Anchoring change
management in
organizations
Change Management Survey 2021

Anchoring change
management in
organizations
Change Management Survey 2021
Table of content
Preface .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 2
Management summary. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . 3
Does size matter? .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 4
Is your change management really as good as you think?.  .  .  .  .  .  .  .  .  .  .  .  . 8
Transformations are difficult – so do not neglect the soft factors.  .  .  .  . 14
The secret recipe for continuous change management.  .  .  .  .  .  .  .  .  .  .  .  .  . 17
Let’s start your successful transformation journey .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 18
Learn how to set up a chief transformation office .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 21
Methodology .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 24
Contact.  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 25
About BearingPoint. .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  .  . 25

The world is in constant flux, as we have witnessed since the start of 2020 – our personal and business worlds have
been turned entirely upside down. In addition to Covid-19 and environmental disasters, social movements have
also significantly changed how we act and think. The impact of this has shown that it is vital to be prepared for all
eventualities.
The necessitated changes are multi-faceted and can be aspirational as well as functional in a personal and business
context. When talking about changes in a business context, transformations of all shapes and sizes come to mind.
The last year has been extraordinary, but even the prior decades have proven the necessity of transformations –
we have seen globalization, digitalization and workforce mobilization that have motivated the need for change
amongst organizations. The only constant is change… For an organization it is vital being able to adapt and having
a sustainable change transformation program in place to successfully survive within a competitive environment.
Studies have shown that most transformation projects fail due to employee resistance and the lack of strong
leadership support. It is important to focus on and consider the three components of change: why, what and how.
First, the “why” must be considered. It is crucial to understand the context and why something is about to be
transformed. Then the “what” must be thoroughly analyzed to drive change successfully. The subject of the
changes must be clearly defined, such as the structure, the processes, the adoption of new technology or even the
organizational culture. Finally, the “how” must be addressed which includes a full comprehension of the change
process steps and impacts and a definition of how the desired changes can be achieved and remain sustainable
post-implementation.
This study primarily focuses on the last component, on how change management is anchored in organizations.
We hope you enjoy reading the study and look forward to your feedback!
Kind regards,

Claudio Stadelmann
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Management summary

Does size matter?
In a world where set standards are constantly challenged and disruptive
ideas influence the way organizations act, change is a central component
in everyday practice. It is also a fact that organizations recognize change
management as an inevitability.

P

The importance of change
management will increase in
the future

The world is constantly changing. Not just since the outbreak
of the Covid-19 pandemic. Environmental disasters and social
movements have a significant impact on our personal and
business lives. Companies must be able to adapt quickly to an
ever-changing environment. Consequently, both small and large
organizations agree that change management will become more
important in the coming years.

P

Size matters…

…in how change management is conducted, which tools are used,
and to what degree the internal approach is institutionalized
and structured. Change management in smaller companies is
conducted more subtle and organic than in large enterprises. It
is often a by-product of regular communication and knowledge
sharing. In bigger and more complex organizations, change
management becomes institutionalized.

P

Bigger companies tend to
value hard factors over soft
factors

Companies with more than 5,000 employees tend to emphasize
hard factors over soft factors. Their top three competencies in
the change management process are process planning, skill
management and training as well as network management.
Small companies, in contrast, focus on soft factors such as open
communication, strategic orientation and a culture of trust.
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P

Change management is
perceived differently at
different hierarchical levels

Executive management has the big picture in mind and can
anticipate the need for change better than lower management.
It is therefore crucial for higher management to be aware of
the extent of change resistance and to get employees on every
hierarchical level on board.

P

Changing employees’
behaviors and attitudes is a
long-lasting and elaborate
process

Companies must accompany their employees during a
transformation process. To enable effective change, employees
must be involved in the change measures over the long term.
Empowerment and support are necessary to overcome resistance.

P

Continuous transformation
requires an agile change
management approach

Organizations are complex and adaptive systems respond to
changing circumstances in their own unique way. It is not enough
to carry out change activities with a one-off involvement of those
affected. Instead, a continuous step-by-step approach is needed
to capture the reactions of those affected by the change and to
respond appropriately to them immediately during the change
process.

However, the speed and the approach of how organizations
adapt to these changes vary enormously among companies.
Hence, the central question is why organizations apply different
approaches and, in this regard, if organizational size is indeed a
determining factor.

between organizations with up to 50 employees and those with
more than 5,000 employees. 97% of large enterprises agree that
change management will become more relevant in the coming
years, while only about 64% do so in companies with up to 50
employees.

Our study shows that size matters but not as much as one might
presume, as even in companies with less than 50 employees, 70%
of the respondents see change management as an important
competence. This number increases the larger an organization is.
Consequently, in organizations with more than 5,000 employees,
about 90% of the respondents emphasize the significance of
change management (figure 1).

Large enterprises agree that change
management will become even more
relevant in the coming years.
On the one hand, this confirms our assertion that with increasing
social, environmental and business complexity, organizations
need to adapt, and change management becomes a central
component of daily business practices. On the other hand, it also
sheds light on the fact that organizational size matters.

Considering the future, both small and large organizations stated
that change management would increase in relevance in the
coming years. However, a significant difference can be identified

Figure 1: Perceived importance of change management by company size

5,001 to 20,000 employees

89%

1,001 to 5,000 employees

251 to 1,000 employees

92%

78%

51 to 250 employees

69%

up to 50 employees

70%
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The larger and more complex the
organization, the more relevant
institutionalized change management
becomes

at their disposal. The analysis also suggests that this function is
less widely used the smaller an organization, with only about 50%
of small companies confirming this statement. That strengthens
our assertion that smaller businesses conduct changes and
transformations in less institutionalized forms as an organic and
flexible change approach.

The study results indicate that change management in smaller
companies is more subtle than in large enterprises, probably
because it is a by-product of regular communication and
knowledge exchange. That would explain why the perception
of change management differs according to the size of an
organization.

Larger companies usually assign specific
contacts and responsibilities for change
management
The larger an organization, the longer the communication paths
and often the greater the silo thinking. As a result, clearly defined
contact persons for change management become vital for
effective transformations in large organizations.

Small companies often use a subtle
and organic approach for change
management

Change management competencies
are weighted differently depending on
company size

In contrast, large organizations tend to have more
institutionalized change management functions and tools to
facilitate change across the entire organization in a structured
manner.
Figure 2 shows that larger organizations have a more structured
change management approach in place. More than 80% of the
respondents of large organizations indicate that they have a
dedicated contact or function dealing with change management

Survey results show that transparent communication is a crucial
element of change management and that it is much more than
that. When asking the respondents if change management is
a leadership competence, the majority agreed. Again, a similar
pattern regarding organizational size emerges. The larger an

Figure 2: Clearly defined contacts/functions for change management in different organizations

Figure 3: Perception of change management as a leadership competency across organizations
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organization is, the more powerful change management is
perceived.
Almost 85% of large organizations consider change management
as a leadership competence in their organization. Since over 70%
of the respondents in organizations of all sizes agreed with this
fact, it can be seen as vital to invest in change management skills
development as part of leadership competencies
After establishing that change management is a leadership
competency, we asked the study participants which additional
change management skills are the most important. On average,
the responses were that open and transparent communication, a
clear vision and objectives; as well as a culture of trust are overall
perceived as the top three competencies within organizations.

Looking at the findings more closely, companies with more
than 5,000 employees tend to emphasize hard factors over
soft factors. Their top three competencies are process planning,
skill management and training and network management.
Small companies, in contrast, focus on soft factors such as open
communication, strategic orientation and a culture of trust.

Larger companies tend to value hard
factors over soft factors regarding the
most important change management
competencies

Figure 4: The embeddedness of change handlings in large vs. small organizations
In change processes ...
86%
75%

81%

in companies with 5,000 to 20,000 employees

83%

in companies with 1,000 to 5,000 employees

73%

in companies with 251 to 1,000 employees

58%

in companies with 51 to 250 employees

52%

in companies with up to 50 employees

... we use our own change management
approach, including tools.

88%
74%

... we track the success of
our measures.

95%
79%

90%
79%

... we pursue clear,
previously defined goals.

Companies with 5,000
to 20,000 employees
Companies with up to
50 employees

... we demonstrate a united commitment
from senior management.
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86%
75%

... the support of our employees
plays an important role.
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The difference between an institutionalized change management
approach of large organizations and a hands-on, organic
approach of smaller ones becomes again evident when looking
at how change processes are conducted. 86% of large companies
use their own change management approach, whereas only 75%
of small companies have their own change management tools.
A difference of roughly 10 percentage points can also be noted
between large and small companies regarding success tracking
and the pursuit of clear, previously defined goals.

that effective leadership is vital due to the institutionalized nature
of change management in large organizations.

Most surprisingly, only 79% of small companies view the support
of their employees as an important role in change processes,
compared to 95% in large companies, leading to the conclusion

The results indicate that size mainly influences how change
management is conducted and which tools are used rather than
if change management is carried out per se.

Overall, the study has shown that there are different perceptions
of the change process depending on the size of a company.
However, the discrepancies between small and large organizations
are not that significant. While large companies mostly have
institutionalized change management in their organization, small
companies tend to have a more hands-on approach.

What does this imply for you as an
organization?
To answer the underlying question … Yes, size does matter!
But mainly in how change management is conducted, which tools are used, and the degree it is institutionalized
and structured. Therefore, we can conclude that considering aspects of change management and embedding
tools on all hierarchical levels to deal with transformations within your organization is crucial, independent of
your size.

Small & medium-sized enterprises

•

•

•
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Change management is practiced on the go
with direct communication and in smaller
groups within the organization, which facilitate
change without considering it to be change
management per se.
Smaller businesses conduct changes and
transformations less institutionalized. A
straightforward change approach is possible
due to their manageable size.
Employees of small companies focus on soft
factors such as open communication, strategic
orientation, and a culture of trust when thinking
about the most important aspects of successful
change management.

Corporates

•

The larger and more complex an organization
becomes, the more relevant change
management gets.

•

For companies with more than 5,000
employees, institutionalized change
management functions and tools must be
implemented to facilitate change across the
entire organization.

•

Change management is considered a
leadership competence and recognized as a
skill.

•

Hard factors such as process planning
competence, skill management and training
and network management are crucial for
successful change.

Is your change
management really
as good as you think?
In the last three decades, both academics and practical experience have shown
that most transformation projects fail. The possible reasons identified are
employee resistance and lack of strong leadership support. Introducing change
that focuses on behavioral or structural transformation is time-intensive. These
changes are often linked to emotional impacts and the disruption of employee
morale, thus hindering successful change management.
To minimize the effect of these obstacles, companies must
consider three components of the change process: first, the “why”
must be considered. It is crucial to understand the context and
why something is about to be transformed. Then “what” must
be thoroughly analyzed to drive change successfully. The subject
of the changes must be clearly defined, such as the structure,
the processes or the organizational culture. Finally, the “how,”
which means we must understand the change process steps and
impacts and define how the desired changes can be achieved and
remain sustainable post-implementation.
Managers and affected employees influence the success of
transformations. Therefore, when organizations thrive through
transformation, whether the change is a specific process or
changing the entire business, everyone at different levels must
be taken into account due to the differences in perception and
behavior.

There is a gap in the perception of
change management on different
hierarchical levels
For any organization to remain competitive and even thrive
within the evolving business environment, the ability to adapt
and change quickly is critical to their business success. In
management literature, it has been shown that top management

tends to focus on the big picture and can anticipate the necessity
to change better than lower-level management.
It could be assumed that higher-level management is fully
aware of the complexity and level of change resistance in their
organization. Therefore, it is essential to address the pace of
change management. The underlying study shows results
analogous to these assumptions, illustrating the increasing
priority of change management with higher hierarchy levels.
It should be the top management’s goal to ensure their
department heads and team leads, are making appropriate
change management assessments, while the executive
management should be gaining a better picture of the
perceptions of the lower level of the organization.
Figure 5: Different priorities of change management across
employee levels
Management /
Executive Board

84%

Management Board /
Shareholder

54%

Division
Manager
35%

Department
Manager

29%

21%

Team
Manager
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So, let us ask again – Is your change
management really as good as you think?
When focusing on the “how,” it is crucial to consider the people
factor, those who support and promote change. This group is
responsible for mobilizing change tools and facilitating change
methodology implementation. Therefore, the question arises
whether these people have the necessary skills and have been
equipped to drive the transformation.
Of the 211 respondents who stated that there are clearly
defined change management contacts/functions within their
organization, 65% of board members stated that these are
perceived as such, whereas only 35% of team leaders confirmed
this. This discrepancy indicates a significant gap between
hierarchical levels regarding the perception of a change contact’s
visibility. This discrepancy should not be overlooked when
planning change management.
It is fundamental to have assigned people at different leadership
levels to take ownership of the transformation process. These
change owners should ensure that everyone receives the
necessary information and support in adopting or implementing
the required changes. In the absence of such ownership, the
success rate of change management decreases significantly.
Often, those affected by change do not know who to turn
to when questions arise. The lack of accessibility to change
managers can be a significant contributor to change resistance or
even the failure of the transformation.

figures 6-9 illustrate the percentage of the management/
executive board and team management who strongly agree
with the statements regarding different change perceptions
within an organization. The statements are based on established
positive change management measures intended to make the
transformation successful and long-lasting.
In general, the data indicates that neither 50% of the senior
management nor the team leaders strongly agree that these
measures are practiced in their organizations. A closer look at the
figures also shows that, on average, top-level executives believe
that all the positive change management measures are more
firmly anchored in their company than team leaders.
While almost half of the management and executive board
view the support of their employees as an integral rather than
a selective task, only 32% of team leaders see this practice to
be embedded within their organization. Within the process
of change, 45% of senior executives state that the support
of employees currently plays an important role within their
organization, whereas only 27% of team leaders share this view.
It could be considered that the difference in the results suggests
that team leaders, who are usually closer to those affected by
change, have a more realistic picture of the situation and can
more accurately mirror the perceptions of the employees.
Resistance must be factored in to drive change forward, and
efforts must be made to reduce it continually. Employees will
not change their behaviors and attitudes through a one-time
newsletter or event – more has to be done.

Besides looking at change agents, it is necessary to consider how
the change process is conducted. This survey also focuses on
the different perceptions at the hierarchical levels. The following

Employees will not change their
behaviors and attitudes through a onetime newsletter or event

of the affected individuals and work with them to grasp the
necessity for change and the positive impact these changes are
aimed at.

Organizations must accompany employees throughout a
transformation process. Executive managers should consult
team managers and strive to capture the workforce’s mood and
understand the potential trigger points. To facilitate effective
change, employees must be accommodated within the change
measures in the long term, which implies a step-by-step approach
in reducing trigger points and empowering. Empowerment and
support are necessary to overcome resistance, and managers
must not underestimate the impact continuous support has on
the success of transformations.
A similar picture emerges when asking more specifically how well
reasons for change are communicated, to what extent those
change affected are involved and if their expectations and fears
are taken into consideration and adequately addressed.
Research shows that individuals tend to resist change and
even avoid it, to the extent that merely being dissatisfied with
the current situation does not motivate them to adapt to
change. Organizations must motivate employees, ensuring
that they understand that the desired or enforced change is
meaningful, possible, and beneficial. Our analysis shows that
only 24% of team managers and 41% of executives believe their
organizations’ reasons for change are comprehensively shown. For
transformations to be successful, this is arguably too little.
When attempting to motivate, it is beneficial to go one step
further. Organizations should strive to convince their employees
of the necessity for change. It is vital to understand the viewpoint

Figure 6: Support of employees during change processes

Figure 7: Perception management and involvement during change processes

In change processes ...

In change processes ...

48%
32%

41%
24%

45%
27%

Transformations in practice have shown that the implementation
of change depends on how individuals perceive it in terms of
their knowledge, interests, and beliefs and how they intend to
apply it. Consequently, considering the employees’ interests,
fears, and expectations when initiating change is vital. Our study
shows that only 18% of team managers and 42% of senior
management state that these are considered adequately within
their organizations.
Successful change can be hindered by ignoring the perceptions
of those affected. It may be more beneficial in a change
management process when perceptions are used as leverage to
foster change instead of neglecting them. Survey responses show
that the team managers’ assessment of the situations is much
worse than the executive management. This analysis makes it
apparent that change is largely imposed and those affected are
not brought on board, which also aligns with the study responses
regarding the extent to which the affected are actively involved
(e.g., through stakeholder and change management, personnel
methodology, etc.).
Academic research illustrates a unified commitment by senior
management and pursuit of clear and previously defined goals
as beneficial when attempting to change organizations or parts
within them. Defining precise targets has become increasingly
difficult in our complex environment. A constant need to change
or adapt the way we work is now happening more and more.
This does not negate the need for clear predefined goals. Fast
adaptation to accommodate business environments can be a
goal that can be broken down into smaller change steps with
stage goals clearly defined.

42%
18%

36%
20%

Management / Executive Board
Team Management

... the support of our employees
is understood as a continuous
and not a selective task.
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... the support of our employees
plays an important role.

... we show our employees the
reasons for the change in a
comprehensible way.

... we perceive the expectations
and fears of all those
concernced.
Management / Executive Board

... we actively involve all those affected
(e.g., through stakeholder & change
management, personnel methodology, etc.).

Team Management
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Figure 8: Management commitment and defined goals during change processes
In change processes ...
46%
22%

43%
29%

Management / Executive Board
Team Management

... we pursue clear,
previously defined goals.

People are creatures of habit. Change owners must ensure
that their employees are involved and guided through change
by nominated change agents. Demonstrate effective change
by being a role model, i.e., walk the talk. An organization must
have a uniform commitment within the senior management
to create a solid foundation of change management. Figure 8
illustrates that only some of our study respondents believe there
is a well-established senior management commitment in their
organization (22% of team managers and 46% of executive
managers). Similarly, 29% of team management and 46% of

executive management strongly agree that these leadership-level
executives pursue clear, previously defined goals.
Defining and communicating goals are important, but it is
equally important to ensure that goals are tangible and trackable.
Figure 9 shows that around a third of the team and executive
management strongly believe their organization has a managed
change approach and actively measures and tracks changes.
However, it also indicates rather clearly that there is room for
improvement on all hierarchical levels.

After reflecting on how good our change management really is, the study
indicates the necessity for improvement on all hierarchical levels.

Management/
executive board

... we demonstrate unified commitment by
senior management.

How can your change management
become as good as you think it is?

Team management

Figure 9: Tools and measurements during change processes
In change processes ...
38%
28%

38%
21%
Management / Executive Board

•

Demonstrate a uniform commitment within senior management to
create a solid foundation of change management.

•
•

Act as a role model and demonstrate willingness to change.

•

Reflect the way you accompany employees throughout a change process.

•
•
•

Empower and support your team to overcome resistance.

Consult team managers, strive to capture the mood of the workforce and
understand the potential trigger points.

Motivate employees by actively involving them.
Ensure your team understands that change is meaningful, possible, and 		
beneficial.

•
•

Foster a constructive feedback and try-and-error culture.

•
•
•
•

Define and communicate goals.

Collaborate across teams and departments to overcome silo thinking.

... we track the success
of our measures.

... we use our own change management
approach including tools.

We discussed different approaches to change management in
the “Does size matter?” section. We concluded that the size of an
organization drives the need to institutionalize change measures
and impacts the type of change management. When different
people are affected by change, a change enabler or tool must be
in place to support this change process. These may differ in scope
and structure, but ultimately these tools must enable new activity
adoption.
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As we are currently in an era of ongoing transformations, it is
important to reflect on how we handle change to be sustainable:
continuous improvement or drive simplification. Structured
approaches and tools can support this need.

Overall organization

Team Management

•

Ensure that goals are tangible and trackable.
Enable and train those affected by the change.
Consider the employees’ interests, fears, and expectations when initiating
change.
Assign people at different leadership levels to take ownership of the 		
transformation process.
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Transformations
are difficult - so do
not neglect the soft
factors

“Studies and practical experiences have shown
that still today the so-called “soft factors” play
an important role. Although we know a lot about
them, we still do not seem to have the right key to
the diverse and often adverse human responses

Although change management has become increasingly important in recent
years, the rate of successful transformations is still relatively low. The success
or failure of change initiatives are multifactorial, and organizations need to
understand the various root causes. When asked about possible reasons for
failure, the survey participants identified six main areas, which are clustered in
figure 10.
In this study, results show that soft factors play a crucial role in the success of transformation processes. They are
more influential than hard factors. Although this is not a new insight, Dr. Ulrike Baumöl, professor and lecturer at
the Universities of Liechtenstein and St. Gallen (HSG), says, “organizations are not aware of this, which leads to a
blatant neglect of soft factors and ultimately to the failure of transformations.”

to transformation. Communication, the right
flow of information, motivation and above all
leadership remain the points mostly named.
These seem to be the keys to unlock the door to
successful transformation.”

Prof. Dr. Ulrike Baumöl
Professor & Lecturer at University of Liechtenstein & University
of St. Gallen (HSG)

Figure 10: The six most frequently mentioned causes for change failure
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1. Culture / mindset

2. Leadership

3. Communication

4. People / skills

5. Structures / processes

6. Implementation

• fear of change
• resistance towards change
• lack of common understanding
• missing trust / commitment

• missing governance
• lack of leadership (change) skills
• top-down decisions

• intransparent
• long lines of communication
• staff is not involved
• top-down communication
• no common understanding
• no vision & objectives communicated

• lack of administration
• support for HR team needed
(e.g., external)
• wrong people
• limited personnel
• lack of skills / training

• corporate policies
• conservative and outdated
structures within company
• ‘aged’ company and staff structure
• missing of rules / regulations

• poor planning
• missing objectives / vision
• no clear roadmap
• no organizational skills
• missing involvement of
employees (all levels)
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Emotional resistance to change is the result of
lack of understanding

Limited resources and a lack of know-how
prevent successful change

Company culture and mindset were named as primary reasons for failure. If employees
are not sufficiently involved and do not understand why change is necessary, you will lose
their trust and commitment. As a result, criticism and resistance will build up. Therefore,
transparent communication and involvement of all employees are crucial for successful
transformations.

Respondents have frequently stated that a lack of trained resources with relevant skills
and competencies prevents successful transformation. It was also mentioned that there is
insufficient investment in the development and training of employees. Some participants
highlighted that external support and change management training would add value to
the change management process.

“The employees need to feel that they are part of the force driving the
change and not just adapting to it.”

“Work processes are constantly changing. This means that staff must
be trained constantly as well.”

Team Leader, IT Department, Educational Sector

Head of Department, IT Software Technology & Development, Consulting Services

Lack of leadership and inadequate support
causes change failure
When it comes to change processes, the executive level takes a significant role. The
survey respondents repeatedly mentioned that they experience poor leadership within
their organizations. The following areas were referenced: lack of inspiring leadership,
insufficient commitment, inadequate change leadership skills and lack of senior team
alignment. Interestingly, top-level management participants assessed themselves more
positively than their employees, which shows a clear perception gap between leadership
and employees.

Sometimes change fails due to existing (hard) factors before any soft factors come
into play. A good example of this is conservative or outdated structures and processes
within the organization. Many survey participants described their company as an
‘outdated’ company where innovation and change are of secondary concern. Individual
departments tend to think in silos and neglect the big picture. It has been highlighted
that high costs, missing budgets and complex processes further complicate change.
Another issue frequently mentioned was that companies often want to implement
transformations quickly rather than focusing on continuous change.

“The management should act as a role model and demonstrate the
willingness to change.”

“Change needs structure in governance, processes and organizational
chart. Everyone needs to know what contribution they make to the big
picture.”

Divisional Manager, Finance & Accounting, Tourism Industry

Divisional Manager, Purchasing & Warehouse, Pharmaceutical Industry

Change initiatives are not communicated clearly
within the organization
Miscommunications are perceived as a common root of transformational failures. The
following reasons were mentioned: top-down communication, poor information flow
and incomplete or delayed information. As a result, employees feel excluded and poorly
informed, making people feel disenfranchised by the process.

“Due to the lack of communication from the sectors, problems arise
that hinder the progress of the change. Visions and objectives are not
aligned.”
Management Board, Finance & Accounting, Banking & Insurance Industry
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Company structures and processes are not ready
for change

Vision, strategy and objectives are not clearly
communicated
Successful change must be approached strategically. Surprisingly, it is precisely the
execution and implementation of change that is often rated as inadequate. Different
areas were mentioned, such as lack of planning, lack of strategic alignment, as well as
missing resources and tools. The participants commonly described how employees do not
feel involved in the change process and that there is no clear communication of a target
vision, objectives and a roadmap on how to get there.

“Change management is a cross-cutting function: a vision, strategy
and direction of the organization (where do we want to go, why, and
what do we want to achieve) are crucial.”
Team Leader, IT Software Technology & Development, IT / Technology
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The secret recipe for
continuous change
management

What organizations need to live
continuous change …

In conclusion, the study has shown that a variety of factors might lead
to failure. Let’s reverse the question by looking at the recipe for successful
transformations.
Our analysis has identified a cluster of areas determining whether change processes are perceived positively and
provide the organizational construct for change.

Mindset, commitment,
motivation, engagement,
cooperation

Strong leadership &
management support

The most important drivers are soft factors such as strong leadership and management support and the
employee mindset and commitment to engage in change activities.
Also, hard factors such as relevant skilled people and having a clear vision are perceived as valuable. There
must be an environment for continuous change anchored within the company culture. A mix of ingredients
transparently communicated across all hierarchical levels enables organizations to stay ready for new challenges
and upcoming transformations.

Active & transparent
communication

Managers acting as role models
Transparent communications from
management to all levels (include everyone)

Mindset, commitment & motivation

•
•
•

Change in thinking, trust that change is good
Common understanding of change
Involvement and cooperation

Change agents & skilled people

•
•
•
•
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Skilled staff, dedicated people driving change
Clear responsibilities and roles
Trainings to improve skills
External support

Continuity
in change

Know-how, training
& change agents

Strong leadership

•
•

Environment
for change

Vision & strategy,
clear objectives,
action plan

Vision, strategy & action plan

•
•

Clearly communicated vision and strategy
Alignment of objectives and roadmap

Transparent communication

•

Active, continuous and transparent
communication across all levels

•

Involvement of all employees

Environment for change / continuity

•
•
•
•
•

Good mix between flexibility vs. structures
Room for change & innovation,
Feedback culture
Continuous adaptation
Try-and-error culture

19

Figure 11: BearingPoint’s holistic approach covers all aspects of change management

Let’s start your
successful
transformation
journey

Scoping

Organizational
design &
development

Change
execution

Change management is defined as a discipline that helps organizations
systematically manage change. To do this, companies should take a holistic
perspective by looking at the technological process and methodological
success factors from employees, customers, suppliers and all other
stakeholders.

The results of this study, as well as our experience, show that change management is often implemented
haphazardly and with insufficient leadership understanding of the change management process.

Our change management wheel facilitates a holistic view of
transformations.
With a practical and holistic approach, BearingPoint aims to anchor change in organizations in a sustainable way.
Our approach provides a framework that covers all aspects of managing change and can be individually adapted
to the requirements of each organization.
Our approach allows for reaction and response to the individual challenges of every organization while adhering
to best practices and ensuring that all stakeholders’ needs are incorporated in the change process.
Our change management approach focuses on both the planning and the implementation of change.

Change vision
& strategy

Change
management
concept & plan

Information &
communication
Leadership
commitment

Scoping – planning and assessing
the change
•

Stakeholder & risk analysis: early identification of an
organization’s readiness for change as well as peoplerelated risks through an “organizational risk & readiness
analysis.”

•

Change vision & strategy: definition of project vision,
core message, common goals and expected benefits as
part of a targeted “change strategy.”

•

Change management concept & plan: identification
and definition of specific change activities, resources and
dependencies in a “change roadmap.”

Implementation of change
•

Qualification: ensure efficient training measures through
learning strategies and needs-based training programs,
such as “train-the-trainer.”

•

Organizational & process adaptation: ensuring a
smooth transformation of new tasks and responsibilities
through an “organizational implementation plan” or a “job
impact analysis.”

•
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Stakeholder
& risk analysis

Qualification

Information & communication: target group-oriented
involvement of all stakeholders with the help of directed

information and communication activities.

•

Management commitment: development of a
“leadership alignment plan” to actively involve key
leadership and management stakeholders during all phases
of the change process.

Monitoring change
Monitoring change management measures based on predefined
target criteria and values, as well as optimization of the procedure
generated on the insights gained.

Continuous transformation requires an
agile change management approach.
For organizations that have integrated agility into their daily
business, dealing with change and uncertainty is already part of
everyday life, making them more crisis-proof. That is one of the
findings of our Agile Pulse 2020 study, which sheds light on the
various dimensions of organizations’ agile orientation.
Traditional change management approaches involve detailed
planning of change activities and the use of best practices.
However, in accompanying various transformations, we have seen
that organizations are complex and adaptive systems respond to
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changing circumstances in their own unique way. It is not enough
to carry out change activities with a one-off involvement of those
affected. Instead, a continuous step-by-step approach is needed
to capture the reactions of those affected by the change and to
respond appropriately to them immediately during the change
process.
The agile change management approach is our answer to the
flexible and unpredictable nature of changes. During the iterative
process, fast feedback loops are conducted, enabling early
responses to feedback from affected employees and stakeholders.
Moreover, the reactions are consistently captured and integrated
into the rest of the change process.
With the agile change management approach, an organization is
changed through measures in which those involved break down
complex change processes into measurable events and process
steps that can be implemented quickly.

Step 1: Scoping change
The agile change management approach starts with defining
the scope. It forms the basis for the iterative process of insights,
options and experiments in which the overall change is broken
down into small, manageable change actions. Setting the
framework for change includes developing a change vision,
definition of stakeholder groups and forming the change agent
team.

Step 2: Gathering insights from the change
process
This step is about determining the readiness for change, assessing
the different stakeholders and identifying problem areas.

Step 3: Deriving options for action from the
insights
In this step, hypotheses are derived from the previously identified
problem areas. In addition, possible measures are defined and
prioritized.

Step 4: Experimenting with change measures
Finally, change measures are tested in experiments. These include:

•
•
•

“We have to understand that the change we are
doing is not in a classical sense a change that
is limited in time and that we do not know in all
details where we are going to. In the previous
years, “change management” was mostly handled
like “project management”. Today, it is more
like a far-reaching transformation designed as a
continuous change with inspect and adapt. We
must deal with ambiguity and uncertainty. That

Preparation & design of measures

means we have to find solutions even without

Execution of experiments

understanding the exact result from the beginning.

Reviewing and checking the success of conducted change
measures

In addition to the traditional change management framework,
the agile change management approach focuses on enabling
and training those affected by the change, communication,
leadership commitment and stakeholder management. However,
the main difference lies in the continuous review and adaptation
of the executed change measures to react to changing
circumstances quickly.

We need an ambiance and settings where
employees can try out things and where failure is a
component of learning.”
Dr. Sandra Hutterli
Head People & Transformation and Member of IT Board at SBB

Figure 12: BearingPoint’s agile change management approach

3. Options

Review

2. Insights

1. Scoping

4. Experiments

Minimum
viable
change

Introduce

Prepare
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Learn how to set up a
chief transformation
office

Figure 13: Key challenges of a chief transformation officer

Resistance
management
Set up chief
transformation
office
Project
turnaround
Role (maturity)
assessment

We have seen in this study that organizations are affected by change in many
ways and that people respond with individual behaviors. In recent years, there
has been a growing movement to appoint a chief transformation officer (CTO)
and establish a chief transformation office to deal with all transformation issues.

Such an office enables an organization to successfully deal
with challenges, such as change resistance, information silos
and effective communication, and to develop acceptance and
commitment to change throughout the organization.
At BearingPoint, we offer a modular transformation advisory
service that can be selected based on the specific organizational
and individual needs, helping introduce a transformation office
successfully and directly support a CTO. Six topics represent the
key challenges:

1. Set up a chief transformation office
Build a team that covers expertise in the most important
change areas and equip the office with methods, tools, roles
and responsibility definitions.

allows CTO to focus on relationship management.

5. Business case approach
Implement a business-case approach to support project
portfolio selection and resistance management through
increased transparency on reasons to do a project and risks
of not doing a project.

6. Project portfolio selection
Definition of the project portfolio and roadmap creation.

Project portfolio
selection

Despite the unique character of every transformation, the following three patterns of requirements can be
identified that represent common challenges of a CTO:

•
•
•

Set up of a chief transformation office
Anchoring the role of a CTO in the organization
Respond to cultural resistance regarding the role of a CTO

Figure 14: Patterns of common challenges of a CTO
Set up of a chief transformation office

Anchoring of CTO in organization

Cultural resistance to CTO

An internally hired CTO usually has all the

An externally hired CTO usually is very skilled.

Facing to many transformations and

required business knowledge and a well-

However, the organization might not be ready

changes at the same time can lead to

established network. However, since the CTO

for this role and must be prepared. Also, the

resistance from within the organization.

should be an expert in many domains, he

CTO must invest in developing a network to

A newly established CTO office must focus on

might lack technical skills.

anchor his role and generate acceptance and

decreasing the cultural resistance to ensure

alliances.

impactful change and increased adaptivity

2. Role (maturity) assessment

of the organization.

CTO role assessment and identification of strategies as well
as optimization opportunities.

Resistance
management

Resistance
management

Set up chief
transformation
office

3. Project turnaround
Project rescue for initiatives in crisis includes a critical
root cause analysis, evaluation of options to recover,
stabilization of the project and implementation of the
turnaround plan.

Business case
approach

Project
turnaround

Resistance
management

Set up chief
transformation
office
Business case
approach

Role (maturity)
assessment

Project
turnaround

Set up chief
transformation
office
Business case
approach

Role (maturity)
assessment
Project portfolio
selection

Project
turnaround

Business case
approach
Role (maturity)
assessment

Project portfolio
selection

Project portfolio
selection

4. Resistance management
Support in resistance management and political discussions
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Methodology

Contacts
Number of respondents by organizational unit
80

This study was conducted by BearingPoint,
and its results are based on a survey of 300
managers and executives in Switzerland
conducted in April of 2021 over ten days. The
survey was via an online access panel about
change management and its meaning in their
respective organizations.

70
60

61

60

40
30

38
31

28

20

All the surveyed people were employed when
the survey was conducted, and of those, 86%
worked full time. A variety of industries was
included, and a detailed breakdown by industry
can be seen in the graph on the right.
All respondents work in management positions
between board of directors, executive
management and team leaders. The respective
organizations vary in size between less than 50
employees and more than 20,000 employees.
For detail-related analysis, based on the
seniority of the respondents and the size of the
represented companies, the following clusters
have been defined.

Contact

54

50

28

Claudio Stadelmann

10

Partner
claudio.stadelmann@bearingpoint.com
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Number of respondents by management level
Board of Directors /
Shareholders /
Executive Board /
CEO

Team Leader
85
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Divisional or
Departmental
Management

121

Authors
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Partner
claudio.stadelmann@bearingpoint.com

Junior Business Consultant
lisa.oslebo@bearingpoint.com

Nicole Oberlin

Yannick Minder

Business Consultant
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Junior Business Consultant
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About BearingPoint
BearingPoint is an independent management and technology consulting firm with
European roots and global reach. The company operates in three business areas: The
first division comprises the traditional consulting business, whose service portfolio
includes People & Strategy, Customer & Growth, Finance & Risk, Operations and
Technology. In Business Services, BearingPoint offers clients IP-based managed
services beyond SaaS. In the third area, BearingPoint provides software solutions for
successful digital transformation as well as for meeting regulatory requirements and
develops new, innovative business models together with clients and partners.
BearingPoint’s clients include many of the world’s leading companies and
organizations. BearingPoint’s global network of more than 10,000 employees
supports clients in over 75 countries and is committed to working with them to
achieve measurable, long-term business success.
For more information: www.bearingpoint.com
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