the
full product architecture.

If Fiat believes in useful, simple and honest cars, then Tipo, Renova and Grande Croma are not strange ideas. They
are the logical consequence.

Production has to be treated honestly

USEFUL

PRODUCT PRINCIPLE

SIMPLE

PRODUCT PRINCIPLE

HONEST

PRODUCT PRINCIPLE
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10 / PRODUCTION HAS TO BE TREATED HONESTLY
FIAT

I do not claim to know Fiat’s factories, production
infrastructure or internal manufacturing flows today. I do
not know how every plant works. I have not mapped their
full processes.
But if given the mandate, I would be able to map the system: production flows, process dependencies, bottlenecks,
variant complexity, component sharing, configuration logic, purchasing, assembly constraints, internal friction and
operational waste.

The principle would be clear: reduce unnecessary complexity, increase shared logic, simplify the offer, simplify
production, protect scale and design the product system around execution.

This is not only a design question. It is manufacturing architecture. A car range is not only what the customer sees in
the showroom. It is also what the factory has to build, what purchasing has to source, what dealers have to explain,
what service teams have to repair, what fleets have to operate and what customers have to understand. If the
architecture is too complex, cost enters everywhere.

Fiat should be put back into everyday European movement

Fiat should not only advertise these cars. Fiat should make people sit in them. If Stellantis can use its distribution
power to bring Leapmotor into Europe, it can use its mobility power to make Fiat visible again.

PRODUCT RANGE PURCHASING FACTORY DEALER SERVICE FLEETS CUSTOMER

IF THE ARCHITECTURE IS TOO COMPLEX, COST ENTERS EVERYWHERE.
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11 / FIAT SHOULD BE PUT BACK INTO EVERYDAY EUROPEAN MOVEMENT

STELLANTIS
FIAT

Free2move Fiat city fleets. Uber and Bolt leasing programs.
Taxi and airport-transfer partnerships. Urban mobility fleets.
Fleet offers for small businesses. Aggressive leasing for
professional drivers. Visible Fiat presence in major European
cities.
The goal is simple. People should see the cars, ride in them, touch the interiors, notice the colors and feel the space.
They should say: Fiat is back.

A car is not only sold in a showroom. It is also sold through everyday exposure. If ordinary Europeans start meeting
Fiat again in real life, Fiat stops being only a memory. It becomes an option.

The strategic problem is not China. It is the missing Fiat answer

Stellantis is distributing a Chinese brand into Europe while
European manufacturers ask for stronger protection of European
production. That tension is not just political. It is architectural.
Because Stellantis already has one of the most powerful possible answers inside its own house: Fiat. A brand with
memory. A brand with European roots. A brand that understands simple cars. A brand that can be colourfull without being
childish. A brand that can be useful without being ugly. A brand that can be affordable without being empty.

The problem is not that Stellantis lacks tools. The problem is that Fiat is not being used as a full strategic weapon.

If Fiat is a core brand, treat it like a core brand. Not like a nostalgic badge attached mostly to small cars and vans.

CITY FLEETS UBER / BOLT TAXI / AIRPORT SMALL BUSINESS PRO DRIVERS
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12 / CONCLUSION

STELLANTIS
FIAT

Europe cannot tariff itself back into automotive relevance
Protection may buy time. Local-content rules may support production. Tariffs may slow pressure. But none of that
builds the product answer. Europe cannot regulate itself back into automotive relevance. And Stellantis cannot solve
Europe’s automotive problem by becoming a European gate for Chinese brands.

Cooperation with Leapmotor may make commercial sense. But it is not a European product answer.

Fiat could be.

Not by copying China. Not by pretending to be premium. Not by adding complexity.

By becoming Fiat again: useful, beautiful, simple, honest, colourfull, practical, European and built at scale.

Fiat once helped motorize Europe. Maybe Europe now needs Fiat to become useful, beautiful and simple again.

Mateusz Chrzanowski

System of systems architect
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