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Juthamanee MukchoedAbstract

Many organisations invest in frameworks that define how people should 
develop. Yet these frameworks rarely make it into the everyday moments where 
work happens. This project examines that gap at Autoneum Management AG, a 
Swiss-based global manufacturer of automotive components. In 2023, 
Autoneum introduced a People Development Strategy and a Global 
Competency Model — 22 defined behaviours describing how employees are 
expected to act. Despite existing structures including annual performance 
reviews and individual development plans, competencies remained largely 
absent from daily work.

The research question asked how Autoneum might strengthen the conditions for 
everyday, competency-based learning, moving from implicit, performance-driven 
development towards more visible and shared practice.

The study was conducted as a pilot at Autoneum's headquarters in Winterthur. 
Data was collected through semi-structured interviews, cultural probes, direct 
observation, and a co-design workshop, and analysed using reflexive thematic 
analysis. Five themes emerged, together revealing a single structural pattern: 
the gap persists because three conditions are consistently absent — visibility, 
embeddedness, and continuity.

In response, a connected set of three strategies was developed, targeting the 
everyday work level, the operational level, and the organisational level 
simultaneously. These are operationalised through a Development Conversation 
Guide, a lightweight, one-page tool for managers, supported by a full 
implementation plan and a proposed Theory of Change.

This project concludes that closing the gap between strategy and daily practice 
is a challenge of organisational design. This challenge can be meaningfully 
addressed by embedding small, recurring, competency-linked moments directly 
into existing work routines.
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Abbreviations

PDS People Development Strategy: Autoneum's strategic 
approach to workforce development, introduced in 
2023.

The following table lists the abbreviations used throughout this project for ease 
of reference:

PMP Performance Management Process: Autoneum's 
annual cycle of target-setting and performance 
review.

IDP Individual Development Plan: a personal document 
in which an employee records and tracks 
development goals.

HR Human Resources: the department responsible for 
people management, recruitment, and development 
processes.

L&D Learning and Development: the function within HR 
responsible for training and capability-building 
programmes.

SAMEA South Asia, Middle East, and Africa: one of 
Autoneum's regional divisions.
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What to Expect and How to Navigate

Each chapter opens with a dot indicator in the top right corner. The filled dots 
show which chapter you are in. Follow them to navigate the booklet easier.

Introduction
It sets the scene, explains the organisation, the problem, and the 
question that guided the research. Start here.

Research Approach and Design Process
It explains how the research was conducted, which methods 
were used, and why. 

Research Findings
It presents what was discovered, structured around five themes. 
Each theme follows the same format: findings, supporting 
evidence from participants, co-design input, and relevant 
literature.

From Strategy to Interventions
It translates the findings into a concrete strategy and set of work 
tools. This is where the design response lives.

Evaluations and Reflection
It examines what the intervention does and does not achieve, 
and what conditions must be met for it to work in practice.

Margin Notes
Throughout the booklet, short grey notes appear in the margins. These define 
key terms, name frameworks, or add context that supports the main text without 
interrupting it. If a word or concept is unfamiliar, check the margin first.
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Competency Framework

An organisation's formalised set of 
expected behaviours, what good 
performance looks like across 
roles. Where competencies 
describe individual behaviours, a 
framework brings them together 
as a shared standard.

Automation and global competition are reshaping what organisations need from 
their people. Most organisations now define these expectations formally, listing 
the behaviours behind good work, how someone collaborates, communicates, 
or adapts under pressure. This is called a competency framework.

Competency frameworks are increasingly common. The World Economic Forum 
(2025) identifies adaptability, resilience, and behavioural skills as among the 
fastest-growing priorities for employers globally. Yet defining these expectations 
is only the first step. The harder challenge is making them happen in everyday 
work. Most organisations struggle with exactly this. Frameworks are written, 
communicated, and filed but rarely make it into how people work. 

Autoneum Management AG

Autoneum produces acoustic and thermal management components for 
vehicles, the materials that reduce noise and manage heat inside cars. It is a 
Swiss-based global manufacturer operating in more than 20 countries. The 
automotive supply industry is competitive, technically demanding, and tightly 
structured. Decisions move through management. Change happens slowly and 
deliberately.

In 2023, Autoneum launched a broad business strategy called 'Level Up', setting 
out its purpose, vision, mission, and values across the organisation. People 
development is one of the strategic focus areas within this strategy. As part of it, 
Autoneum introduced a People Development Strategy (PDS) and a Global 
Competency Model. It is a set of 22 defined behaviours that describe how 
employees are expected to act in their role across the organisation.

Alongside this, Autoneum uses two formal processes to support development. 
The Performance Management Process (PMP) is an annual cycle focused on 
target-setting and performance review. The Individual Development Plan (IDP) 
is where development goals are recorded and tracked. Together, these tools 
form the formal structure for people development at Autoneum. The question 
this project asks is why, despite all three existing formal structures, 
competencies rarely make it into everyday work.

The Problem Area

At Autoneum's headquarters, awareness of the Global Competency Model 
varies significantly across departments. At the time of this project, it had been 
introduced in parts of Europe but is not yet rolled out globally.

Through initial conversations and interviews at the start of this project, three 
emergent patterns became visible:

These patterns point to the same underlying issue. Competencies are present, 
but they are not yet recognised or actively used as part of how people work and 
develop. Awareness and integration into daily practice does not yet consistently 
follow.

This is not unusual. Research shows that how employees use formal 
frameworks depends less on the frameworks themselves and more on their 
workplace environment (Robbins & Judge, 2019; Schein, 2010). Key factors 
include leadership behaviour, work structures, and whether development is part 
of daily practice. This project sets out to examine these exact conditions at 
Autoneum.

What was observedPattern

Limited familiarity

Limited to formal reviews

Many employees had limited familiarity with the 
competency framework and what it meant for their 
role

Where awareness existed, competencies were 
discussed mostly during annual review cycles, not in 
everyday work

Manager-dependent Personal development depended heavily on the 
individual manager priorities, creating uneven 
experiences across teams

Table 1. Problem Area

Understanding the Systemic Area

Systemic Area

Interconnected themes or 
challenge areas within the 
organisation that influence how 
people work, interact, and 
experience development in 
everyday practice.
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Where Development Happens and What Connects It

For this project, it is important to be clear about what development means in this 
context. Development in organisations does not happen at one level. It moves 
across three levels: 

What it includesLevel

Strategic

Organisational

Level Up, the Global Competency Model, and the 
organisational culture where direction is set

Leadership, HR processes, and development 
conversations where strategy is translated into 
practice

Everyday Tasks, feedback, and team interactions where 
individuals actually work and grow

Table 2. Levels of Reinforcement

Figure 1. Levels of Reinforcement Loop

This project focuses on the everyday level and what connects it to the others. 
The development addressed here is the learning already embedded in work 
itself: a task that overworks someone, a conversation that names a behaviour, a 
reflection after something goes well or badly (Groot & Maarleveld, 2000; Senge, 
2006).

What connects all three levels is engagement — the active, consistent 
involvement of people with the competency framework in their daily work. As 
Figure 1 shows, engagement moves inward: from strategic intent, through 
organisational structures, into everyday practice. When that flow is consistent, it 
reinforces culture. People begin to share a language, recognise development in 
real moments, and build on it collectively. When it breaks down at any level, the 
loop does not close.

At Autoneum, the strategic intent is clear and the organisational structures exist. 
What is not yet consistent is the everyday level, the moments where 
engagement would need to happen for the loop to close. That is what this 
project sets out to address.

Where individuals actually work and develop: tasks, feedback, 
team interactions
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Reflecting on my role through Deepa Iyer's (2022) Social Change Ecosystem 
Framework, I moved between three positions: Experimenter, Weaver, and 
Builder.

I came in with assumptions that did not hold. I initially framed the challenge as 
Autoneum needing to become a learning organisation, without fully considering 
what kind of organisation they are and what would realistically work within their 
context. When that framing did not fit what I was hearing, I adapted. The 
research question evolved. The intervention shifted. That willingness to try, 
noticing what is not working, and change course defined my role as an 
Experimenter.

The hardest part of being an outsider was not knowing what already existed. I 
had to build that picture slowly through interviews, observations, and questions. 
As a Weaver, I tried to see connections across levels, roles, and perspectives 
that those inside the system could not easily step back to see. Mapping those 
threads became one of the most important parts of the work.

As a Builder, I constantly brought people along by sharing drafts, asking for 
feedback, and testing concepts with those who would use them. The co-design 
workshop is where this was most visible, where nine participants worked 
through the problems together, challenged each other's assumptions, and 
shaped the direction of the strategy. By continuously checking in and iterating 
throughout the process, building with people rather than for them fundamentally 
shaped what the intervention became.

Throughout, I tried to stay aware of what I might be missing. I engaged with 
people who were open and reflective. That gave me rich material but may have 
painted a more optimistic picture than the full reality. That was a bias I carry into 
how I read the findings.

This project is a pilot study focused on one setting: Autoneum's headquarters in 
Winterthur. It looks closely at everyday practices, listens to people across 
different roles and levels, and develops ideas grounded in what actually 
happens there. The goal is to understand what already supports engagement 
with the competency framework and what gets in the way. From that 
understanding, the following iterated question guided the research:

How might Autoneum Management AG strengthen the conditions 
for everyday, competency-based learning, moving from implicit, 
performance-driven development towards more visible and shared 
learning practices?

Research Focus and Question My Role in this Project

Figure 2. Systemic Focus Area

Iyer's Role Framework

Deepa Iyer (2022) describes a set 
of roles people occupy in change 
processes. Reflecting on these 
roles helps researchers 
understand how their position 
shapes what they see and do.
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Research Approach 
and Design Process
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Project Grounding

This chapter outlines the methods used throughout the project, from initial 
research through to intervention design, testing, and iteration. The project 
combined literature research, qualitative primary research, participatory design, 
and iterative stakeholder feedback. Together, these built a grounded 
understanding of the systemic area and helped develop a strategy that is 
realistic, human-centred, and adaptable to the organisation.

Method selection was deliberate. Following Frascara et al. (2023), every 
method shapes what you find. Some methods surface stated opinions. Others 
capture reflection. Others reach what people do when no one is asking. Each 
method in this project was chosen for what it could reach: the right fit for the 
research question, the people involved, and the stage of the process.

Bi-Weekly Check-ins with the Collaboration Partner

Throughout the entire project, I held regular bi-weekly meetings with the Head 
of Talent and Development at Autoneum. These sessions covered the current 
state of the research, emerging directions, and organisational context, including 
access to internal documentation such as the competency framework and the 
People Development Strategy. These check-ins preceded and ran alongside 
every other method; without them, the research would have lacked the 
organisational grounding it needed.

PurposeMethod Impact

Kept the work honest 
and contextually relevant

Partner check-ins 
(ongoing)

Ground the project in 
organisational reality

Surfaced organisational 
constraints and priorities 
that fieldwork alone 
would not have revealed

Test emerging research 
and design directions

Provided essential 
context for framing the 
research question and 
the intervention

Access internal 
documentation

Table 3. Bi-Weekly Check-ins

Data Collection

Literature Research

I used literature throughout the entire project, but in different ways at different 
stages. At the start, it helped me understand the context and see what research 
already exists on competency frameworks and organisational learning. Later, as 
findings emerged, I returned to it to name what I was seeing, check my 
interpretations, and ground the intervention in evidence.

PurposeMethod Impact

Shifted focus from 
implementation to 
culture and structure 
early on

Literature review 
(ongoing)

Frame the research 
question and identify 
existing knowledge

Helped name what the 
data was showing and 
validated the direction of 
the intervention

Make sense of emerging 
findings at each phase

PurposeMethod Impact

Surfaced the core finding 
that the gap is not 
motivational but 
structural

Semi-structured 
interviews

Access people's lived 
experience through 
open, flexible 
conversation

Revealed that 
competencies are 
practised tacitly but 
rarely named or reflected 
upon

Understand how 
competencies, 
leadership, and learning 
are experienced in daily 
work

Table 4. Literature Research

Semi-Structured Interviews

I conducted eight interviews with four managers and four employees across 
different functions. Each lasted approximately 60 minutes and followed a flexible 
guide covering organisational culture, the competency framework, 
communication, leadership, the Performance Management Process, and 
learning and development.

Table 5. Semi-Structured Interviews

Semi-structured interview

A guided but flexible conversation. 
Questions provide direction, while 
open responses allow unexpected 
insights to emerge.

See Appendix B: Data Collection 
on page 104 for all materials and 
process details.

Bi-Weekly

Check-ins that took place every 
two weeks on a recurring basis.

Bi-Weekly Check-ins

Literature Research

Data Collection

Interviews

Cultural Probes

Observation

Sensemaking

Thematic Analysis

Designing Together

Feedback and Validation

Feedback Sessions
Co-Design

Figure 3. Methods
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Observations

Alongside the interviews and cultural probes, I participated in a team meeting, 
joined a tour of the Autoneum headquarters, and took part in informal 
interactions. As the research topic is fundamentally cultural, observing directly 
felt essential to identify underlying patterns, artefacts, and the unspoken norms 
that shape everyday behaviour.

Cultural Probes

I created cultural probes to gain deeper insight alongside the interviews and 
observations (Gaver et al., 1999). As Autoneum is a large organisation and 
many people are time-constrained, the probes were designed for people who 
wanted to participate but could not commit to an interview. Each probe 
consisted of two booklets, a Daily Reflection and a Daily Exercises set. It was 
designed to be completed over five working days at approximately 15 minutes 
per day. Five participants returned either one of the cultural probes.

PurposeMethod Impact

Confirmed that 
competencies are 
practised regularly but 
unconsciously

Cultural probes Capture everyday 
practices and implicit 
behaviours that are 
difficult to surface 
through conversation

Reached people who 
could not commit to a full 
interview session

Broaden participation 
beyond those available 
for interviews

PurposeMethod Impact

Grounded the research 
in lived reality

Unstructured Participant 
Observation

Identify cultural patterns 
and unspoken norms 
that other methods 
cannot fully reach

Confirmed that even in 
collaborative, reflective 
settings, competencies 
are absent from 
everyday conversation

See how people actually 
interact, not only how 
they describe it

Revealed that the work 
is not to introduce new 
behaviours, but to make 
existing ones visible

Understand what daily 
work actually feels and 
looks like for employees

Table 6. Cultural Probes

Table 7. Observations

Sensemaking

Thematic Analysis

I analysed all data (interviews, cultural probes, and observation notes) using 
reflexive thematic analysis (Braun & Clarke, 2006). I read across all sources 
simultaneously, letting themes emerge from the data rather than imposing 
categories in advance. Bringing together these different data types allowed me 
to triangulate findings (Visocky O'Grady & Visocky O'Grady, 2017). Analysis was 
conducted in two rounds: a first round to develop an initial understanding, and a 
second round after the co-design workshop, which produced five redefined 
themes and a systemic gaps map that became the strategy and interventions.

PurposeMethods Impact

Produced six themes 
and the first systemic 
picture of the research 
area

Thematic analysis:  
round one

Thematic analysis:  
round two

Develop an initial 
understanding of 
patterns across all data

Produced five redefined 
themes and a systemic 
gaps map that directly 
informed the intervention 
design

Revisit and sharpen the 
analysis after the co-
design workshop

Triangulation Distinguished genuine 
organisational patterns 
from individual 
perspectives

Cross-reference findings 
across interviews, 
probes, and 
observations

Table 8. Thematic Analysis

Reflexive Thematic Analysis

Used here to move from individual 
voices to systemic patterns. 
Identifying what keeps coming up 
across data, and what it reveals 
about the bigger picture (Braun & 
Clarke, 2006).

Triangulation

Cross-referencing multiple data 
sources to distinguish genuine 
systemic patterns from individual 
perspectives (Visocky O'Grady & 
Visocky O'Grady, 2017).

See Appendix C: Sensemaking on 
page 110 for all details.

Cultural Probes

Reflective and creative activities 
used to capture people’s everyday 
experiences, thoughts, and 
behaviours in their own context 
over time (Gaver et al., 1999).

Unstructured participant 
observation

A qualitative research method 
where I observed and engaged in 
everyday situations without a fixed 
observation framework to better 
understand behaviours, 
interactions, and context naturally.
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The research was conducted within a limited timeframe with a small, purposive 
sample based at the Autoneum headquarters in Winterthur. Plant-level and 
international perspectives are not represented. The people who participated 
may have been more open and reflective than average. Their responses may 
paint a more optimistic picture than the full reality at Autoneum. These 
constraints limit generalisability but do not undermine the contextual validity of 
the findings within this specific setting.

Designing Together

Co-Design

I facilitated a two-hour co-design workshop at the Autoneum headquarters with 
nine participants on site and one online observer (Sanders & Stappers, 2008). 
The session followed three activities: making sense of the system together 
using a systems map developed from the research findings; prioritising 
challenges using coloured voting dots; and co-designing intervention directions 
in small groups. Before the session, I sent participants a summary of the 
research findings and a short explanation of the competency framework so that 
everyone could engage critically from the start.

PurposeMethods Impact

Surfaced that any 
intervention adding 
weight or effort would 
not be adopted

Co-design workshop Involve stakeholders 
directly in shaping the 
intervention

Confirmed key research 
findings and added 
perspectives the 
research had not fully 
captured

Test and challenge the 
systemic picture 
collaboratively

Lightness, 
embeddedness, and low 
effort became non-
negotiable design criteria

Co-create intervention 
directions with the 
people who will use 
them

Table 9. Co-Design 

Feedback and Validation

Limitations

Feedback Sessions

At a later stage, I gathered feedback on the strategy and prototype from 
participants who had been involved earlier in the research and from an external 
expert with experience in organisational consulting. Those who responded 
shared their thoughts on feasibility, what would be most useful in practice, and 
what needed refining before finalising the design.

PurposeMethods Impact

Confirmed what would 
work in practice

Feedback sessions Test the feasibility and 
relevance of the strategy 
and prototype

Surfaced necessary 
adjustments before 
finalising the design

Refine the intervention 
based on real 
organisational 
constraints and outside 
perspective

Table 10. Feedback Sessions

Co-Design

Working with the people affected 
by a solution rather than designing 
for them. Participants are treated 
as experts of their own experience 
(Sanders & Stappers, 2008).

See Appendix D: Designing 
Together on page 112 for all 
materials and process details.

See Appendix E: Feedback and 
Validation on page 118 for all 
details.
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Figure 4 shows the full design journey. It is not a straight line, it looped, shifted, 
and built on itself. The white sections show the main phases of the process: 
data collection, sensemaking, designing together, and strategy development. 
The green dashed fields show activities that recurred across phases — 
familiarisation, ideation, managing complexity, and evaluation — rather than 
happening only once. The two solid green areas mark the two main iterations.
Three threads run across all phases simultaneously: 
• Engaging: with data, people, peers, and conversations;
• Designing: figures, connections, tools, and understanding; 
• Transforming: turning data into something tangible or letting the data 

transform how the problem was understood.
Each phase shaped what became possible in the next. I circled back often, 
returning to the data, revisiting assumptions, and adjusting as I went. Beneath 
my process is a short reflection that shows how my understanding evolved at 
each phase.

Figure 4. Design Process

Ideation

Evaluation Data Review

Familiarisation

Managing 
Complexity

Engaging

Data Collection

Interviews
Cultural Probes

Observation

Literature Review

Iteration 2

Strategy Development

Feedback Iteration

Iteration 1Creating Implementation Plan

Prototyping

Managing 
Complexity

Data Review

Evaluation

Ideation Familiarisation

Transforming

Evaluation

Data Review
Familiarisation

Ideation

Sensemaking

Thematic Analysis

Triangulation

Reframing

Designing Together

Co-Design

Strategy Inputs

Ideation

Data Review

Familiarisation

Managing 
Complexity

Evaluation

Designing

Data Collection



People at Autoneum were already 
learning and open to change, but 
neither they nor the organisation had 
named it as such. What took longer to 
see was that the organisation 
operated across distinct levels, each 
with different but interconnected 
problems. Once the levels became 
visible, so did the problem. Talking 
with peers and mentors throughout 
helped me process what I was finding 
and sitting with confusion, rather than 
rushing past it, turned out to be part 
of the method.

Sensemaking



The key shift here: the problem was 
not the strategy itself, but how it was 
communicated and lived across the 
organisation. I did not abandon my 
earlier direction, I sharpened it. 
Holding everything at once without 
losing the thread was the hardest 
part. What helped was making 
complexity visible through diagrams, 
maps, and in conversations. 
Visualising was not just a way to 
communicate; it was how I thought.

Designing Together



Ideas did not come from working 
alone. They came from the data and, 
more directly, from the co-design 
session. The session confirmed the 
research findings and let participants 
shape the direction in ways I had not 
fully anticipated. Designing with 
people, rather than for them, changes 
what becomes possible. Facilitation is 
itself a design decision. Letting go of 
control produced better outcomes 
than holding on to it.

Strategy Development



Each iteration made me more 
confident in the direction. Feedback 
did not redirect the work, it deepened 
it. Planning for implementation taught 
me that many things have to be 
considered: the tool, the relationships, 
the timing, the conditions. The 
intervention works, but only if certain 
conditions are in place. A single tool 
cannot shift a complex system on its 
own. Not having all the answers is not 
a failure of the process, it is part of 
what honest design work looks like.

Design Process

Iterative journey of understanding, 
exploring, testing, and refining 
ideas together with stakeholders 
to develop meaningful 
interventions.
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This chapter presents key findings from the research, structured in two parts:

Each row is a level of the organisation. Each coloured box is a gap, which is a 
specific area where the connection between strategy and everyday 
development breaks down. The colour shows which type of gap it is, see the 
legend. The dashed lines show how a gap at one level influences what happens 
at the next. Follow them downward to see how problems compound across 
levels.
Figure 5 is organised across four levels of the organisation — strategic, 
operational, everyday work, and individual — each with its own core barrier and 
desired state. Reading from top to bottom shows how a problem at one level 
reinforces the next:
• Strategy untranslated into daily work creates operational inconsistency;
• Managers are left without shared practices;
• Competencies never reach the moments where people work;
• Employees lose relevance and ownership.
Seven specific gaps are named and colour-coded across these levels. Each is 
linked to the research theme that identified it. The gaps are not separate failures 
but the same structural problem showing up differently at each level.

Co-Design
Findings identified during the co-design session with Autoneum participants. 
They reflect ideas and directions raised collaboratively and linked to the 
research findings.

Supporting Literature
Each finding is supported by relevant literature. The research came first and the 
theory helps explain and contextualise what the data already showed.

Each theme is presented using the same structure, drawing on three data 
sources: 

• Interviews
• Cultural probes
• Observations

Source Codes and Participants Labels
Each quote is marked with one of the following:
• E# = Employee
• M# = Manager (including HR leadership)

See Appendix C: Sensemaking on 
page 110 for all process details.

Systemic Gaps

Disconnects or misalignments 
within the organisation that 
prevent strategy, structures, or 
behaviours from effectively 
connecting to everyday practice.

Systemic Gaps Map

Themes Tables
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Strategic Level
(definition, intent, global direction)

Core Barrier: Strategy exists but 
becomes diluted down the system.

T1

Inconsistency Gap

Inconsistency across the organisation


 depends on manager

 varies by team

 no shared practice

Desired state: Strategy and 
competencies are clearly understood and 
consistently translated into daily work 
across the organisation.

T2

Relevance Gap 

Competencies lack clear value from the top


 unclear why competencies matter

 weak link to roles & future direction

T1 T2

Translation Gap

Competencies are defined but not translated into 
everyday work


 too abstract

 no clear examples

 strategy does not reach daily work

Operational Level
(managers, HR processes, implementation)

Core Barrier: Even if strategy is good → 
it breaks in execution

Desired state: Managers are enabled 
and aligned to consistently integrate 
development into everyday work.

T3

T4 T5

Structure Gap

Development is not structurally embedded


 not mandatory

 no follow-up

 only PMP

 no tracking

Capability Gap

Managers are key but not enabled to activate 
competencies


 don’t know how to apply

 lack of mindset

 no training / guidance

T3

Ownership Gap

Lack of ownership and unclear roles in 
development


 expectation conflict

 unclear roles (manager vs employee)

Everyday Work Level
(actual work interactions)

Core Barrier: Competencies are not 
visible where they should live

T1 T4

Translation Gap

No integration into:


 tasks

 feedback

 meetings

Desired state: Competencies are 
naturally embedded in daily work 
interactions such as tasks, feedback, and 
collaboration.

T5

Activation Gap

Competencies are not activated in daily work


 too much effort

 no time

 no triggers

INDIVIDUAL LEVEL
(experience, perception, motivation)

Core Barrier: Low engagement and 
ownership

Desired state: Employees actively 
engage in their development and see 
clear relevance to their work and future 
growth.

T2

Relevance Gap

Competencies lack personal and future relevance


 “not relevant for me”

 no connection to daily work

 no link to future

T3 T5

Activation Gap

Engagement depends on effort and initiative


 depends on motivation

 time pressure

Legend

T5

T2

T4

T1

T3

Theme 1: 

Strategy and Competencies Remain Distant from Daily Work

Theme 2: 

Competencies Are Not Clearly Understood or Seen as Relevant

Theme 3: 

Development Responsibility Is Unclear Between Managers and Employees

Theme 4: 

Development Is Not Integrated into Daily Work Processes

Theme 5: 

Daily Work Priorities Leave No Room for Development

Activation Gap

Capability Gap

Inconsistency Gap

Relevance Gap

Translation Gap

Structure Gap

Ownership Gap

Figure 5. Systemic Gaps
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Sub-Theme Findings Supporting Evidence

Theme 1: Connecting Strategy and 
Competencies to Everyday Work

People Development 
Strategy is known but 
not felt in daily work

Autoneum's PDS aims to 
standardise how people 
are led and developed 
globally. In practice, most 
employees experience it at 
the rollout level (meetings, 
events etc.), not as 
something that shapes 
daily decisions or learning.

“Level Up is good... but it's too high. I'm struggling to 
really link my team with the strategy.” (M1)
“I don't see that big change. I see that in my 
background is written Level Up, but I don't see 
changes coming from this strategy.” (E3)
HR leadership meeting stayed at "programmatic and 
strategic level, rather than at the level of individual 
employees or daily work practices."

Competencies as 
development tool, but 
experienced as 
administration tasks

The competency 
framework is not yet rolled 
out to all departments and 
remains optional. The PMP 
is mandatory, but the 
development conversation 
within it is not. Without a 
clear entry point, it 
depends on individual 
conviction and most 
employees never activate 
it.

“I don't want to say that I live with them every day. I 
would lie if I would say that.” (E3)
“As an employee it doesn't mean anything really. We 
fill out our competencies once a year with our 
manager, but that's about it.” (E3)
Competencies "were not used as a shared language" 
even in an HR leadership meeting.

Isolated pockets 
where competencies 
are genuinely 
connected to work

A small number of 
departments e.g. 
Purchasing and HR 
actively use competencies 
for task allocation, 
recruitment, and 
development 
conversations. These 
cases show what 
integration looks like and 
what conditions enable it: 
manager conviction and 
role-specific mapping.

“The first step was to define what are the important 
competencies for our role. The buyers need a 
different set than the managers.” (M1)
“It moves it away from "I think you are doing well" or 
"I have the feeling" to a strong fact base.” (M1)
When prompted, participants mapped competencies 
they actively used and highlighted all of Autoneum's 
defined competencies. Connection exists implicitly, 
however they are not habitually named.

This theme explores how Autoneum's strategy and competency framework is 
clearly defined at a formal level, however, rarely translate into everyday work. In 
daily tasks, meetings, and feedback moments, competencies are not actively 
referenced, and strategy stays implicit rather than actionable.

Key takeaway: The PDS is known but not felt. Where managers actively 
translate it, it becomes meaningful. Where they do not, it remains an annual HR 
exercise: visible on paper, invisible in practice.

Table 11. Theme 1

In cultural probes, competencies appeared only when 
explicitly prompted, not in unguided daily work 
reflections.

Co-Design Supporting Literature

In the co-design session, the participants 
immediately recognised this gap. They confirmed 
the PDS had not yet reached their daily decisions. 
This matters because it shows the disconnect is not 
a motivation issue but a structural one: without role-
level translation, the strategy stays abstract for the 
people it is meant to serve.

Argyris & Schön (1996) distinguish between what 
organisations say they value and what actually 
guides daily decisions. The PDS is the declared 
intent, daily practice is the gap.

Alvesson & Sveningsson (2015) show that change 
initiatives stall when they exist only at programme 
level. Sustaining strategy requires reinforcement 
through everyday routines, precisely what is missing 
here.

The co-design session surfaced a structural design 
issue: a system that is optional and relies on 
employee initiative cannot produce consistent 
uptake. Participants identified that without a shared 
entry point, such as a light, recurring touchpoint 
embedded in existing routines, the framework will 
continue to depend on individual managers' 
conviction rather than becoming a shared practice.

Benayoune (2017) argues that a competency 
framework only serves its purpose when it becomes 
a shared language for daily development. Without 
that activation, it is an administrative list, exactly 
what employees describe here.

Fejfarová & Fejfar (2022) find that only 21.8% of 
organisations actively use a competency approach 
and those that do link it directly to training and 
development. The decisive factor is activation, not 
design.

The co-design session validated this subtheme as 
the most actionable finding of this theme. 
Participants agreed that the pockets of integration in 
Purchasing and HR are not exceptions to celebrate 
but models to scale. The insight, "the solution is not 
adding new tools, but making development part of 
how work already happens", directly explains why 
these departments achieve this: they embed 
competencies into routines that already exist.

McClelland (1973) established that competencies 
only have value when enacted as observable 
behaviour in real work contexts. The Purchasing 
department's practice is precisely this: competencies 
used to make actual decisions, not to fill in forms.

Hatch (1993) shows that local cultural practices, 
when made visible, can spread across an 
organisation. The integration seen in Purchasing is 
not a private success; it is a proof of concept for 
what the PDS could look like at scale.

This Theme addresses:

     Inconsistency Gap
     Translation Gap

     Interviews

     Cultural Probes

     Observations
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PDS
People Development Strategy

PMP
Performance Management Process
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Sub-Theme Findings Supporting Evidence

Theme 2: Making Competencies Clear 
and Relevant for Everyday Work

Competencies are 
understood in the 
abstract, but not felt 
as personally relevant

Several participants could 
articulate a general 
understanding of what 
competencies are for, but 
struggled to connect them 
to their own daily work or 
development. The 
framework is perceived as 
a corporate instrument 
rather than a personal 
development tool.

“I think it's a way of going forward, improving... a 
combination of things that actually gets you forward.” (E1)

“It's new to me. When I did this evaluation, I said, 
okay, there are points which I also see will require 
improvement from my side.” (M2)

“We have to fill out our competencies kind of once a 
year with our manager. And okay. Yeah, but that's 
about it.” (E3)

They list competencies they used daily but in 
response to "Growing at Autoneum" with: "I don't 
have experience with this yet." (E7)

Role-specific 
application is the 
exception, not the 
norm

The purchasing team is the 
clearest example in the 
dataset of what it looks like 
when competencies are 
made concrete and role-
specific. They mapped role 
profiles, built STAR-based 
interview questions around 
selected competencies, 
and used Gallup Strengths 
alongside them. The 
contrast with the rest of the 
organisation is stark.

“We mapped every function. The buyers need a 
different set of competencies than the managers, and 
the technical buyer also a different set.” (M1)
“Managers said: we are overloaded, we have no 
time... But then in the meetings with teams, we saw 
many people pretty interested in development 
conversation suddenly, right?” (M4)

Development stays 
implicit without a 
shared language

The Unwritten Rules 
exercise in the cultural 
probes reveals that 
participants describe the 
lived criteria for success in 
their own words, not the 
organisation's framework. 
These responses describe 
genuine competence — 
but in an informal idiom 
that has never been 
connected to the formal 
vocabulary.

“At Autoneum, you succeed if you... open, reliable, 
good communicator, competent, collaborative.” (M5)
“At Autoneum, you succeed if you... can problem-solve, 
defend your ground and make decisions, are open-
minded and have good communication skills.” (E6)
“The people are friendly and the culture is very 
supportive. Successes are celebrated and genuinely 
appreciated.” (E7)
Competencies were "not used as a shared language" 
even in an HR leadership meeting. 

This theme explores why competencies, even when known, feel abstract and 
disconnected from day-to-day work. The data shows that the gap is not just in 
awareness but in meaning-making.

Key takeaway: Knowing a competency framework exists is not enough. People 
need to see themselves in it and know how it applies to their specific role and 
daily work.

Table 12. Theme 2

The cultural probe reflects uncertainty about where 
competencies fit, given that they sit outside both PMP 
and daily routines.

Co-Design Supporting Literature

In the co-design session, participants confirmed that 
awareness alone does not drive application. The 
group working on the strategy perspective identified 
that employees need to see what competencies 
mean for their specific role and future path. 
"Employees understand what competencies they 
need for their current and future roles" was named 
as a future state, not a present reality.

Schein (2010) distinguishes between espoused 
values — what an organisation says matters — and 
assumptions in use, what actually drives daily 
behaviour. The gap described here is exactly that: 
competencies as espoused value, absent from the 
assumptions that guide work.

Robbins & Judge (2019) show that individuals 
engage in development when they perceive it as 
personally relevant and tied to visible outcomes, 
neither of which is currently present.

The participants in the co-design session identified 
the absence of a shared entry point as a core design 
problem. Because neither the PMP nor daily work 
creates a natural moment to engage with 
competencies, development stays occasional and 
self-selected. Participants proposed creating a 
dedicated, lightweight space for competency 
conversations — distinct from PMP but regular 
enough to build continuity.

Hatch (1993) argues cultural practices spread when 
they are visible and linked to demonstrable 
outcomes. Andrea's practice demonstrates this: 
competency-based hiring and development 
conversations produce measurable, role-specific 
results.

Laloux (2014) identifies role clarity as foundational 
to self-directed development: without knowing what 
growth looks like in a specific role, individuals 
cannot meaningfully pursue it.

The co-design session confirmed this gap. 
Participants from the strategy group proposed 
training and refreshers to "create knowledge and 
awareness of competence profiles." The insight: 
people use competencies in their own language but 
the formal vocabulary has not been established — 
so development conversations happen in different 
idioms with no shared anchoring point.

Senge (2006) identifies shared mental models as a 
core discipline of the learning organisation: without a 
common language for describing capability, teams 
cannot reflect on or develop it together.

Argyris & Schön (1996) argue that single-loop 
learning cannot occur if the framework for reflection 
is not shared across the organisation.

STAR method

Situation, Task, Action, Result — a 
structured interview and feedback 
technique used to assess 
competency-based behaviours 
with concrete, role-specific 
evidence. 
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This Theme addresses:

     Relevance Gap
     Translation Gap

     Interviews

     Cultural Probes

     Observations
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Theme 3: Clarifying and Strengthening 
Ownership of Development
This theme explores how ownership of development is currently diffused. It sits 
between employees, managers, and HR without clear accountability. Most 
employees wait to be directed; most managers support when asked but rarely 
initiate. Whether development happens depends almost entirely on the 
individual manager, making it unequal and relationship-dependent rather than a 
shared and structured practice.

Key takeaway: When roles are clear and touchpoints are regular, development 
becomes a shared practice; not a matter of who you have as a manager.

Table 13. Theme 3

Sub-Theme Findings Supporting Evidence

Development 
ownership sits with 
the manager and 
varies accordingly

The most consistent finding 
across interviews and 
probes is that the manager 
is the single largest 
determinant of whether 
development happens. 
This creates enormous 
variation: some employees 
experience rich, structured 
development 
conversations; others 
experience annual 
checkbox exercises.

“With my manager personally, I think it's a very good 
exchange. He's very supportive of the PMP cycle... 
So I feel very heard and taken seriously. He gives as 
well as constructive feedback.” (E1)

“PMP is experienced as... a guideline. The success of 
this method depends on the commitment of both 
parties.” (E6)

“I think for some people it's quite useful to have [the 
PMP], but as an employee it doesn't mean anything 
really.” (E3)

"I felt drained because in the past year I changed line 
managers multiple times and I felt like repeating 
myself." Development continuity collapses when 
manager relationships change. (M5)

Individual self-
direction is valued but 
unsupported

Several participants take 
genuine ownership of their 
own development — but do 
so in spite of the system, 
not because of it. This self-
direction is admired and 
implicitly expected, but is 
not structurally supported.

“I'm trying to review [competencies] at least once a 
month ... to recheck: here in this regard, I needed to 
improve. How did I do?” (M2)
“What really helps me improve is my curiosity and 
being open to try new things and take new 
challenges.” (M5)

When the system 
fails, responsibility is 
pushed back to 
employees

When organisational 
options run out, the 
employee must make 
themselves visible, seek 
opportunities proactively, or 
ultimately look elsewhere. 
Development becomes the 
employee's problem, not 
the organisation's.

“You have to help yourself. You need to show up. You 
need to make yourself visible. You need to be very 
active in collaboration with other people so that they 
say, "I would like to have you in my team."” (M3)
Responsibility allocation was a main discussion point 
in the leadership meeting. It focused on regional 
ownership and programme scaling, with no 
discussion of individual employee development 
plans.
There is no moment in the observed meeting where 
someone asks: "And whose job is it to make sure 
each employee has an active development plan?"

“That I am able and allowed to try new things” (E6)
“Balancing [course] with a 100% workload and two 
small children, without any additional support, has 
made the situation particularly demanding.” (E5)

Development ownership

Who is responsible for initiating, 
planning, and following up on an 
employee's development.

Co-Design Supporting Literature

The participants in the co-design session named 
manager capability as the central enabler of 
development. They proposed: training managers in 
development conversations, increasing awareness 
that people development is part of the manager role, 
and introducing IDPs tracked in Touchpoint with 
KPIs for managers on development. The shift: from 
passive support to active development leadership.

Edmondson (1999) shows that team learning 
depends primarily on leader behaviour: managers 
who model reflection and make development safe 
enable more learning than any structural 
intervention alone.

Senge (2006) identifies local line leaders as the 
individuals whose day-to-day behaviours either 
enable or block the conditions for a learning 
organisation.

The participants identified that self-directed 
development exists but is fragile: without structure, it 
depends on individual energy. They proposed 
introducing regular development conversations 
throughout the year and creating a dedicated space 
for development — separate from PMP but linked to 
it. The direction: from occasional reflection to 
continuous and structured development.

Robbins & Judge (2019) show that self-directed 
learners require three conditions: clarity on goals, 
feedback on progress, and access to resources. 
Currently, Autoneum supports only the first loosely 
— permission to develop exists, but not systematic 
structure.

Laloux (2014) argues that distributed ownership of 
development works when the organisation provides 
structure, not just permission: "freedom within a 
container."

All participants recognised that development should 
not depend on individual initiative alone. They 
proposed making the development field mandatory 
in PMP and planning development conversations 
throughout the year. This reinforced the same 
direction that emerged across the research: rather 
than introducing separate processes, development 
needs to become part of how work already happens.

Argyris & Schön (1996) describe defensive routines: 
when individuals are left to navigate development 
alone, they develop protective patterns that avoid 
visible failure. Without structural support, self-
directed development becomes self-protective 
silence.

Alvesson & Sveningsson (2015) note that culture 
change cannot rest on individual willingness; it 
requires embedded routines that carry the change 
forward regardless of individual conviction.

Graduation Project | Research Findings
Juthamanee Mukchoed

This Theme addresses:

     Capability Gap
     Ownership Gap
     Activation Gap

     Interviews

     Cultural Probes

     Observations



42 43

Sub-Theme Findings Supporting Evidence

Theme 4: Embedding Development into 
Everyday Work Processes

Informal knowledge 
transfer is common 
but fragile

Mentoring, peer support 
and informal resource-
sharing are widely 
practised, but depend 
entirely on personal 
relationships and individual 
initiative. They exist 
outside any formal 
structure and are therefore 
invisible to the 
organisation.

“I feel like I'm growing. I'm learning every day. It feels 
a bit like university, but I get paid.” (E4)
“Learning here mostly happens through... learning by 
doing and autonomously searching for a challenge.” (E6)

On-the-job learning is 
the primary 
development format 
but unacknowledged

Learning through doing 
emerges as the real 
developmental mechanism. 
This is stated explicitly, and 
it is visible in the rich 
descriptions of daily work 
in the cultural probes — 
but it is never named or 
acknowledged as learning.

“Learning on the job is a big, big part. You need to 
have it on the job — it's quite a big part of the whole 
learning process.” (M2)

“I have certain colleagues in the company who have 
stepped forward to mentor me a little — I feel 
comfortable asking sometimes stupid questions.” (E4)
“We assigned a person from the team to be his 
"buddy", supporting him, guiding him, helping him 
learn our processes.” (M2)

“... [My manager] often buys different books and 
resources to improve his skill set with respect to 
innovation... This is quite typical, ... people will share 
resources they find useful.” (E4)

Formal development 
is decoupled from 
daily work

The formal infrastructure, 
L&D platform, PMP, 
competency evaluations, is 
experienced as separate 
from real work rather than 
integrated into it. 
Employees access formal 
training when they have 
some time, not when they 
most need the learning.

“I just don't have the energy to do it after work. I 
never have free time for stuff like this.” (E4)
“They do allow a maximum of maybe two to four 
hours a month that you could do on personal 
training.” (E4)
The observed HR/L&D meeting, focused on 
leadership development, discussed programmes and 
structures, never the question of how learning 
happens inside daily tasks. Focus remained at a 
programmatic and strategic level. 

The PMP is a 
potential embedding 
point but is not yet 
used as one

Keeping development and 
performance separate to 
protect people, but the 
result is that development 
has no fixed home and 
often does not happen at 
all. “The question was clearly: do we measure 

competence during the performance evaluation? No, 
we don't. It's really personal business targets and the 
company values.” (M4)

“We try to separate the competence-based 
development approach from performance 
measurement... But then what we also know is that if 
an employee is not strong in the essential 
competencies for their role... that might affect 
performance.” (M4)

This theme explores how learning at Autoneum is already happening through 
daily tasks, peer interaction, and problem-solving, but is rarely named, planned, 
or connected to development goals. Autoneum orients itself to the 70:20:10 
model, yet in practice the focus still falls on the 10% formal layer. 

Key takeaway: Learning is already happening in daily work, not in formal 
programmes. The gap is not opportunity but recognition and integration.

Table 14. Theme 4

Co-Design Supporting Literature

Co-design participants recognised this pattern. One 
intervention direction that emerged was strengthen 
informal learning by making it visible and partly 
structured. The idea of "mini-actions (10-15 min) 
was develop — small, recurring moments 
embedded in work that already happens, rather than 
new separate events.

Edmondson (1999) shows that psychological safety, 
created partly through informal mentoring and peer 
support, enables learning in teams. Boris's buddy 
system and Matthew's informal mentoring are 
examples of this.

Groot & Maarleveld (2000) on facilitation argues that 
the most powerful development moments are 
created in the space between people, in authentic 
dialogue around real work, not in formal 
programmes.

The co-design session produced a clear consensus: 
development should happen within daily work, not 
as an extra process. All three groups converged on 
this insight. The leadership group proposed that 
"managers use real tasks and situations to discuss 
development" and that "development becomes part 
of regular conversations, not separate events."

Senge (2006) identifies work-embedded reflection 
— not separate learning events — as the engine of 
organisational learning. The learning organisation is 
not one with more training; it is one where reflection 
is embedded in how work gets done.

Bateson (2022) argues that "readiness" to learn is 
built in the moment, through engagement with real 
problems, not in advance through courses.

The participants in co-design identified this 
decoupling directly. They proposed that 
development conversations be planned throughout 
the year and that the development field in PMP be 
made mandatory. The insight: a field that is optional 
will be left blank under pressure, and a conversation 
that is separate from daily work will be postponed 
indefinitely.

Argyris & Schön (1996) observe that formal training 
rarely translates to practice unless accompanied by 
real-time application opportunities. Single-loop 
learning requires the framework to be active in the 
moment of work, not retrospectively in an annual 
review.

Alvesson & Sveningsson (2015) show that 
decoupled development programmes reinforce the 
implicit message: development is not real work.

Co-design participants identified the PMP moment 
as an opportunity rather than a constraint. The 
participants proposed: "Plan development 
conversation throughout the year to plan and follow-
up on the development" and "development field 
mandatory." This does not require merging 
performance and development, it requires making 
development a consistent, visible presence 
throughout the year.

Schein (2010) argues that cultural change happens 
through repeated rituals, not one-off events. The 
PMP is precisely such a recurring ritual — it has the 
potential to embed development as a visible, shared 
practice if designed to do so.

Robbins & Judge (2019) show that formal 
performance processes shape what employees 
believe the organisation actually values: if 
development is not visible in the PMP, it signals that 
it is secondary to performance.

70-20-10 Learning Model

Research-based framework 
suggesting that effective 
professional development comes 
from on-the-job experience (70%), 
working with others (20%), and 
formal training (10%).
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This Theme addresses:

     Structure Gap
     Translation Gap

     Interviews

     Cultural Probes

     Observations
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Theme 5: Enabling Development Within 
Daily Work Priorities
This theme explores how day-to-day work is fast-paced and driven by 
operational priorities, leaving little time and mental space for development. Even 
when tools and opportunities exist, development is perceived as an additional 
effort that competes with immediate tasks. 

Key takeaway: The will to develop is there, but the way is not always clear. 
Without time protected from delivery pressure and without a consistent trigger to 
act, good intentions stay intentions.

Table 15. Theme 5

Sub-Theme Findings Supporting Evidence

Manager bandwidth is 
the bottleneck for 
development 
conversations

Rolling out a competency-
based development 
approach to the IT 
organisation is a revealing 
study of how quickly 
manager capacity 
constraints threaten an 
otherwise promising 
initiative.

“I just don't have the energy to do it after work... I 
never have free time for stuff like this.” (E4)

Full workload leaves 
little bandwidth for 
deliberate 
development

The dominant experience 
is one of continuous 
demand. There is rarely 
some time for reflection, 
formal training, or 
development planning and 
when such time exists it is 
not protected.

“When you have a project with a tight deadline or a 
stressful situation, you don't really think about 
[competencies] all the time.” (M2)

The competency-based conversation is positioned as 
additional work on top of existing management 
responsibilities — not as a replacement for or 
integration into existing processes. 

“I felt not very comfortable that we are successful. 
Managers said: we are overloaded. We have no time 
to explain that to the people — and this whole 
evaluation, it takes time. And then the development 
conversation, defining actions and everything.” (M4)

Development sits at 
the bottom of the 
priority stack

Customer delivery, 
operational KPIs, project 
deadlines come first. 
Development happens if 
there is time and there is 
rarely much of it.

"Technical outcomes are driven by the expert, but the 
duration is imposed by high-level management." (M5)
“When you're in the manufacturing plant, you have 
deadlines to meet, production numbers to hit, scrap 
rates to hit — that's obviously going to take precedence 
before something new and innovation.” (E4)

Where space for 
development exists, it 
is individual, not 
systemic

Where development does 
occur within working hours, 
it depends on individual 
managers creating 
discretionary space, or on 
employees finding their 
own moments. There is no 
systemic mechanism for 
protecting development 
time. “Autoneum's culture of supporting self-development 

encouraged me to be transparent and seek alignment 
rather than trying to navigate everything alone.” (E5)

“I don't stop them if someone wants to work partially 
for another department — to learn new things. I 
believe it makes more benefits than losses because 
people don't feel locked in this department.” (M3)

“Where we have choice, it's usually based on skills, 
but it can also be interest. So if I put my hand up and 
say, "I want to learn more about this", ultimately it's 
his decision — but generally they allow that.” (E4)

Co-Design Supporting Literature

Participants in the co-design session directly 
addressed manager overload. They proposed "mini-
actions (10-15 min) to develop in small steps" and 
IDPs tracked in Touchpoint, evaluated also for 
managers, with KPIs on development. The shift 
proposed: development conversations should be 
lightweight, embedded in existing 1:1s and task 
discussions, not separate time-intensive processes.

Senge (2006) observes that the learning 
organisation requires leaders who can hold tension 
between immediate delivery and long-term 
capability. Without support, managers default to 
delivery alone.

Laloux (2014) argues that development only 
becomes embedded when it is distributed. Not only 
dependent on individual managers' discretionary 
effort but embedded in shared, lightweight 
processes.

Participants acknowledged time pressure as a 
structural barrier. They proposed creating "dedicated 
space for development (separate from PMP)" and 
making development "more visible and partly 
mandatory." The key insight: without structure, 
development will always be displaced by operational 
urgency.

Edmondson (1999) shows that learning cannot 
occur in conditions of unrelenting pressure: teams 
need psychological safety and time to reflect for 
learning to become habitual.

Robbins & Judge (2019) note that organisations that 
want development to happen must treat 
development time as a protected resource, not a 
luxury discretionary to individual managers.

Co-design participants confirmed this priority 
hierarchy explicitly. The individual intervention card 
proposed making the "development field mandatory" 
in PMP — a structural response to the priority 
problem. If development is optional, it will always be 
displaced; if it is required, it creates a floor below 
which it cannot fall.

Schein (2010) argues that what organisations 
prioritise in resource allocation — time, money, 
attention — communicates their real values more 
powerfully than any stated commitment. As long as 
development time is unprotected, the signal 
received is: development matters, but less than 
everything else.

Alvesson & Sveningsson (2015) show that without 
signals from the top, mid-level managers will 
consistently prioritise the measurable over the 
developmental.

Participants in the co-design agreed on the same 
insight: development must become structural, not 
individual. The leadership group proposed "small, 
regular actions instead of large processes" like 
building development into existing meetings and 
tasks. The strategy group proposed planning 
development conversations throughout the year with 
follow-up, ensuring continuity beyond individual 
goodwill.

Senge (2006) identifies systems thinking as 
foundational: if development depends on individual 
discretion, the system will produce inconsistent 
results regardless of good intentions.

Groot & Maarleveld (2000) on facilitation argues that 
the facilitator's (manager's) role is to create 
conditions for learning, not deliver it: structure over 
heroism.

Psychological Safety

Edmondson's (1999) concept 
describing team climates where 
members feel safe to take 
interpersonal risks, like speaking 
up, ask questions etc. without fear 
of negative consequences. A 
prerequisite for visible, shared 
learning at Autoneum.
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This Theme addresses:

     Structure Gap
     Activation Gap

     Interviews

     Cultural Probes

     Observations
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Five themes emerged from the research. Read individually, each describes a 
specific challenge at a specific level of the organisation. Read together, they 
reveal the same underlying condition: it is not a question of individual 
willingness, but of what the system consistently fails to provide. A framework 
absent from daily work fails to build shared language. Without shared language, 
development feels personally irrelevant. When it lacks relevance, ownership 
remains diffuse.

Going in, I read the three patterns from the Introduction Chapter as an 
implementation problem. I believed that clearer communication and more 
consistent structure would close the gap. The themes reframed this. What 
emerged was not a framework being poorly applied, but three structural 
conditions consistently absent across all levels. These became the focus areas 
for the strategy.

Three Focus Areas for the Strategy

Visibility, embeddedness, and continuity — these are what the strategy needs to 
address: making development visible in the moment it happens, embedding it 
inside daily work rather than alongside it, and building continuity so 
conversations lead somewhere.

Visibility

Embeddedness

Continuity

What is missing Why it matters Related themes & gaps

• Behaviours cannot be 
reflected upon 

• They cannot be 
shared or built upon 
collectively

• It competes with 
operational demands 
and consistently loses

• Learning beside work 
is always treated as 
additional effort

T1, T2, T4 

Translation Gap    
Relevance Gap

Structure Gap   
Activation Gap 
Capability Gap

Ownership Gap 
Inconsistency Gap

T3, T4, T5 

Competency-aligned 
behaviours are never 
named as development in 
real time

Development is 
positioned outside daily 
work in formal processes, 
optional plans, and 
training platforms

• Isolated 
conversations cannot 
build shared habits

• No shared language 
or culture of 
development can form

T1, T3Development 
conversations remain 
one-off moments with no 
structural follow-up

Table 16. Focus Areas
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The three structural absences, visibility, embeddedness, and continuity, do not 
sit at one level of the organisation. They stack across all four, as the Systemic 
Gaps Map (Figure 5) illustrates. Closing the gap therefore requires a connected 
set of shifts rather than a single fix.

What each level must ensure:

This chapter translates the research findings into a concrete strategy and 
intervention. It covers the performance specifications that define what the 
strategy must achieve, one overall strategy organised across three sub-
strategies that each address a different level of the system, the Development 
Conversation Guide (Intervention) as the entry point, and the implementation 
plans that show how it all comes together in practice.

For further details, Table 17 sets out the full performance specifications for each 
level: what must change, measurement indicator per level and the goal of the 
shift each level must achieve.

The strategy should ensureLevel

Strategic

Operational

Competencies are consistently translated into daily 
work, not left to individual managers to interpret alone.

Managers have simple, shared ways to bring 
development into existing interactions, not only formal 
processes.

Everyday work Behaviours are named in tasks, feedback, and 
conversations without adding effort or new steps.

Individual Employees hold genuine ownership over their 
development, rather than waiting for it to be initiated.

Performance Specifications

It describe what an intervention 
should enable or achieve in 
practice to ensure it effectively 
addresses the identified needs 
and challenges.
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Table 17. What the Strategy Should Ensure

Themes and GapsSystemic Levels The strategy should ensure

T1, T2Strategic Level

Core barrier: 
Strategy becomes 
diluted down the 
system

The competency framework is communicated at a 
high level but rarely referenced in daily decisions. Its 
application depends on the individual manager, 
creating inconsistent practices. Employees do not 
see why competencies matter for their role.

What needs to change Goal of the shift

• Competencies are referenced consistently across teams, 
not only by individual managers

• Teams share a common language for connecting daily 
work to competencies

• The relevance of each competency is clear to employees 
at role level

• Development is understood as an organisational 
expectation, not a personal choice

• PDS and competencies are consistently 
translated into daily work across the organisation

• Development becomes a visible part of everyday 
work, not background information

T3, T4, T5Operational level

Core barrier:      
Good strategy 
breaks in execution

Managers lack concrete ways to bring development 
into daily work. Development is not structurally 
embedded, no mandatory follow-up, no tracking. 
Ownership is diffuse: employees wait, managers 
default to delivery.

• Managers are able to connect development to real work 
situations, tasks, feedback, and check-ins

• Development is addressed within existing workflows, not 
only dedicated formal processes

• Responsibility for development is clearly allocated 
between manager and employee

• Development topics raised in one moment are followed 
up in the next

• Both managers and employees actively initiate 
development conversations

• Managers consistently integrate development 
into everyday work

• Ownership of development is clear and shared
• Development is continuous, not one-off

T1, T4, T5Everyday work level

Core barrier:      
Competencies are not 
visible where they 
should live

Competencies are absent from task allocation, 
feedback, and meetings. Development is seen as 
extra effort and loses out to operational priorities. 
Without prompts, it disappears from fast-paced daily 
work.

• Competencies are explicitly named in task allocation, 
feedback, and team discussions

• Feedback addresses how work was done, not only what 
was delivered

• Development is accessible within existing tasks and 
conversations, no extra time or steps required

• Development remains present under operational 
pressure, not only when time allows

• Competencies are naturally embedded in daily 
work interactions

• Development happens within daily work, not 
alongside it

• Feedback highlights behaviours, not only results

T2, T3, T5Individual level

Core barrier:           
Low engagement and 
ownership

Competencies feel abstract and disconnected from 
real work. Engagement depends on individual 
motivation. Employees wait for managers to initiate 
rather than driving their own development.

• Competencies are recognisable in each employee's 
actual daily work

• Employees bring their own development topics into 
conversations, not only respond

• The personal relevance of development is visible and not 
assumed

• Employees have a shared structure to guide their 
development, independent of manager initiative

• Employees actively engage in their own 
development

• Development ownership is felt and exercised by 
employees, not only assigned

• Competencies become part of everyday 
conversations

What the Strategy Should Ensure

Capability gap
Structure gap
Ownership gap

Translation gap
Activation gap

Relevance gap
Activation gap

Inconsistency gap
Translation gap
Relevance gap
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The Three Horizons Framework, originally developed by Baghai et al. (1999) 
and later refined by McKinsey & Company (2009), organises change across 
three concurrent timeframes. This makes it an appropriate structure for 
Autoneum’s strategic needs. Rather than viewing the horizons as linear stages, 
each horizon maps directly to one of the three focus areas derived from the 
reframe: Horizon 1 (H1) addresses visibility, Horizon 2 (H2) addresses 
embeddedness, and Horizon 3 (H3) addresses continuity. 

Together, they form a cohesive strategy set that targets underlying structural 
absences rather than merely responding to their symptoms. These three 
horizons run simultaneously and are designed to reinforce one another. What 
H1 makes visible, H2 embeds into consistent practice, and what H2 enables, H3 
sustains over time. By operating concurrently, each horizon actively strengthens 
what the others build.

Three Horizons of Growth

A strategic framework for 
managing change across three 
simultaneous depths: improving 
what exists now, building 
emerging capability, and 
embedding structural conditions 
for the long term. All three run at 
the same time, not in sequence 
(Baghai et al, 1999; McKinsey & 
Company, 2009).

Figure 6. Strategy Set Map

Strategic Level
(definition, intent, global direction)

Core Barrier: Strategy exists but 
becomes diluted down the system

Desired state: Strategy and 
competencies are clearly understood and 
consistently translated into daily work 
across the organisation.

H3 | Sub-Strategy 3


Making Development Visible and Continuous

Level: Strategic + Operational + Individual (cross-level) 
Shifts:


 Relevance Gap

 Structure Gap

 Activation Gap (long-term)



What it does: 
 → Makes development visible and continuous through a 
lightweight, shared process.

Operational Level
(managers, HR processes, implementation)

Core Barrier: Even if strategy is good → 
it breaks in execution

Desired state: Managers are enabled 
and aligned to consistently integrate 
development into everyday work.

H2 | Sub-Strategy 2


Enabling Development Through Leadership

Level: Operational (primary) + Everyday Work (secondary) 
Shifts:


 Capability Gap

 Ownership Gap

 Inconsistency Gap



What it does: 
 → Enables managers to consistently integrate development into 
daily interactions through simple structures, shared practices, and 
clear ownership.

Everyday Work Level
(actual work interactions)

Core Barrier: Competencies are not 
visible where they should live

Desired state: Competencies are 
naturally embedded in daily work 
interactions such as tasks, feedback, and 
collaboration.

H1 | Sub-Strategy 1 


Activating Competencies in Everyday Work

Level: Everyday Work (primary) + Individual (secondary) 
Shifts:


 Translation Gap

 Activation Gap



What it does: 
 → Embeds competencies directly into everyday work moments, 
turning tasks, feedback, and collaboration into natural development 
opportunities.

INDIVIDUAL LEVEL
(experience, perception, motivation)

Core Barrier: Low engagement and 
ownership

Legend
Gaps:

Inconsistency Intervention set 1

Desired state: Employees actively 
engage in their development and see 
clear relevance to their work and future 
growth.

Relevance

Translation

Intervention set 2

Intervention set 3

Activation
Overlapping field

Capability
H Horizon

Structure

Ownership

What it addressesSub-Strategy

H1

H2

H3

Activating 
Competencies in 
Everyday Work

Enabling Development 
Through Leadership

Making Development 
Visible and Continuous

Table 18. Strategy

Visibility. Development is named in the 
moments where work already happens and 
not only in formal reviews

Embeddedness. Enabling managers with a 
simple, shared approach that works within 
the interactions already happening

Continuity. Development is captured and 
sustained so it does not disappear between 
conversations
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Each strategy is presented across two pages. The first page sets out the 
strategic frame: why the strategy is needed, what it requires, and what it guards 
against. The second page presents the work moments: the specific, recurring 
situations where the strategy comes to life in daily work.

The summary on the first page of each sub-strategy gives a full understanding 
on its own. The tables and figures are additional detail if you want to go deeper. 
They do not need to be read to follow the strategy set.

Design criteria Four conditions every work moment in the strategy 
must satisfy. These are key requirments in order for 
the strategy to work out.

Systemic shift The broader organisational change this strategy 
contributes to over time when applied consistently 
across teams.

Cross-cutting risk Something that goes wrong because of how the 
approach is applied, like misuse, overuse, or 
unintended effects within the designer's control.

Cross-cutting barrier An existing condition that prevents adoption in the 
first place, e.g. structural, cultural, or capacity-
related, independent of how well the approach is 
applied.

Work moment A recurring, real situation in daily work, e.g. a task, a 
conversation, a meeting, where development can be 
made visible without adding time or effort.

Watch out A moment-specific risk unique to that work moment. 
It appears beneath the benefits in page 2 and 
applies only to that situation.

What each element means

!

Tags — Source of Feedback 

Feedback notes throughout the strategy sets are tagged by source. Expert 
feedback comes from external consultants and the collaboration partner. 
Internal feedback comes from Autoneum managers and employees who 
participated in the research and co-design process.

• Ex# = Expert Feedback
• F# = Internal Feedback

Tags — Research Links

Each work moment carries two sets of tags. The research theme tags is linked 
to the Research Findings Chapter (p. 31), they show which problem the moment 
addresses. The performance specification tags link to the What the Intervention 
Should Ensure table (p. 52). They show which design requirement the moment 
fulfils.

T1 Connecting strategy and competencies to everyday work

T2 Making competencies clear and relevant for everyday work

T3 Clarifying and strengthening ownership of development

T4 Embedding development into everyday work processes

T5 Enabling development within daily work priorities

Research theme tags 

SL Strategic Level — competencies consistent, shared language, 
organisational expectation

OL Operational Level — managers enabled, development in existing 
workflows, ownership clear

EWL Everyday Work Level — competencies named in tasks, feedback, 
and daily interactions

IL Individual Level — personal relevance visible, employees drive their 
own development

Performance specification tags

Cross-reference with the What the 
Intervention Should Ensure table, 
p. 52, to verify each moment fulfils 
its stated requirement.

See Appendix F: Feedback and 
Validation on page 118 for all 
details.

See Appendix E: First Version of 
Interventions on page 116 for all 
process details.
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Competencies in Everyday Work
At Autoneum, competencies such as Collaborating, Communicating Effectively, 
and Agile Learning are defined across 22 behaviours in the Global Competency 
Model, and in daily practice they tend to surface during annual reviews and 
formal development conversations rather than in the work itself. Sub-Strategy 1 
works at the everyday level, activating small, specific moments inside 
interactions that already happen: a task assignment, a piece of feedback, a 
conversation after a milestone or a difficult situation. In each of these moments, 
a relevant competency is named briefly and connected to the work at hand. 
When assigning a task, a manager might say: "This is a good opportunity to 
strengthen Collaborating. Notice how you bring others in early." After something 
goes well or badly, they might say: "The way you handled that was strong 
Communicating Effectively. Next time, try summarising the key decision at the 
start." Each moment takes under a minute and fits inside what is already 
happening. Used consistently across a team, they build a shared vocabulary for 
what good work looks like and bring reflection into the natural rhythm of daily 
work.

Goal of this strategy: A team that recognises and names development in the 
moments where work actually happens, making it visible.

Generic application Linking competencies to every task without 
specificity loses credibility. People stop taking the 
connection seriously when it is used for everything.

Embedded Fits inside an existing interaction. No new meeting 
or step is added.

Specific Names a real behaviour or competency. Generic 
phrases do not count.

Brief Short. If it adds time, it will not be sustained.

Triggered Activated by a real situation, not by a scheduled 
reminder.

Over-formalisation Natural moments become scripted routines when 
the same question is asked the same way every 
time. Authenticity and developmental value are both 
lost.

Time pressure Operational demands consistently displace 
development moments before they can happen. The 
approach must fit inside the existing pace of work.

No shared language Without a common vocabulary, each manager 
applies this differently. No shared practice forms 
across teams.

Psychological safety Several moments only function where employees 
feel safe to speak honestly. This cannot be assumed 
and must be established first.

Design criteria 

Cross-cutting risks 

Cross-cutting barriers 

Strategy and 
competencies

Competencies move from an abstract concept to a 
criterion that guides real decisions in daily work.

Performance Feedback shifts from focusing only on results to 
naming the behaviours and capabilities behind 
them.

Shared language Teams build a common vocabulary for competencies 
that feels natural rather than like HR terminology.

Reflection Brief reflection moments become part of the 
workday rather than a separate, additional activity.

Systemic shift

E1: Include one concrete example 
per work moment. The more 
tangible, the easier it is to adopt.

E1: Risk: perceived as another 
HR process. The goal is cultural 
shift, not just structural change.

F3: Team-level reflections can feel 
repetitive. Not everyone needs to 
develop the same competency at 
once.

E2: Make the value visible early. 
People ask: "Why develop if I am 
not paid for it?"

F1: Avoid competency reflections 
in full team meetings. They risk 
tension and can feel forced. Keep 
them in informal one-to-one 
exchanges.

Figure 7. Details of Sub-Strategy 1
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Table 19. Sub-Strategy 1

Work moment BenefitsWhat it is and how it looks in practice

When assigning work, the manager briefly links the task to a relevant 
competency, naming what the task will develop and not just what it requires. 
This is applied using three to five role-relevant competencies and without 
adding formal steps.

"This will require a lot of coordination across teams. It is a good opportunity to 
strengthen stakeholder management." The same phrase applied to every task loses meaning. The link must be specific 

to the person and the situation.

Task assignment
T1, T4, T5
EWL, OL

EWL, IL

EWL, IL

SL, EWL

EWL, IL

• Employees understand why they are given certain tasks, not just what to 
do.

• Work feels purposeful and linked to growth, not only delivery.
• Managers make more intentional allocation decisions over time.

!
In feedback conversations, the manager highlights a specific behaviour, links it 
to a competency, and gives one clear improvement direction. This is based on 
observed behaviour and does not extend the length of the conversation.

"The way you structured the discussion helped us align. That is strong 
communication. Next time, try summarising the key decision at the start."

Competencies referenced without a concrete observed situation feel abstract and 
quickly lose credibility.

Giving feedback
T1, T2

• Employees receive specific, actionable feedback rather than general 
encouragement.

• Behaviours are named and expectations become concrete for both parties.
• Managers produce more developmental impact without spending more 

time.

!
A short reflection moment is used within an existing conversation. One simple 
question focused on learning from what just happened. Takes under a minute 
and is used occasionally rather than as a fixed routine.

"What would you do differently next time?"

Asking the same question at the same time every meeting turns reflection into a 
routine that loses its authenticity.

After meetings or 
milestones
T4, T5

• Insights are captured before they disappear and learning stays connected 
to the moment.

• Reflection gradually becomes a natural habit rather than an extra step.
• Both parties leave with something concrete.

!
Competencies are occasionally used in team conversations to name what a 
situation requires, making implicit expectations explicit. This is applied without 
introducing new terminology.

"This situation requires strong collaboration across teams."
If only managers use competency language and the team does not adopt it, no 
shared vocabulary forms across the group.

Daily collaboration
T1, T2

• Teams develop a shared way of describing what good work looks like.
• Implicit expectations become explicit, reducing misalignment.
• Competencies stop feeling like HR language over time.

!
A difficult situation is reframed as a development opportunity. The manager 
creates space to reflect on what made the situation difficult, focusing on learning 
rather than blame. This is facilitated in the moment and does not require extra 
steps.

"What would help us handle this better next time?"

Requires genuine psychological safety. Without it, the question is asked but not 
answered honestly.

Handling challenges 
and mistakes
T3, T5

• Difficult moments produce learning and not only problem-solving.
• Development becomes relevant and tied to real tensions, not abstract 

plans.
• Reframing takes the same time as a blame conversation but produces 

better outcomes.

!

F1: Move these moments into 
informal one-to-ones. Shared 
team reflections risk tension and 
feeling forced.

F3: Feels repetitive if used too 
often. Apply selectively — not in 
every conversation.

H1 | Sub-Strategy 1: Work Moments
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Development Through Leadership
At Autoneum, whether development happens in daily work depends largely on 
the individual manager. The research found that this creates significant 
inconsistency across teams: some reflect on growth regularly, others rarely 
name development at all. Sub-Strategy 2 works at the operational level, 
embedding a simple, shared approach into the management interactions where 
this inconsistency plays out. It gives managers a clear internal logic for 
observing behaviour, linking it to a relevant competency, and identifying one 
possible next step. This fits inside interactions that already happen and requires 
no separate meetings or formal training. In a regular one-to-one, a manager 
might connect recent work to learning directly: "What did you learn from it? 
What would you do differently next time?" When setting a development focus, 
they might say: "For your role right now, these are the two most important areas 
to develop." Used consistently, this shifts development from something that 
depends on personal manager style to something employees experience 
comparably across teams. Additionally, it shifts ownership from manager-driven 
to genuinely shared between both manager and employees.

Compliance without 
substance

Approaches applied mechanically produce the 
appearance of development, not the reality. Going 
through the motions is not enough.

Lightweight Embeddable in existing one-to-ones. No separate 
meetings or extra time blocks are required.

Simple One clear internal logic that a manager can apply 
without formal training.

Shared Consistent enough across managers that 
employees have comparable experiences across 
teams.

Accountable Produces visible outcomes at team level, not only in 
individual conversations.

Ownership transfer Managers taking over employee development rather 
than enabling it reinforces the exact dependency 
this strategy aims to shift.

Manager capacity Development conversations positioned as additional 
work are consistently displaced by existing full 
schedules.

No shared approach Without a common framework, the quality of 
development depends entirely on who your manager 
is.

No organisational signal Without accountability at manager level, enabling 
development remains optional regardless of good 
intentions.

Design criteria 

Cross-cutting risks 

Cross-cutting barriers 

Development Development moves from an annual, PMP-driven 
event to a continuous part of regular dialogue.

Manager behaviour Managers shift from relying on personal style to 
applying a consistent, intentional approach across 
teams.

Development focus Development priorities shift from broad and abstract 
to focused and actionable at role level.

Ownership Responsibility for development shifts from manager-
driven to genuinely shared between manager and 
employee.

Systemic shift

Ex1: Anchor the system around 
one entry point. Introduce 
everything else as supporting, not 
simultaneous.

Ex3: Define the manager role 
explicitly. State what Autoneum 
leadership expects, not just 
suggests.

Ex1: A PDF sent by email will be 
forgotten within a week. Introduce 
it in an existing manager meeting 
instead.

F3: Without mandatory follow-up, 
development conversations will 
not happen consistently.

Ex1: Run a pilot with one to two 
teams first. A short, focused pilot 
builds the case for wider rollout.

Ex3: Identify docking points, 
existing rituals or one-to-ones, 
where the guide is first introduced.

F2: Informal over structured. 
Credibility with managers depends 
on it feeling natural, not imposed.

Figure 8. Details of Sub-Strategy 2

Goal of this strategy: Managers who bring development into the interactions 
already happening, embedding it into everyday work.
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Table 20. Sub-Strategy 2

Work moment BenefitsWhat it is and how it looks in practice

Development becomes a natural part of existing one-to-one conversations. The 
manager connects recent work to learning using two to three simple guiding 
questions and does not create new meetings to do so.

"What did you learn from it?" / "What would you do differently next time?"
Over-formalised questions disconnected from what actually happened that week 
lose their developmental value quickly.

1:1 check-ins
T3, T4, T5

• Check-ins become more substantive and not just status updates.
• Development is revisited continuously rather than dropped after one 

conversation.
• Managers anchor development in the natural rhythm of work.

!
Managers apply a simple internal logic when interacting with employees: notice 
a behaviour, link it to a competency, and identify one possible next step. This is 
invisible to employees and requires no visible process.

"What did I observe?" → "What does this show?" → "What could help them 
grow?" Attempting to apply the logic to every single interaction makes it unsustainable. It 

is used selectively, not constantly.

Manager reflection in 
daily interactions
T1, T3

• Managers become more intentional observers without needing more time.
• A shared logic replaces improvisation in the moment.
• Development experiences become more consistent across the team.

!
Development is narrowed to two to three key competencies per employee, 
linked to their current role and responsibilities. This is defined jointly and 
revisited regularly rather than set once and forgotten.

"For your role right now, these are the most important areas to develop."

Selecting more than three competencies reproduces the same overload as the full 
model. The narrowing must be genuine.

Setting development 
focus
T2, T3

• Both sides know exactly what they are working on and why it matters now.
• Employees can prioritise rather than feeling that everything needs attention 

at once.
• Development feels achievable rather than overwhelming.

!
Managers share how they apply development in their teams through real 
examples, informally or in short sessions, without formal training formats.

"I tried linking competencies to task conversations this quarter. Here is what 
happened."

Exchanges that stay theoretical and without concrete examples from real 
situations transfer no practice to participants.

Managers sharing 
practices
T1, T3

• Managers learn from each other without formal programmes.
• What works in one team spreads organically to others.
• Managers feel less isolated in figuring out how to enable development.

!
Roles are made explicit: the employee brings reflections and a development 
focus, while the manager guides, supports, and connects development to real 
work. This is clarified through conversation and reinforced over time.

"You bring the direction. I will help you connect it to what we are doing."
Without the explicit ownership conversation, the default pattern of manager-driven 
and employee-passive continues unchanged.

Clarifying development 
ownership
T3, T5

• Neither side needs to guess who should initiate or lead the conversation.
• Employees take active ownership rather than waiting to be managed.
• Managers focus on enabling rather than carrying development alone.

!
Development outcomes become part of how a manager's contribution is 
assessed. Team-level development activity is tracked and managers reflect 
periodically on how they have actively supported development. This is applied 
through existing review cycles and requires no separate process.

"Development is part of how I lead, not just something I offer."

Metrics measuring volume rather than quality turn this into compliance. The 
number of conversations matters less than what they produced.

Making development 
visible at manager 
level
T3, T4

• Development support becomes consistent and is not dependent on 
individual goodwill.

• Managers who enable development are recognised for it, not only for 
delivery outcomes.

• Development becomes an organisational expectation rather than a 
personal choice.

!

F3: Both manager and employee 
must genuinely believe in the 
chosen focus, not just agree to it 
formally.

F2: Natural conversation over 
structured script. Managers find it 
credible only when it feels real.

F2: Employee must feel genuinely 
responsible for their own 
development. Manager is 
supporter, not driver.

F3: Needs to be institutionalised 
and mandatory. Optional 
accountability will not happen 
consistently.

H2 | Sub-Strategy 2: Work Moments

OL, IL

OL, EWL

OL, IL

SL, OL

OL, IL

SL, OL
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Development Visible and Continuous
At Autoneum, development conversations happen but the insights and growth 
they generate rarely carry forward from one meeting to the next. Continuity is 
what is missing. Sub-Strategy 3 cultivates a simple, recurring rhythm that gives 
those insights a place to land. After completing a significant task, an employee 
captures two to three short points about what they learned: "What did I learn?" 
"What helped me perform better?" "What did this bring to me in my daily work?" 
Before each check-in, they bring one clear focus area forward and drive the 
conversation from it: "Since our last check-in, I practised Communicating 
Effectively in the project kick-off. Structuring the agenda upfront made the 
meeting noticeably more focused." Development insights are recorded in a 
shared log that both manager and employee can see and return to. Alongside 
these habits, development is embedded structurally: the development field in 
Touchpoint and the Individual Development Plan in PMP become required fields 
alongside business targets. Over time, this builds a real and visible picture of 
how someone is developing. Development is grounded in actual work, owned 
by the employee, and sustained between conversations.

Over-documentation If capturing development becomes too detailed, it 
will be abandoned. Brevity is a design requirement, 
not a compromise.

Brief Two to three bullets, under three minutes. Brevity 
must be actively protected, or the habit will not hold.

Embedded Sits inside existing tools and conversations. It is not 
added alongside them.

Shared Progress is visible to both employee and manager. It 
is not tracked in isolation by one side.

Sequenced Structural changes must follow, not precede, the 
conversational practices of H1 and H2.

Premature structure Introducing mandatory fields before conversational 
habits are in place produces empty fields and 
compliance without genuine development.

No existing rhythm Development currently has no structural home 
between annual reviews. A rhythm must be built 
from scratch within existing processes.

Operational priority Development is always the first thing displaced 
when workload increases. Without structural 
embedding, it will not survive pressure.

Sequencing dependency This strategy only produces genuine development if 
H1 and H2 practices are already generating real 
moments worth capturing.

Design criteria

Cross-cutting risks 

Cross-cutting barriers 

Development Development becomes visible and captured over 
time rather than disappearing after the moment.

Conversations Development conversations shift from reactive and 
vague to focused and driven by the employee.

Competencies The full 22-item model gives way to a role-relevant 
selection that feels personally meaningful.

Development tracking Tracking development shifts from voluntary and 
invisible to structurally embedded alongside 
business targets.

Systemic shift

F1: Add: "What did this bring to 
me in my daily work?" Seeing 
direct daily benefit drives 
motivation.

F3: Include a concrete example of 
a good log entry. People often do 
not know what to write.

F4: Impact requires open 
questions and concrete follow-up 
actions, not structure alone.

Ex3: Define success before 
measuring it. Use three focused 
questions per work moment 
across individual, team, and 
organisational level.

Ex1: Keep the log to two to three 
bullets. If it becomes detailed, it 
will be abandoned.

Figure 9. Details of Sub-Strategy 3

Goal of this strategy: Development that carries forward from one conversation 
to the next, building continuity over time.
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Table 21. Sub-Strategy 3

Work moment BenefitsWhat it is and how it looks in practice

After a significant task or milestone, the employee captures what they learned in 
two to three bullet points focused on real situations rather than theory. This is 
done individually and takes two to three minutes maximum.

"What did I learn?" / "What helped me perform better?" / "What would I do 
differently next time?" / "What did this bring to me in my daily work?"

Generic entries not linked to a specific real situation produce no usable insight. 
The situation must always be named.

After completing work
T4, T5

• Progress is captured while it is fresh and not reconstructed months later in 
an annual review.

• Growth becomes visible to employees themselves and not only to the 
manager.

• A concrete record builds over time for reviews and career conversations.

!
Before a check-in, the employee reflects on recent work and identifies one clear 
area to develop further. This is prepared individually without formal templates 
and drives the direction of the conversation.

"I want to improve how I handle cross-team coordination. I noticed I was 
waiting for information rather than proactively aligning." A template-based approach disconnected from real work turns preparation into 

form-filling that generates no genuine reflection.

Preparing for check-
ins
T3, T5

• Employees drive the conversation rather than only responding to it.
• Discussions become concrete and focused rather than vague status 

updates.
• Employees build the habit of reflecting on their own development.

!
Rather than presenting all 22 competencies, managers and HR identify three to 
five that matter most for a specific role, linked to real responsibilities and future 
growth. These are used in conversations and task discussions and not only in 
formal reviews.

"In this role, stakeholder management and communicating effectively are 
critical right now."

Communicating more than five priority competencies reproduces the same 
overload as the full model. The selection must be genuinely narrow.

Linking development 
to roles
T2

• Development stops feeling generic and starts feeling directly relevant to the 
actual work.

• Employees understand which competencies matter for their current 
performance and future growth.

• Managers have a clear basis for conversations without referring to the full 
model.

!
Real development examples are shared occasionally across teams — short, 
informal, and grounded in specific work situations. These are shared in team 
meetings or informal exchanges and without formal presentations.

"In this project, I improved how I manage stakeholders by starting alignment 
conversations earlier than I usually would."

Surface-level examples not grounded in a real outcome feel performative and 
transfer no learning to the listener.

Sharing examples 
across teams
T1, T2

• Employees gain visibility across the organisation and not only within their 
own team.

• A real example builds credibility in a way that a training module cannot.
• Employees see how the same competencies develop differently in different 

contexts.

!
A simple recurring process is embedded in existing check-ins: employees reflect 
briefly on recent work, managers and employees revisit development together, 
and progress is captured in a shared log using two to three bullets per check-in.

"Since our last check-in, I practised communicating effectively in the project 
kick-off. Structuring the agenda upfront made the meeting noticeably more 
focused."

If check-ins remain purely operational, the rhythm breaks before it becomes habit. 
Development must have a protected slot, however brief.

Ongoing development 
rhythm
T4

• Development does not disappear between formal reviews.
• Small, consistent steps over time produce more growth than large one-off 

conversations.
• Both parties always have a visible, shared reference point for progress.

!
Two structural changes reduce reliance on individual motivation. First, the 
development field in Touchpoint and PMP is made mandatory alongside 
business targets rather than optional. Second, development focus and progress 
are visible to both parties in shared systems. This is applied through HR and 
system configuration and not through individual behaviour change.

"Development is a required field, not a voluntary one." Must be introduced after H1 and H2 practices are in place. Mandatory fields 
without existing habits produce empty compliance rather than development.

Structural enablers
T4, T5

• Development no longer loses to business priorities by default. It sits 
alongside them structurally.

• The gap between what the organisation says it values and what it tracks is 
closed.

• The rhythm is no longer reliant on individual motivation to sustain it.

!

F4: Impact comes from genuine 
curiosity and concrete follow-up 
actions, not from completing a 
template.

F3: Include a concrete example of 
a good log entry. People often do 
not know what to write.

EWL, IL

OL, IL

SL, IL

SL, IL

OL, IL

SL, OL
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Figure 10. Development Conversation Guide

From Strategy to Conversation

Introducing the Development Conversation Guide

The Development Conversation Guide is a one-page tool for managers. It 
structures a short development conversation into three steps: starting from a 
real work situation, making the behaviour that happened in it visible, and 
agreeing on one clear focus for what to develop next. Each step includes 
guiding questions and examples of what a useful answer looks like and what to 
avoid. No preparation or training is needed to use it.

The goal is to build a habit through the guide's structure. Before each 
conversation, the manager takes one minute to think through one recent 
situation, one possible development focus, and three to five relevant 
competencies. The guide then sits inside a one-to-one that is already in the 
calendar. The existing meeting is the anchor; the preparation before it is the 
cue. Used consistently, the questions become the natural process of how 
development conversations go and the card itself becomes less necessary over 
time.

Development Conversation Guide
As a manager, your role is to create clarity, focus, and connection. You help employees understand what 
they did well, where they can improve, and how this relates to their daily work.





The goal is to support — not to add pressure.

Before the conversation
→ Think of one recent situation


→ Reflect: What did I observe? (look for behaviour)

→ Think of one possible development focus

→ Focus on 3 – 5 relevant competencies

Start from real work
→ Ask about a specific recent situation


→ Let the employee speak first


→ Stay concrete — avoid general talk

What have you been working on recently?


e.g. What was your role in that?


e.g. What made it challenging?

Good answers:


“I led a supplier alignment meeting and had to 
coordinate between teams.”

Answers to avoid:


“I’ve been working on a few projects, nothing 
special.”

Make behaviour visible
→ Focus on how the work was done 
→ Name specific behaviour 
→ Link to a competency (simple)

What did you learn from that?


e.g. What worked well?


e.g. What would you do differently next time?

Good answers:


“I realised I need to structure discussions better 
to avoid confusion.”

Answers to avoid:


“It went well overall, nothing major to improve.”

Define the development focus & next step
→ First agree on what to develop (one focus)

→ Then define where to apply it next

→ Keep it specific and practical

What would you like to develop further?

e.g. What would help most right now? 

e.g. Where can you apply this?

Good answers:


“I want to develop stakeholder alignment — in 
the next kick-off, I’ll align expectations upfront.”

Answers to avoid:


“I want to develop communication and 
leadership… I’ll try to do it.”

Relevant competencies (focus on 3 – 5)
Select only the competencies that are most relevant for this situation.

Adapting Situationally


Agile Learning


Being Resilient


Focusing on Customers


Strategic Thinking


Problem Solving


Quality Decision Making


Providing Direction

C ultivating Innovation


Acting with Accountability


Driving Results


Operating Results

Building Effective Teams


Collaborating

Communicating Effectively

D eveloping Talent


Fostering Engagement


Managing Conflicts


Persuading Others


Valuing Differences


Operating Resourcefully


Planning and Aligning




7372

Conversation qualityAdoption Continuation signal

✓ 2 of 3 managers want 
to continue using it after 
the pilot

✓ Each manager used 
the guide at least 3× in 6 
weeks

✓ Employees can name 
one development focus 
from a recent 
conversation

✓ HR can identify 1–2 
specific changes to 
improve before rollout

✓ Managers say it felt 
more focused, not longer

✗ Managers felt it 
added effort without 
visible value

✗ Conversations stayed 
general, no concrete 
focus agreed

✓ At least 1 manager 
used it a second time 
without being prompted

✗ Guide was used only 
once or not at all

Table 23. Evaluation Criteria for Development Conversation Guide

Why it happensRisks How to prevent it

Always introduce in 
person, walk through it 
before manager's first 
use

Guide is shared but 
never discussed

Sending a PDF feels like 
enough

Use the good/avoid 
examples in the kickoff 
so managers feel the 
quality difference

Managers default to 
general questions

The mid-check in week 
three is mandatory. If 
skipped, the pilot has no 
learning

No follow-up structure

Conversations stay 
surface-level

Momentum drops after 
week three

Table 22. Risks to the Development Conversation Guide Pilot

Requirements

Teams 2 pilot teams

Managers 2–3 volunteers

Employees ~10–15 direct reports

Duration 6 weeks + 1 week review

Who decides teams HR + managers jointly

Pilot Scope and Evaluation

Testing the guide in a small pilot makes it possible to see how it works in 
practice, what managers find useful, and what needs adjusting before any wider 
rollout. The requirements table sets out who is involved and for how long. Table 
22 names the three risks most likely to undermine the pilot and how each is 
prevented. At the end of the pilot, three questions across adoption, conversation 
quality, and continuation signal determine whether the guide is viable and ready 
to scale, see Table 23.
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Table 24. Implementation Plan Conversation Guide

HR 

Week 0
Kickoff meeting (60-90 min)

Week 1-3
First pilot half

Week 3
Mid-Check (15-20 min)

Week 4-6 + Week 7
Second half + review (20 min debrief)

Pilot Managers 
(2–3)

Employees 
(direct reports)

Executives

Organises and runs the kickoff 
meeting. Walks through the 3 phases 
of the guide. Runs a live practice 
round using a real example from the 
room. Hands out printed guides. Sets 
expectations: use once before next 
check-in.

Not involved at this stage.

Attend the kickoff meeting. 
Participate in the practice round. 
Committed to use the guide for the 
next check-in.

Informed that a pilot is starting. Signal 
that participation matters, one 
message or mention in an existing 
channel is enough.

Use the guide in existing 1:1 check-
ins. No new meetings. Think of one 
recent situation beforehand. Aim for 
at least 2–3 uses across the 3 weeks.

Participate in the guided conversation 
during existing check-ins. No 
preparation required. Come with one 
real work situation if possible, 
manager may ask for this.

No action required.

Join the 15-20 min call. Share 
honestly. No reporting required, this 
is not an evaluation of the manager.

No separate action.

No action required.

Continue using the guide in weeks 4–
6. Attend the final debrief. Share what 
they would keep, drop, or change.

3–5 employees asked informally by 
HR: Did your last check-in feel 
different? Do you have a clear 
development focus? (~5 min, no 
survey).

Informed of results. Asked to confirm 
next steps for wider rollout.

Available if managers have 
questions. No required action unless 
contacted.

Runs a short group call or individual 
check-in with pilot managers. Three 
questions only: What worked? What 
felt awkward? What did employees 
notice?

Runs the final debrief. Collects 
informal employee reactions (3–5 
employees, 5 min each, informal). 
Summarises what changes before 
wider rollout.

The Development Conversation Guide enters the organisation through a seven-
week pilot, kept deliberately small with two to three volunteer managers and 
their direct reports. The pilot runs in four phases: a kick-off where HR introduces 
the guide and managers practise using it live; a first active period where 
managers use it in existing check-ins; a mid-point check to catch what is 
working and what needs adjusting; and a final review that determines what 
changes before wider rollout. Executives are informed but not required to act. 
Employees participate through conversations, with no preparation expected.

Development Conversation Guide

Development Conversation Guide
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Making Competencies Visible:          
From Conversation to System
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Set 1 — Visibility

Competencies in 
everyday work

Activating

Set 2 — Embeddedness

Development through 
leadership

Enabling

Set 3 — continuity

Making development 
visible

Sustaining

onboarding

Introduction Setup Task Feedback

everyday work

Meeting Team Challenge Mgr. exchange 1:1

quarterly

Log review PMP

annually

Mgr. 
accountability

Figure 11. Implementation Plan of Strategy Set

The Development Conversation Guide is the entry point, the first concrete thing 
a manager can use instantly. The three sub-strategies are what surrounds and 
sustains it.

All three sets operate across work moments below but through different lenses. 
Activation makes competencies visible, enabling builds manager consistency, 
continuity keeps it alive over time. Together they create the conditions for 
continuous development.

= Fully Present = Partially Present = Not active
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The cards on the following page map all work moments across the full system, 
organised by how often they occur — from one-time setup through to annual 
review. Read each card as a single moment: who is involved and what needs to 
happen. If you want to see how all moments connect across roles and 
timeframes simultaneously, the full implementation plan is in Appendix G (p. 120).

As needed

One time

Quarterly

Annually

As needed

Task assignment
Manager

What to do

When assigning work, name the specific 
competency this task connects to — one 
sentence, no extra time needed.

as needed

Feedback conversation
Manager Employee

What to do

Name the specific behaviour you observed, link 
it to a competency, and give one improvement 
direction — not a general impression of how it 
went.

as needed

After a meeting
Manager Employee

What to do

Ask one focused reflection question directly 
after a meeting or milestone where something 
notable happened. Under a minute. Not every 
meeting — only when it adds value.

as needed

Team discussion
Manager Employee

What to do

Use competency language naturally when 
describing work situations — making implicit 
expectations explicit. Not forced into every 
conversation, just used when it fits.

as needed

Handling a challenge
Manager Employee

What to do

When something goes wrong, add one learning 
question to the problem-solving conversation. 
Shift the focus from fixing alone to building 
capability for next time.

as needed

Manager exchange
Manager Employee

What to do

Share one real example of how you applied 
development this week — what you tried, and 
what happened. Not theory. This is how good 
practice spreads without a training programme.

Quarterly

1:1 check-in
Manager Employee

What to do

Employee arrives with a real example and one 
focus area. Manager uses the guide: real work 
→ behaviour visible → focus agreed → next 
step named. Together, agree one specific next 
step.

Quarterly

Development log review
Manager Employee

What to do

After key tasks or milestones, capture 2–3 
bullets in Touchpoint. Answer three questions 
(takes 2–3 minutes). Review together in the 
next check-in.

Annually

PMP review
Manager Employee

What to do

Start the PMP discussion from the development 
log — both sides arrive with real examples, not 
impressions. Development and performance 
are discussed together, not separately.

Annually

Manager accountability
HR Manager

What to do

Manager reflects on how they actively 
supported development in their team, with 
specific examples. HR reviews team 
development activity alongside delivery 
performance.

one time

Strategy introduction
HR Mana

ger

What to do

Introduce the development strategy in an 
existing manager meeting, not as a document to 
read, but as a conversation about what changes 
and why it matters.

one time

Development focus setup
Manager Employee

What to do

Together, select 3–5 competencies most 
relevant to the employee's current role — not 
the full list, not what sounds impressive. Log 
them in Touchpoint.

Figure 12. Implementation Moments

See Appendix G: Work Moments 
on page 120 for all details.

See Appendix H: Implementation 
Plan on page 122 for all details.
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Leadership visibly supports development

If leaders do not model development conversations themselves, 
managers will not prioritise them either. isi ble support from the top is 
the primary adoption signal.

Workload allows space to engage

Even lightweight tools require a minimum of available attention. 
Without some protection of time, development will consistently lose to 
delivery pressure because urgency always wins.

Managers feel safe to experiment

Psychological safety is needed for managers to try new approaches 
and admit uncertainty. If they fear being judged for not doing it 
perfectly, they will not try at all.

Employees are willing to own development

Shared ownership only works if employees are ready and willing to 
bring input. This needs to be signalled as expected from the start.

HR aligns systems & processes

Touchpoint configuration, mandatory PMP fields, and manager KPIs 
all require active HR involvement. A system-level change is needed, 
otherwise the strategy remains dependent on individual goodwill.

Tools stay lightweight in practice

If the conversation guide or development log becomes bureaucratic in 
practice, more steps, more fields, more overhead, adoption will drop 
immediately. Simplicity must be actively protected as the strategy 
scales.

Assumptions and Conditions for Change

Every step in my proposed Theory of Change depends on conditions that 
cannot be fully controlled, only anticipated (Weiss, 1995). Making these 
assumptions explicit is a sign of systemic thinking: acknowledging that an 
intervention lands in a real organisation with pressures, relationships, and 
constraints.
For Autoneum specifically, these conditions matter because the gap this project 
addresses is a pattern of behaviour that has persisted despite existing 
frameworks. That means the strategy will only hold if the surrounding conditions 
hold with it. Each assumption also points directly to a risk in the implementation 
plan.
Six conditions must hold:
• Leadership visibly supports development
• Workload allows space to engage
• Managers feel safe to experiment
• Employees are willing to own their development
• HR aligns the supporting systems and processes
• Tools stay lightweight in practice as the strategy scales

Graduation Project | Strategy and Interventions
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Figure 13. Assumptions and Conditions for Change

Theory of Change

It explains how and why the 
proposed interventions are 
expected to create meaningful 
change over time within the 
organisation (Weiss, 1995).
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The Systemic Logic:                           
From Intervention to Cultural Shift

Stage 1

Inputs

Intervention Set 1 – 3

Visibility, embeddedness, continuity 

Development conversation guide

Structured + narrative versions

HR & Leadership alignment

Mandate and visible support

System configuration

Touchpoint, PMP, mandatory fields

Manager onboarding

Introduction at hiring & start

Stage 2

Activities

Task assignment

Linking tasks to competencies

Feedback conversations

Behaviour-based, competency-linked

After meetings & milestones

Short reflection moments

1:1 check-ins

Recurring development dialogue

Team discussion & daily work

Shared competency language

Handling challenges

Learning from real tensions

Manager-to-manager exchange

Sharing what works

PMP & formal review

Reduced reliance, better input

Stage 3

Outputs

Competencies named in daily work

In tasks, feedback, team conversations

Development log entries

Captured in Touchpoint regularly

Conversation guide in active use

Managers applying it in check-ins

Development focus defined

3–5 role-relevant competencies per person

Development field filled in PMP

Mandatory, not optional

Stage 4

Short & mid-term outcomes

Managers more intentional

Consistent across situations, less improvised

Employees own development

Bring input, not just respond

Competencies feel relevant

Linked to real work, not HR language

Development revisited regularly

Not only at PMP, but continuously

Practices more consistent

Less variation team-to-team

Stage 5

Long-term outcomes

Shared development culture

Development is expected, not exceptional

Development & performance aligned

Growth visible in business results

Manager accountability embedded

Part of how leadership is assessed

Organisation learns continuously

Cross-team, cross-function learning

Impact

Long-term vision

Autoneum retains & grows talent

Development aligned to individual ambition 
and organisational need. People stay and 
grow together.


Continuous development as culture

Embedded, self-sustaining — not programme-
dependent. Development is how work is done, 
not something added to it.

Figure 14. Proposed Theory of Change

Figure 14 maps how the inputs and activities of this project connect, step by 
step, to shifts in behaviour, then to shifts in organisational culture, and ultimately 
to a workplace where development is continuous and self-sustaining. It moves 
across five stages: what is invested, what activities this produces, what 
becomes visible as output, what changes in the short and midterm, and what 
becomes possible as a long-term outcome. The endpoint is a shared 
development culture. One where development is expected rather than 
exceptional and embedded in how work is done rather than added on top of it. 

Graduation Project | Strategy and Interventions
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Evaluation: Paul Hawken's Questions

To evaluate the strategy and interventions honestly, I selected prompts from the 
Regeneration Checklist (Hawken, 2021). Three questions stand out: restoration, 
dignity, and well-being.

Limitations

The following limitations apply to both this project and the intervention. Each 
one also points to what the next phase of the work would need to address.

Evaluation: Fulfilment of Performance Specification

Evaluated against Table 17 — What the Intervention Should Ensure (p. 52). This 
assessment covers the combined system: three sub-strategies (H1–H3), the 
Development Conversation Guide, and the implementation plan. Each element 
is insufficient alone; together they address what no single tool could reach. 
The scores reflect the combined system; no single element achieves this alone.

This chapter examines what the intervention does and does not solve. It covers 
three things: how well the strategy meets the performance specifications set out 
earlier, an honest assessment against Paul Hawken's questions, and the 
limitations that remain (Hawken, 2021).

Strategic Level

5

4

3

2

1

Individual Level Operational Level

Everyday Work Level

Combined Intervention Maximum (5) 1–2 — Not yet addressed

3 — Core addressed; key conditions lie outside the intervention

4 — Most criteria met; one structural gap remains

5 — All criteria fully met within the system

Figure 15. Fulfilment of Performance Specifications

See Appendix I: Evaluation on 
page 124 for all details.

Area Description

The strategy, guide, and implementation plan have 
not been used yet. The evaluation scores are based 
on my own assessment. Only the pilot will show 
whether they work in practice.

The guide is used by managers, not employees. If a 
manager does not engage, the employee gets 
nothing from the system. There is no rule requiring 
managers to use it, which means results will vary 
from team to team.

Not yet tested

Manager dependency

This intervention cannot reduce workload, change 
how performance is reviewed, or make leadership 
prioritise development. Those conditions need to be 
in place for the system to work well and they sit 
above what this project can address.

Some things are out of 
reach

Table 26. Limitations

Question Assessment

Does it restore? Yes, it brings back noticing development in daily 
work without adding to a full system. Whether it 
sticks depends on what the organisation does next.

Partially, Employees are meant to lead their own 
development, not just respond to their manager. In 
practice, the manager still opens the conversation 
and holds the guide. That gap is not fully resolved.

It can. A conversation about real work feels different 
from a routine check-in. But employees whose 
managers do not use the system will not feel any 
difference.

Does it give dignity?

Does it contribute to 
well-being?

Table 25. Evaluation of Paul Hawken's Questions

Paul Hawken’s Questions

Reflective prompts used to 
encourage deeper thinking, 
meaningful dialogue, and 
awareness about purpose, 
contribution, and change 
(Hawken, 2021).
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This project explored why competencies, despite being clearly defined, rarely 
make it into the moments where people work. Through interviews, cultural 
probes, observations, and co-design, it became clear that the conditions for 
development already exist at Autoneum. People collaborate, reflect, give 
feedback, and learn through daily work. What is missing is the structure that 
makes this visible, consistent, and shared across the organisation. I identified 
three structural absences and designed a strategy that addresses each one 
directly. Visibility, embeddedness, and continuity form the foundation of an 
intervention that works with what already exists: the conversations, the check-
ins, the moments after a task is completed or something goes wrong. The 
Development Conversation Guide enters the organisation through a seven-
week pilot at Winterthur headquarters, where the strategy meets practice for the 
first time. What it reveals will shape how the guide is refined and how the 
approach can eventually reach the rest of the organisation. Building a 
competency-based culture does not happen through a single tool or process. It 
happens through repeated, small moments where development is named, 
reflected upon, and carried forward. This project is a contribution to making that 
possible at Autoneum. Development does not need a new system. It needs a 
place in the one people already use.

Personal Reflection

This was the first time I worked on a project entirely on my own. No team to fall 
back on, no brief handed to me, and no one telling me what came next. At first, 
that was frightening. I had been used to working in teams, responding to 
direction. Here, the direction had to come from me.
My biggest assumption going in was that Autoneum had a weak learning 
culture. I expected to find an organisation that needed structure and a push. 
What I found instead was genuine openness. People who reflected, who 
expected failure as part of growth, and who were already asking the right 
questions. I only understood this by listening carefully over time. The 
conversations inside Autoneum, and with my coach, changed how I read the 
situation more than any desk research did. I learned that you cannot assume 
context. You have to build it, one conversation at a time.
I also learned how much the way you frame things matters. Early in the project, 
I wrote about problems. Later, I started writing about gaps, describing what was 
missing in a way that already pointed towards what was needed. That sounds 
like a small change in language, but it changed how I thought about the whole 
system, and it changed the kind of interventions I was able to propose.
What surprised me most was how quickly I found my footing. I had the overall 
project structure to follow, but the decisions within it emerged as I went. I redid 
my research themes when they no longer matched what I had actually found. I 
adapted a framework when something new was needed. I combined two tools I 
had learned separately because together they said more. The skills were 
already there from my studies. Systems mapping, reframing, facilitation, working 
with ambiguity. This project was the first time I had to apply them alone, under 
real conditions, and adjust them when they did not quite fit.
I also noticed a habit I carry. When things feel uncertain, I tend to reach for 
structure quickly. Early in this project, that pushed me to frame the problem 
before I had fully listened. Learning to stay with confusion longer, and let the 
picture build slowly, was harder than any single method. It was also where the 
most important shifts happened.
The people who participated were genuinely motivated to improve things, and 
that shaped what I heard. A global company holds many more voices than the 
ones that came forward. My design reflects the perspective of people who 
already cared, and I am aware of that limitation. Being more physically present 
at Autoneum would have opened more of those voices.
I finished this project more open than I started. Less defensive about not 
knowing. More willing to make a decision, own it, and change it when needed. I 
felt stretched at times, sometimes frustrated, but I was genuinely interested in 
the work. I did not expect those two things to go together the way they did.
What I know now is that I am most engaged when I am working with people 
inside organisations who are trying to understand themselves and move 
forward. Not designing for people from the outside but working alongside them. 
That is the kind of designer I am.
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Design language
Terms are defined as they are used in this project. Only words that are unlikely 
to be familiar outside a design or organisational context are included.

Cultural Probes Short self-documentation booklets that participants 
complete over several days, recording their own 
everyday habits and experiences. Used to reach 
people who could not commit to a full interview and 
to capture behaviour that is hard to observe directly.

Co-Design Working directly with the people affected by a 
problem to shape solutions together. Rather than 
designing for people, co-design treats them as 
active participants in the process. In this project, a 
workshop with Autoneum employees and managers 
shaped the final intervention.

Iyer's Role Framework A framework by Deepa Iyer (2022) describing the 
roles a researcher can occupy in a change process. 
In this project it is used to reflect on how my own 
position shifted between Experimenter, Weaver, and 
Builder.

Paul Hawken's 
Questions

A set of questions used to evaluate whether an 
intervention is genuinely good for people and the 
system it sits within — asking, for example, whether 
it creates more life or reduces it, and whether it 
gives workers dignity. Used here not to justify the 
design but to examine it honestly.

Performance 
Specifications

Criteria derived from research that define what the 
intervention must achieve. They do not prescribe a 
fixed solution. They describe what needs to change 
at each level of the organisation, leaving room for 
different approaches.

Competency A defined behaviour that describes how someone is 
expected to act in their role and how they work. 
Autoneum uses 22 defined competencies to 
describe what good performance looks like across 
the organisation.

Global Competency 
Model

Autoneum's official set of 22 expected behaviours, 
introduced in 2023 as part of the 'Level Up' strategy. 
It applies to all employees globally. This project 
examines why the model rarely makes it into 
everyday work despite being formally adopted.

People Development 
Strategy (PDS)

Autoneum's strategic approach to growing its 
people, launched alongside the Global Competency 
Model. It sets out how employees should develop 
and how the organisation intends to support that.

Organisational context

Performance 
Management Process 
(PMP)

Autoneum's annual cycle of target-setting and 
performance review between manager and 
employee. This project finds that development 
conversations rarely happen within it, they tend to 
be added as an afterthought.

Level Up The name of Autoneum's broad business strategy, 
launched in 2023, which aims to build a more 
people-centred, high-performing culture. The People 
Development Strategy and Global Competency 
Model were introduced as part of this initiative.

Individual Development 
Plan (IDP)

A document in which an employee sets and tracks 
their personal development goals, usually updated 
during the annual review cycle at Autoneum. This 
project identifies that the IDP is rarely connected to 
what actually happens in everyday work.

Pilot A small-scale, time-limited test of an intervention 
with a selected group. It is used to see what works, 
what needs adjusting, and whether the approach is 
ready to roll out more widely.

Psychological Safety The shared belief within a team that it is safe to 
speak up, ask questions, admit mistakes, and try 
new things without fear of being judged or 
penalised. Without it, development conversations 
happen but honest ones do not.
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Triangulation Cross-referencing findings from different data 
sources, like interviews, cultural probes, and 
observations, to distinguish genuine organisational 
patterns from individual opinions.

I used generative Artificial Intelligence (AI) throughout this project as a thinking 
partner and writing coach — not to generate ideas or do the research for me. 
Every suggestion was reviewed and decided on by me. I take full responsibility 
for all content, arguments, and decisions in this booklet.

Three Horizons 
Framework

A strategy tool that organises change across three 
timeframes simultaneously. H1 activates what 
already exists right now. H2 builds structural habits 
over months. H3 represents the long-term culture 
shift. All three run at the same time, not one after the 
other.

Work Moment A real, recurring situation in daily work, a task 
assignment, a feedback conversation, a team 
meeting, where development can happen without 
adding new steps or separate sessions. The 
strategy in this project is built around these 
moments rather than separate training events.

Systemic Gaps Specific points in an organisation where the 
connection between strategy and everyday practice 
breaks down. A gap is a recurring pattern that 
consistently prevents a good intention from 
becoming a real behaviour.

Use of AI

Claude • Provided critical and constructive feedback on 
the structure and clarity of my writing, ensuring 
alignment with thesis guidelines and plain 
language standards

• Helped shorten and rephrase text to fit 
visualisations and avoid layout issues (e.g. 
widows, text overflow)

• Acted as a thinking partner — asked me 
questions, challenged my assumptions, and 
helped me see what I might be missing from an 
outside perspective

• Provided additional reflection questions that 
aided the drafting of my reflection and process 
visualisation

Zotero • Organised all sources and generated APA 7 in-
text citations and reference list entries 
throughout the booklet

General Use on Tools

Claude • Reviewed whether the systemic area, research 
question, and my role were framed clearly for a 
reader unfamiliar with design management

• Gave feedback on phrasing that felt too dense or 
academic, and suggested more direct 
alternatives

Consensus • Used to find and verify relevant sources on 
personal development, competency frameworks, 
and organisational learning

Introduction

A note on tools and previous submissions: ChatGPT and Gemini were 
used in earlier stages of the project (Steps 1–4). For this booklet, I 
worked with Claude as my main AI writing tool.

Theory of Change A map that shows how an intervention is expected to 
create change over time. It connects what is 
invested, what activities happen, what those 
activities produce, and what shifts in behaviour or 
culture might follow. It makes the logic visible so it 
can be tested and refined.

Thematic Analysis A method for finding patterns across interview, 
probe, and observation data. Rather than imposing 
categories in advance, themes are allowed to 
emerge from what participants actually said and did. 
Used here to identify five recurring problems across 
the organisation.

Reframing Stepping back and seeing a problem differently. In 
this project, research initially pointed to individual 
motivation as the issue. Reframing revealed that the 
real problem is structural. The organisation is not 
designed to make development visible or 
continuous.
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Claude • Refined my interview questions for clarity, 
openness, and neutrality to reduce leading or 
closed phrasing

• Uploaded academic papers and used Claude to 
explore key ideas, ask questions, and clarify 
relevance before reading selected sections in 
depth

• Gave feedback on how clearly I described each 
research method, including figure captions

• Used to search for peer-reviewed sources on 
qualitative methods, thematic analysis, and 
systems thinking

Consensus

• Created personalised podcast-style summaries 
of large academic books so I could orient myself 
before deciding which sections to read closely

NotebookLM

Research Approach and Design Process

Claude • Reviewed my thematic analysis approach based 
on the shared Braun & Clarke (2006) 
framework, including suggestions for clearer 
coding differentiation and theme development

• Double-checked transcripts for overlooked 
connections to my research questions

• Suggested more concise or clearer phrasing 
during the coding process (e.g. for tagging); I 
decided what to keep

• Naming support for themes and levels; I made 
all final decisions

Research Findings

Claude • Gave structural and language feedback on 
system maps, figure titles, and captions

• Supported phrasing, shortening, and refinement 
of strategy intervention texts

• Provided feedback on my approach and raised 
questions about coherence and consistency with 
findings

• Suggested clearer titles and action phrasing for 
implementation map items; I reviewed and 
decided on each

• Reduced text across strategy spreads to fit 
layout constraints

From Strategy to Interventions

Claude • Provided additional reflection questions that 
helped me expand what I considered in my 
personal reflection

• Reviewed whether my conclusion flowed clearly 
from findings through strategy to evaluation

• Helped shorten and rephrase within the word-
count limit while keeping my own voice

Evaluation, Conclusion and Reflection

Claude • Helped draft glossary entries for methods and 
core concepts in plain academic language for a 
general reader

• Reviewed the full glossary, margin notes, and 
visual framing for clarity and consistency

• Reviewed and refined figure titles and captions 
for precision and alignment with visual content

Glossary and Visual Elements
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Appendix B: Data Collection

Semi-Structured Interview

Interview Questions

1. How would you describe Autoneum’s culture? What is typicalAutoneum for 
you?
- Can you give a concrete example?

2. What comes to mind when you think about Autoneum’s 
competencyframework?
- What is your understanding of competencies?
- Do you know why Autoneum implemented the competency framework?
- What is your opinion about the competencies?
- How do you integrate it in your everyday work? Do you actively useit?

3. How would you describe collaboration and communication at Autoneum?
- How do you experience working with your peers?
- During communication, are competencies involved?

4. What does leadership mean to you? How do you embody it in yourdaily 
work?
- How are you supported in your role?
- What feels central to your leadership?

5. What role does the PMP play in your leadership routine?
- What do you think about the PMP?
- How meaningful do you perceive it to be?
- Can you tell me about your last PMP conversation? How was that?

6. If competencies were to play a stronger role in daily leadership, whatwould 
need to happen?
- What would personally help you to implement it in your daily life?
- Do you want competencies to play a more important role?
- What changes do you think need to happen currently?

7. How do you currently work with your team when it comes todevelopment 
and learning?
- In relation to the competencies?
- Personal Development Goals etc.

M3M1 M4M2

Culture / Behaviour

Competencies

PMP

Leadership

Support (Relationships)

Support (Tools)

E2

Open, family culture, feels comfortable, colleagues are respectful, people from different 
countries and cultures, really diverse, open to help, we support each other.

The culture is a culture that embraces everybody independently where you're coming 
from, who you are and things like that.

Everyone helps everybody, do not have to remind them, mostly are proactive and want to 
help because they want to. Take their own initiatives.

Helpful mindset

Proactive and engagement from the employee themselves

Cafeteria, everybody speaks with everybody. Close community

_____________

Javier describes a welcoming, "family-​like" environment that prioritizes inclusion and 
respect for the individual.

Family Atmosphere: "It's a very friendly culture, like a family culture. You feel very 
comfortable working here... it's a very welcoming culture and a place that you can 
really work."

Inclusion and Respect: "The culture is a culture that embrace everybody 
independently where you're coming from, who you are... I know that I'm respected 
and colleagues are respected."

Personal Growth: He views the environment as one where you can "drive to actually 
as a person in both personally and as well in your own work or career."

Social Commitment: He cites the voluntary organization of events as proof of the 
culture: "For example, the Christmas party... people are doing that on top of their 
work. This shows the commitment and the friendly atmosphere we have."

Use it in everyday life (skills) but he is not thinking about it actively. More passive when 
reflecting on what he did at work (during reflection)

He likes to share his knowledge (part of competencies)

Competencies are every day working skills that he practices.

People know about my skills (competencies) and approach me accordingly, my skills can 
be connected to the competencies

Competencies used as key guidance

________________

For Javier, competencies represent the practical application of high-​level expertise to 
business problems.

Expertise in Action: He sees his role as bringing specialized knowledge (like 
international taxation or immigration) into the company's daily operations.

Adaptability: He believes a core competency is the "ability to adapt" because "laws 
and regulations change all the time, so you cannot just stay with what you learned 
ten years ago."

Application: "It’s not just about having the knowledge; it’s about how you apply it to 
help the business move people around the world smoothly."

Formal quarterly meetings with his manager but informally he like to keep updated every 
week.

Informally, weekly updates to just catch up with his managers etc.

He really likes the PMP as it allows him to reflect on what he is doing and where his 
contributions are. So also reflect on his input and value he brings to the company.

It gives you time to reflect about what you are doing at work

Check-​in with ourselves

Look at what really happened rather than what you put as your objectives -> here you 
can compare

Many things that he is doing are not captured in the PMP or the objectives, the PMP talk 
gives him the awareness of what he is doing

It brings things  to light that are otherwise forgotten in all the work

It gives you insight to who you really are at work, how you perform, they way you live, 
values of the company

Discussions are enlightening for both

_____________

Javier values the PMP as a reflective tool, though he advocates for more frequent 
touchpoints.

A Moment of Reflection: "In the daily business, you forget the long-​term things... PMP 
brings things to light that you might have forgotten during the year."

Desire for Frequency: He prefers a more agile approach: "I would like to have more 
quarterly check-​ins rather than just the big ones... it keeps the conversation alive."

Objective Setting: He notes that the process helps him stay aligned with global HR 
goals while managing his specific niche in Global Mobility.

He has professional experience in Global Mobility in HR and people go to him regarding 
this topic, so he is an expert in it. For him leadership is something that you do constantly 
everyday. It's about empathy, understanding, respect, making and also allowing space for 
the other, being there when needed, supporting and guiding, being present.

Leadership means open door -> being accessible any time and everywhere

Someone who address issues or questions or problems

Someone who is upfront, open, easy to reach, easy to talk to

To lead is to show the way and to clear doubts, to guide and provide guidance

Being able to convey his feelings in working together, providing feedback

Being proactive

In daily life: small talk, small laugh, a well done, I've seen you did this...

Showing by acting, showing what the words mean

Lead me by example

_______________________

His leadership philosophy is built on accessibility, empathy, and leading through action.

Open Door Policy: "Leadership for me is an open door... I want to be easy to reach for 
my team."

Leading by Example: "You have to lead by example. If you want people to be 
committed, you have to show that commitment yourself first."

Empathy: He stresses the importance of recognizing the human side of work: "You 
have to have the empathy to understand how private life affects performance. We 
are humans, not robots."

Being flexible with supporting each other, if I need my manager more, I will meet more 
often with my manager

4 Eyes principles: as he is an expert in his field he gets external support as well so from the 
big companies like Deloitte. He can also call the authorities directly for help and opinion

Meeting with other big companies in Switzerland
-> connecting with other big industries from Switzerland
-> informal connections

__________________

Javier finds significant value in the informal network and professional trust within the 
company.

Collaborative Spirit: "We all support each other... if I have a question about a specific 
country, I know exactly who to call and they will help me."

Managerial Trust: He values a relationship with his manager that allows for 
autonomy: "My manager trusts me to do my job, but is there if I need a 'sparring 
partner' for a difficult case."

Autoneum provides internal learning programs but sadly not for all positions. Most of the 
programs are not useful to him as his job is really complex and needs to be up to date all 
the time.

He visits conferences, forums and meetings related to his job field

_______________

He is proactive about staying informed through external technical resources.

External Expertise: "I participate in many webinars and forums with the Big Four 
[accounting firms] to stay up to date on international laws."

Self-​Driven Learning: He advocates for more structured support for external 
learning: "I think the company could support more with external degrees or specific 
certifications... having a personal learning budget would be a great tool."

Level Up

Introduced in 2023

Used as a Christmas party topic, people were actively involved to choose who was 
nominated as Oscar awards. For the winnrer who has the best competencies, who 
showed the values the most and the people were selecting this person they though 
represented it the best

Level up introduction to the competencies, to bring everyone on the same level

CEO speaks about the initiatives

Do not forget about the human touch.
Having your peers celebrating you,

Keeping everybody on the same boat.

Christmas party to form connections, to understand each other better

______________

Javier interprets the "Level Up" strategy as a way to unite employees under a shared, 
human-​centric vision.

Human Touch: He believes the strategy is only effective if it remains grounded: "Level 
Up is great, but we must not forget the human touch... that is what makes Autoneum 
special."

Shared Identity: He mentions using the "Level Up" concept in social settings "to bring 
people to the same level" and foster a sense of shared belonging across different 
functions.

E3E1 E4

Informal, dress code is casual, no intolerance or prejudice against other culture

Get job done to customer with right quality

Autoneum has become more people centric and this trend was initiated by the 
headquarters

Environment of where you work at Autoneum is different (Poland -> Switzerland)

Difference in language and culture dependent where you are - communication

___________

Marcin views the culture through a lens of operational excellence and an increasing shift 
toward valuing individuals.

Customer Centricity: "Typical Autoneum for me is focus focus on delivery to 
customer. So this is always the main goal not to stop the customer... this is I think in 
the center of all discussions."

Evolution toward People: He notes a change in recent years: "The company is trying 
to be more people centric than it was in the past... in the past it was only focusing on 
the delivery, now we are focusing also on the people."

International Community: "We feel altogether like an international community and 
we respect the others... you feel that people are from the whole world."

Safety and Trust: "You can feel that you are safe in the company... it's a stable 
environment where you can work for years."

Shared service centre in Winthertur regarding IT

He does not really see a big change since the level-​up but he also addresses his own bias 
regarding this that he might be too involved to see changes

Level up has potential, only good things are written there but they need to make it happen

Level up amplifies the human centeredness

______________

He views the strategy as a necessary stabilizing force that requires consistency from the 
top.

Consistency is Key: "Management must be consistent... too many changes in the 
strategy is not good for the people and their motivation."

Translation to Daily Work: He sees his role as explaining how the high-​level strategy 
affects his department: "I try to translate 'Level Up' into what it means for our daily 
financial reporting."

Managers as Facilitators: He believes a manager should "not have all the answers" 
but should instead "use the collective knowledge of the team" to find the best 
technical solution.

Encouraging Dissent: He values a culture where junior staff can challenge seniors: "If 
an engineer has the data to show a decision is wrong, they should feel comfortable 
saying it. That’s low-​level leadership."

Open Feedback: He describes a relationship with his manager that is built on "very 
honest and very open" dialogue.

He supports personal development and wants his team to grow personally.

-> appreciates learning from outside of his department

let people experience different things, also outside of Autoneum (different jobs)

____________

He believes that a leader’s support is demonstrated through availability and shared 
context.

Being Approachable: "I am always there if they have a question... even if I am busy, I 
try to find five minutes to help them."

Shared Responsibility: He views the relationship as a partnership where "we are all in 
the same boat" to reach the department's goals.

Know your team, you know their skills / competencies

Ideally assign the tasks to the competencies, people -> most efficient

Being your own leader, people need to show up for themselves, make yourself visible, 
need to be active in collaboration

As a manager he has to deal with HR stuff than just finance (his field) but thats the job of 
a manager

Competencies mainly used for job description when they need to hire someone

Competencies are not lived everyday (used actively) but they come back again and again 
and are important, they are needed

___________________

For Marcin, competencies are practical tools for efficiency and recruitment rather than 
daily checklists.

Task Matching: "I assign tasks by matching them to employee competencies... if 
someone is good at reporting, they do reporting. It makes the work more efficient."

Recruitment Focus: He believes the formal model is most useful during the hiring 
stage: "When we are looking for a new person, we check if they have the 
competencies required for the role."

Implicit Knowledge: He suggests that in established teams, competencies are 
understood without formal lists: "We know each other. I know what my team can do, 
so I don't need to look at the HR tool every day."

He does more formal meetings so twice a year where he talks to his team
Talked about:

progression
objectives

-> like a discussion

But they need to come prepared, do the reporting and reflecting

He does not study the development objectives to often.

His team are already experts and know what they do, and they should make their mind in 
which direction they want to grow

_____________

He treats the PMP as a formal alignment exercise that provides clear direction.

Setting the Direction: "PMP is for me to give the direction... to say 'this is what we 
want to achieve this year'."

The Review Cycle: He emphasizes the importance of the mid-​year and end-​year 
reviews: "It’s a time to sit down and see if we are on track or if we need to change 
something."

Formal vs. Informal: While he completes the formal process, he values the informal 
check-​ins more: "The PMP is the formal part, but the real talk happens during our 
weekly meetings."

Weekly meetings for updates, exchange topics, tasks to be done, status, issues, etc.

Will get information from him personally and not from outside of teams

International Learning Program: for people who get involved the first time in the really 
multicultural teams and to learn how people from different countries, different regions, 
different functions, how they work, think and to get to know them. Good opportunity to be 
exposed to different people from Autoneum. Also to network within the organisation
Learned from each other

What he learned there is the impact of one cultural background has on how you perceive 
information, how one communicate. It's totally different from America to China. Need to 
talk to people in different ways to get the same effect

______________

Marcin focuses on transparency and the "why" behind the tools used in finance.

Reason Codes: "I support my team by sharing the 'reason code'... they need to know 
why they are doing a specific report, not just how to do it."

Technical Infrastructure: He highlights that the company provides the necessary 
financial tools and software, but emphasizes that "the tool is only as good as the 
person using it."

Other

People, when they got a message do like that, they get motivated, then they go in this 
direction. Imagine that in case they they after one month they learn we change the 
direction. What? What's about their motivation and engagement?

To make a company successful, you need to make people working in the same direction 
and you cannot change this direction too much

_______________

Intercultural Respect: He emphasizes the respect within the company: "We respect the 
others, we respect the different cultures... this is very important in an international 
company like ours."

Time Management: He acknowledges the pressure of work: "I am busy sometimes very 
much... but I never miss to answer. It can be a delay, but I will answer."

Communication

Communication:
needs to be effective
not everyone reads their email (gloabaly speaking)
misunderstanding happens
not everything is done properly
really important
it is hard to collaborate well as people make mistakes, some are not informed,
silo thinking, every department lives in their own bubble and do not care what the 
impact of their job is on the other department

-> has a lot to do with how people work, their ownership to work, people's behaviour, 
company culture, task assignment

-> needs consistency and long term strategy starting from the top
So managers have to be consistent first, stable expectations

For controlling: they are at the end of reporting so they will suffer if something was not 
done right etc.

It takes time until all the communicated reaches the plant level at the end. It takes time 
until they understand, until they change their behaviour

_____________________

His communication style is highly structured to ensure no one is left behind.

The "Full Round" Meeting: "In our weekly meetings, I go the full round. Everyone has 
to say something... this is how I know what is happening."

Avoiding Rumors: "This prevents people from learning news from the coffee 
machine... it’s better they hear it from me first."

Open Feedback: He encourages his team to be honest: "If you don't agree with me, 
say it. I prefer to have a discussion now than a problem later."

no verbal communication, like behaviour, how you interact, body language

In daily life: small talk, small laugh, a well done, I've seen you did this...

Showing by acting, showing what the words mean

Meetings (online, in-​person); 1:1 talks directly; phone calls; email; power points; standart 
written communication -> communication

Sharing knowledge by communication, answering questions

_____________________

He prioritizes high-​bandwidth, personal communication to ensure clarity.

The Power of Face-​to-​Face: "I prefer one-​to-​one communication... if you see the 
person, even on Teams with the camera, you can read the body language."

Nuance: "In Global Mobility, we deal with sensitive topics like moving families... you 
cannot just send an email for that. You need to talk and listen."

He wishes for more support regarding personal development in regards to money. To 
finance courses, lectures, programs etc. that are outside of Autoneum's learning 
development tools or offer time for education

____________________

Intercultural Collaboration: He views the international nature of the company as a 
strength: "Working with colleagues from all over the world makes the job interesting... you 
learn something new every day about how people think."

Work-​Life Integration: He appreciates the flexibility the company offers, noting that 
feeling "comfortable" in the workspace leads to better results for the company.

Friendly work environment, people get along very well. Casual, overtime you build good 
relationships wit colleagues -> does not feel like effort or hard work to get along

Like going to work to see some friends

Kind of people who want to bring you into the work environment

first name basis

casual feel from bottom level up to absolute top level

There are people who are working there for 35 years

________________________-

Jeremias views the company culture as fundamentally approachable and friendly, defined 
by long-​standing relationships and a lack of rigid hierarchy.

A Friendly Environment: "I think it's like a really friendly work environment, I would say. 
Overall... I think most people get on very well."

Informal Dynamics: He notes that the atmosphere is relaxed but professional: "I 
wouldn't say it's casual, but it's more, yeah, just kind of, you know, like over time you 
just build good relationships with colleagues."

Low Hierarchy: "It’s very easy to talk to anyone... whether it’s a senior manager or a 
junior engineer, you just use first names and talk. There isn't that barrier."

Not a huge fan of competencies, he thinks it's useful but as an employee it does not really 
mean anything. It is more for managers and HR.

Competencies are inherit in the job descriptions

It does not matter if you don't write it down, it has to  be done/achieved anyways (the 
competencies)

Competencies are for future opportunities (roles, job positions)

-> but they prefer people from the same team for managers at least in R&D

_________________________

Jeremias takes a pragmatic, slightly skeptical view of formal HR competency frameworks, 
prioritizing technical expertise.

The HR vs. Reality Gap: "To be honest, I'm not a huge fan of the competency model... I 
think it's more for HR to have a list than it is for us in our daily work."

Technical Priority: For him, the "real" competencies are the technical skills required to 
solve engineering problems, rather than the "soft skills" curated in global lists.

Role Specificity: He acknowledges that while the model exists, it often feels "too 
general" to capture the specific needs of a specialized R&T (Research & Technology) 
role.

I think this is quiet good. We have our own targets and our personal development 
objectives and it's quiet good to have this. Also to know that some people are making 
sure that you are progressing, there is a bit of growth. That you work towards the future 
and improve your competencies or reach a certain target.

Choose objectives that are job related.

Straightforward (projects)

Companies goals aligns with his personal goals
(He wants to be a patent attorney, company is helping him to be that by proving courses, 
materials, time etc.)

Projects evaluation is not really fair, sometimes does not make sense. Especially in R&D as 
projects depends on outside factors that are not controllable and therefor can influence 
goals achievements.
-> you are graded on projects that are out of your control

-> wishes for more flexibility here

_______________

While skeptical of the competency "labels," Jeremias finds the PMP process highly 
valuable for personal career structure.

Tracking Growth: He uses the PMP to document his progress: "It’s good for setting 
personal development objectives and actually tracking if you’re moving toward 
them."

Securing Qualifications: He highlights how the PMP helped him formalize his path 
toward becoming a patent attorney, ensuring the company supports the necessary 
training and exams.

Concrete Targets: "It makes the targets concrete rather than just a wish list... you 
have it in writing, and you review it with your manager."

R&D organisational structure is different. Very unclear how things get decided. Top 
managers decide behind closed doors. Employees do not know how this gets done, no 
one's involved, some cases no one know what is happening, or know that there is a 
position open.

Managers are supporting in regard to achieving you personal learning goals, but also 
trough feedback and supporting with answering questions etc.

___________

Jeremias believes that the most effective support comes from the network of experienced 
colleagues.

Mentorship: He mentions that more experienced colleagues often "step forward to 
sort of mentor" younger engineers, helping them navigate the complexities of the 
automotive industry.

Trust-​Based Support: "The better you know someone, the easier it is to ask for help... 
you know who the expert is for a specific topic, and you can just call them."

Leading by example

using the competencies in your team

If they do not have all the answers, they know that their team has the knowledge and also 
use the knowledge of the team. Have your teams as a support team to make decisions 
and also give recognition to the team.

Give directions to people (guiding)

But also learn from the people, draw on your employees knowledge

not being afraid of conflicts or challenges

being able to explain your decisions (nachvollziehen)

also giving you own knowledge, sharing knowledge

making sure everyone is calm and not stressed, especially if things goes wrong but you 
have no influence over it

helping each other out

decision have to be done based on facts

_______________

His view of leadership is one of technical facilitation and the empowerment of team 
members to voice their opinions.

Managers as Facilitators: He believes a manager should "not have all the answers" 
but should instead "use the collective knowledge of the team" to find the best 
technical solution.

Encouraging Dissent: He values a culture where junior staff can challenge seniors: "If 
an engineer has the data to show a decision is wrong, they should feel comfortable 
saying it. That’s low-​level leadership."

Open Feedback: He describes a relationship with his manager that is built on "very 
honest and very open" dialogue.

More supporting tools and learning

The personal development goals

paid external courses (in his case) for training
-> only if it is agreed by management and also needed for the job and there is a gap that 
needs to be filled for the future

internally experts who give lectures, webinars

_________

He focuses on the importance of internal knowledge-​sharing platforms and specialized 
training.

Internal Knowledge: He values "internal lectures and webinars" where experts from 
different parts of the company share their findings.

Self-​Driven Learning: Like Thomas, he suggests that the tools are available (such as 
LinkedIn Learning), but it requires the individual to carve out the time to use them 
effectively.

Importance of feedback

He complains because he thinks things can be better and he cares

_____________

He prefers direct, technical, and honest communication styles.

Honesty over Politeness: He appreciates that the culture allows for "heated technical 
debates" because everyone understands it is about the "best solution for the 
product" rather than a personal attack.

International Nuance: He acknowledges the difficulty of communicating across 
global sites, noting that while English is the standard, local plant trials often require 
"a bit of translation and patience."

Does not really know about the level up strategy. Knows that there are certain pillars but 
he is not directly involved more of the innovation side.

At the end is about maximising and profit and business.

Porject has become more strategic and gear towards a certain target, there is a 
customer at the end and strategy fits towards the long term goal.

He has noticed a difference, there has been a jump forwards

____________________

Jeremias observes that the company strategy has recently become more visible and 
disciplined within the engineering departments.

Strategic Focus: "Projects are becoming more focused and strategic... we are moving 
away from doing everything to doing what really fits the technology roadmap."

Visibility of Goals: He notes that the "Level Up" strategy helps clarify "why" certain 
projects are prioritized over others, providing a better sense of direction for the R&T 
team.

HR is even struggling to get learnings in line and getting even practices like basic hiring 
and firing practices in line

Different countries and different rules

____________

Professional Reflection: At the end of the interview, he notes: "You just get on with your 
daily work and you never really think about [HR stuff]... so it was good to kind of reflect on 
this."

Industry Outlook: He highlights that the automotive industry’s "fast pace" dictates how 
learning happens—​it has to be "quick and applicable" to be valued by the engineers.

CULTURE/OPERATIONS

Culture has changed a lot over the almost 15 years (talking about the Business Group 
Europe)

At the beginning of his career, central part was responsible for financial results and each 
plant was somehow standing alone

Plant -> individual training programs, own culture etc.

Now:
creating something global
internal learning programmes for leaders etc.
more decisions where shifted to central or had to require central approval in 
business group and plant were less independent
still on boarding teams from local plants to central

Plant managers are responsible for deciding how things are being managed, addressed 
etc.

Everyone has different approaches of leading and managing

_____________

Andrea reflects on how the company culture has evolved from a collection of 
independent units to a more unified, people-​centric organization.

Evolution of Culture: "The culture has changed a lot over these 15 years almost. At 
the beginning... it was a collection of plants... now it's much more centralized in our 
approvals but still local in our relationships."

People Orientation: He emphasizes that the current focus is on the human element: 
"I would describe it as a purchasing culture that is people-​oriented... it’s about trust 
and global collaboration."

Commitment and Longevity: He notes that the culture encourages long-​term 
retention: "People stay here for a long time because they feel part of a project, not 
just a company."

Introduced the competency model before anyone else.

Invest a lot in engagement
Easy for his department (purchase) as it is similar in every country and central factory is 
easy to coordinate

Competency model cards

competencies for set of skill requirements
-> define important competencies for specific role
-> scale according to strength of employees

Assign tasks/roles according to the competencies
-> skill-​based role/tasks/job assignment
-> to assess where the potential of this person is

Certain competencies are harder to develop, some are easy to develop (see picture)
-> looking at the competencies to see where the person might lack and what 
competencies this is. If it is a competency that is hard to develop, this person might not 
grow to be the person you need them to be in this position

"If you end up with a manager where persuading and persuading as the manager is a key 
function. You might never be able to develop him."

"So you have to be very careful that you have the people with the right."

___________________

Andrea utilizes the competency model as a strategic tool for both recruitment and team 
development.

Mapping Skills to Roles: "We map specific competencies like 'persuading others' or 
'analytical thinking' to the specific roles within purchasing... it’s not the same for a 
buyer as it is for a manager."

The STAR Method: He uses structured interviewing to verify competencies: "In 
interviews, we use the STAR approach—​Situation, Task, Action, Result—​to see if they 
actually have the competency or if they are just talking."

Bridging the Gap: For Andrea, competencies help identify training needs: "It allows us 
to see where the gap is between the person’s current skill and what the company 
needs from them."

Gallup

only 12% of the companies worldwide have a better scoring than his department
everyone can do this questionnaire but is not mandatory -> if only five people out of 
10 reply it's bad signal
Business Group has expectation to have a good engagement

His team is scattered across Europe

Uses AI for meetings, check contracts, prepare agenda, classify families, prepare his 
reports, evaluate offers etc.

"Engagement is always important. It's good for the good for the people themselves. -> If 
they do what they can do best every day, if their job match their skills, then they have the 
days."

First of all, you want to you want to hire somebody internal. Because you want to give 
your team a possibility to develop.

But way too frequently, there is this big mistake that they take the best specialists they 
have in the team. And they tell him to be a manager, and this is a completely different job. 
And so what they end up as a manager is to do the job they were doing as a specialist 
and they become a micromanager because they don't say my job is now to develop my 
team, but it's to do my job, but using these people.
And these people, the employees, they feel micromanaged. -> low engagement

Managers don't invest time in engagement -> more priority in practical tasks instead of 
emotional task is more important
________________________

Intercultural Challenges: He notes that working across different European plants requires 
an understanding of local cultures: "You cannot manage a person in Poland the same 
way you manage someone in Spain; you have to adapt."

Recruitment Focus: "When I hire, I don't just look for a buyer; I look for a person who fits 
the team... technical skills can be taught, but the right attitude is rare."

Gallup to measure engagement

Giving people the tools and equipment they need.

Move Awards -> initiatives to celebrate achievement

___________

Andrea is highly proactive in using digital tools to increase efficiency and understand his 
team.

AI Integration: "I am using AI bots for checking contracts, preparing reports, and 
managing my agenda... it saves so much time."

CliftonStrengths: He uses Gallup tools for team management: "I have the top five 
traits of every person in my team from CliftonStrengths... this helps me know who to 
give certain tasks to based on their natural talents."

Learning Platforms: He encourages the use of internal resources: "We have 
GoodHabits and other platforms... the tools are there, but you have to encourage 
people to use them."

Weekly team meetings (M-​M) -> online
-> align topics they need to run

Weekly one-​to-​one meeting half an hour per team member

Via Chat, email, but mostly chat or phone

And the managers (his team) will have weekly meetings with their team and also have the 
one-​to-​one

Pro:
close to the stakeholders -> quick connection with the people in plant

Cons:
easier to understand your own people if you can walk by and see if they are having a 
good day or bad day by looking at their face than just looking at their face half an 
hour per week online

Communication is important
For online meeting he uses AI to generate the agenda and uses it as guidance
-> 15-5 Checklist

start by checking up with the person (is everything fine, can they manage their 
workload, how is there wellbeing)
really important so the employee feels heard -> emotional connection

Communication is top down

"the Top people (CEO, Shareholder, etc.) give targets, then speaks with the head of 
business group, the business groups, then the next level to the top manager, the next top 
manager to the plan to the head of operation, the head of operation to the plan 
manager, the plan manager to the employees. 

-> every time you go down, the message goes away (lost in translation)

_________________--

Managing a decentralized team requires a disciplined and transparent communication 
rhythm.

Digital Connection: "With a team scattered across Europe, we rely heavily on weekly 
online meetings and one-​to-​ones to stay connected."

Transparency: He believes in open dialogue: "I try to be as transparent as possible 
about why we are making certain decisions... it builds trust."

Pulse Checks: "The one-​to-​one is not for checking tasks; it’s a pulse check to see 
how the person is doing and if they need support."

Two meetings per year as a team where they discuss the tasks (documents it in excel)

Learning and development goals are also linked to the Gallup/Employee engagement
-> choose one or two managers to take care of identifying opportunities, make 
recommendations, etc.

Now mainly online meeting

___________

He views the PMP as a necessary framework for alignment, though he acknowledges its 
implementation can vary.

Global Consistency: "We use the global PMP process to ensure that everyone is 
aligned with the same objectives across the region."

Varying Priority: He observes a challenge in consistency: "The importance of PMP is 
different from plant to plant... for some, it’s a priority, for others, it’s just a task to be 
finished."

A Tool for Motivation: "If used correctly, the PMP is a motivation tool... it shows the 
employee that we care about their performance and their happiness."

Feedback culture

Assign employees to their strengths

Companies sometimes make the mistake to take specialist, the best in a specific area, 
specialist in a carpet development, they make them manager. Then they have the team, 
but they are specialists, they are so uncomfortable in that. 

-> Being a specialist does not mean you are a good manager or leader
-> new manager is now also not satisfied

Assigning people to new roles based on their competencies (matchmaking people to roles 
- having the opportunity to do what they can do best everyday)

See if the job is really meeting the nature of the characteristic

Being able to express themselves

Provide a couple of guidelines, a little bit of direction, show them where they have to go 
and then step back
(Check in every now and then to see if they need you or are struggling somewhere)

Patience and trust your employees -> can be frustrating and time consuming to invest in 
people's development

-> SERVANT LEADER

Ideal, my team could work perfectly without me, at least for the next 6 to 12 months
__________________

Leadership
Andrea’s leadership philosophy is centered on empathy and creating an environment 
where individuals can thrive.

Empathetic Leadership: "I think a manager should know if their employee is having a 
good day or a bad day... you need to have that connection."

The "15-5" Rule: He uses a specific communication tool: "I use the '15-5' checklist—15 
minutes for the employee to talk about whatever they want, and 5 minutes for me to 
give updates."

Developing Potential: He describes his role as a facilitator of growth: "I want to see 
people bloom... I saw a buyer in France who was struggling for years, we changed the 
manager to someone more empathetic, and boom, she bloomed."

Managers have a big influence in the engagement of the employee
-> how they work
-> priotities

Need to give space to the employee to develop the skills

Certain manager can change the whole organisation

"In France, for example, when we changed the purchasing manager, and beware, the 
person we had before was very good, is now even a higher position, is good in this 
position. But we changed the manager, we had somebody more empathetic, also a 
woman, and we had this buyer, which was for years struggling to express herself, boom, 
bloom.
 And is delivering A lot; it's so beautiful to see."

____________

For Andrea, the relationship between a manager and an employee is the most critical 
factor for success.

The Manager-​Employee Bond: "An employee can bloom under a certain manager or 
can go down under another... the relationship is everything."

Mentoring and Support: He sees himself as a supporter of his team's well-​being: "My 
job is to provide the right environment... if they feel supported, they will deliver a lot 
more."

Level Up is good because it's giving us a little bit of direction. It's very important, especially 
for what concerns the question and my contribution to the companies, but it's too high. 
Struggling to link the performance with my team.

Good for providing framework

Values are good but too general. Every company has these values; they do not differ 
much, to be honest. It is a very similar to any other companies.

We could change our values but it would not change much internally

-> more important is to have good managers

_______________

He sees the strategy as a way to unite the workforce under shared goals and recognition.

Strategic Alignment: "The strategy is about moving the company to the next level by 
ensuring everyone understands the global values."

Move Awards: He highlights the importance of recognition: "We use the Move Awards 
to celebrate achievement and align with the strategy... it makes the values visible 
and tangible for the employees."

people are committed to support each other

Good level of accountability, not everyone shows or demonstrate it the same way tho

pragmatic, easy going personalities, down to earth

-> manufacturing environment

At Headquarter, everyone is close to management (CEO, CFO, different group function 
leaders)

Family touch, everyone feels comfortable

___________

Thomas views the culture as a blend of professional pragmatism and a supportive 
"family" atmosphere.

Pragmatism: 
"Typical for Autoneum is this down-​to-​earth culture... it’s very pragmatic. Not 
this flashy corporate style you might find in banking."

Support and Commitment: 
"People are very committed to support each other. Even if there are 
disagreements, there is a high commitment from each of the employees to 
support the overall goal."
"People are very committed to support each other. Of course, there is here and 
there discussions... but I would say overall there is a high commitment from 
each of the employees to support each other."

Low Hierarchy: He highlights the accessibility of leadership: 
"I mean, we are sitting here in the headquarter. You can just go to the CEO's 
office, knock at the door and ask a question. This is not common in every 
company."

Accessibility: He highlights the low hierarchy, noting that "you can just go to the CEO's 
office, knock at the door and ask a question."

Trust: He mentions that the culture is built on a "foundation of trust," where 
employees are given the freedom to act within their roles.

Commitment as an Advantage:
 "I think it's a family touch. It's a commitment from the people to the company... 
this is a competitive advantage because people are sticking to the company 
and they want to make it successful."

Competencies is based on the old logima competence model

Him and his coworkers (HR) implemented the competencies in the assessment tool

Competence management

Hope that we do not skip the competency part and skip to skills in general

Did a pilot project with around 20 people and IT organisation. Managers were not that 
happy at first because it requires a lot of time, but after the end (after they talked to the 
employees), they saw that many employees were interested because it is a fact-​based 
development conversation.
-> it's tangible

He thinks once the employee understood the approach and they are willing and excited 
to further develop with the organisation, it is then well perceived. But it requires effort to 
explain everything.

Want to separate the competence-​based development approach with performance 
measurement

-> use the competence-​based conversation to drive the personal development

____________________

Thomas is a strong advocate for a structured competency model to provide a common 
language for growth.

Defining the Standard: He describes competencies as the "fact base" for 
conversations. "It helps to make development tangible. It moves it away from 'I think 
you are doing well' to 'these are the specific skills we need'."

Objective Measurement: "The competency model helps to make it tangible... it moves 
it away from 'I think you are doing well' or 'I have the feeling' to a strong fact base."

Pilot Program: He explains that his department piloted the competency assessments 
to show that "I was piloting it with my department... so that people see okay, this is 
not just an HR tool, it's really a tool which helps to develop the people."

Gap Analysis: He uses the model to identify "where a person stands today versus 
where the role requires them to be in the future." "You have an assessment where you 
see 'this is my profile' and this is what the role requires... then you can define together 
with your manager where you want to go."

PMP -> to measure personal targets

Personal Development conversation should take place at least beginning of the year to 
define specific development activities, but then also follow up on those activities during 
the year

Sometimes people also feel not super engaged because there is not so much
 active discussion with the manager on their development. That's why we are pushing a 
bit this competence-​based development approach to really force the manager and the 
employee into a fact-​based conversation with the outcome of defining some concrete 
development actions. 

It's always the manager and the employee who should have really a strong development 
conversation. But as soon as the development actions are defined in the development 
plan, then it's the employee, right, who is in the driving seat, which is also still sometimes 
misunderstood, right?
 Employees often say, I have no development because my trainer is not sending me to a 
training, right? So that's the typical part, right? So it's also for me better to argue to say, 
you have to find the development action together with your manager. Ask for maybe if 
you need support here and there, but everything is there, though. It's also up to you as an 
employee to drive your development.

_____________________________

For Thomas, the PMP is about alignment and transparency, though he prefers to keep it 
distinct from pure development.

Alignment: "The PMP is there to ensure that every employee knows their business 
targets and how they contribute to the company's success."

The Review Cycle: He emphasizes the importance of the beginning-​of-​year meeting: 
"This is where you set the stage. If the targets aren't clear here, the rest of the year 
won't be effective."

The Importance of the Conversation: "The form is one thing, but the dialogue 
between the manager and the employee—​that’s the most important part. If you just 
fill out a form, it’s useless."

Separation of Feedback: He believes in separating the "rating" conversation from the 
"development" conversation so that employees don't feel "judged" while they are 
trying to learn.

Workshops, webinars, training (global and local)

Work with Good Habits
________________

He views tools as resources that require employee initiative to be effective.

The "Buffet" Analogy: "HR provides the buffet—​the webinars, the GoodHabits, the 
training platforms—​but the employee must have the hunger to go and eat."

External Assessments: He mentions using external tools like "... assessments" for 
senior talent to provide deeper psychological and professional insights that internal 
tools might miss.

Specific Resources: He mentions that "we have a lot of tools like LinkedIn Learning or 
internal webinars," but notes that their effectiveness depends entirely on the 
"individual's drive."

Engagement is my intrinsic motivation

Employee Engagement: He discusses the "Gallup survey" (engagement survey) and notes 
that while the data is useful, the "true value is in the follow-​up discussion" with the team 
to understand the 'why' behind the scores.

Recruitment: He notes that when hiring, he looks for "cultural fit" as much as technical 
skill, as a lack of fit "disturbs the team harmony."

Leader can impact my intrinsic motivation, negatively or positively

Forcing team lead to do a workshop, to share results , to discuss the results and to come 
up with sone concrete, tangible action to improve engagement

A good manager does not necessarily need to be a good leader

Am I able to take time for my employees?

Listening to employees, trying to understand employees -> empathy

Empowerment of employees, support your employees

Motivation -> motivate the team when they are stressed or in difficult times

Delegating tasks to to the people who are capable to do it

Being able to help the employee

Being open, giving space/room for conversation
-> showing presence

Have employees back, know that they are not alone in this.

Give praise

____________

Thomas makes a sharp distinction between managing a process and leading a person.

The Role of a Leader: "A leader for me is somebody who is listening... empathy is a 
very, very key element."

Leadership vs. Management: "A manager is for me somebody who is looking for the 
tasks, the structure... a leader for me is somebody who is listening. Empathy is for me 
a very, very key element."

Empowerment: He describes his style as facilitative: "I’m not giving you the solution; 
I’m helping you to find the solution."

Accountability: He believes leaders must provide "clear guardrails," but within those 
rails, the employee should have "full autonomy."

Facilitation: "I’m not giving you the solution; I’m helping you to find the solution. This 
is how I see my role as a leader."

Psychological Safety: He believes in creating an environment where "people feel 
comfortable to speak up and also to make mistakes, because if you don't make 
mistakes, you don't learn."

Pragmatic approach to communication at Headquarter.
-> all sitting in the same office, so if anything comes up, they can quickly talk to each 
other

Gray zone of who is doing what

Align and communicate with people

__________

His communication style is rooted in physical proximity and honesty.

Direct Interaction: "We sit together in the office, so communication is very direct and 
very fast."

The Risk of Pragmatism: He admits that because they talk so much informally, they 
sometimes miss the "formal documentation" of decisions. "Pragmatism is great for 
speed, but you have to be careful not to leave people in a 'grey zone' where they don't 
have the full information."

"Pragmatism is great for speed, but... sometimes we miss the formal 
documentation. You have to be careful not to leave people in a 'grey zone' 
where they think they know what was decided but it’s not 100% clear."

HR:
-> corporate function
-> regions (Business group)

_________________

For Thomas, growth is a partnership where the manager acts as a guide.

The Manager as Coach: "I see myself more as a coach or a mentor for my team... I try 
to give them the freedom they need to grow."

Individual Responsibility: He is clear on the boundary of support: "The employee is in 
the driving seat of their own career. I can support, I can coach, I can give feedback, 
but the move has to come from the employee."

The vibe here is good. People are friendly, willing to help, willing to take time out of their 
day, at least within the R&T organisation

Feeling comfortable to ask question

________________________

Matthew describes a positive, helpful environment, particularly within Research & 
Technology (R&T).

Vibe and Interaction: "I think the vibe here is good. People are friendly, willing to help, 
willing to take time out of their day".

Safety and Risk: He notes the culture is "a little bit too safe" regarding innovation risk. 
However, he emphasizes a strong "focus on safety" in operations, where he feels 
comfortable raising issues.

Flexibility: "It's very flexible... we get two days at home office a week".

Comparison: While he suggests it might not be the "highest paying engineering firm 
in Switzerland," he values the people and the environment.

do not take too much risks regarding implementation or new projects

Project aligns with company strategy

Rotational program (work outside of your normal work environment, like in France or 
other plants)
-> improves communication, builds relationships

Gallup - engagement survey

____________________________

Rotational Program: A major point of feedback from Matthew is the lack of a "rotational 
program." He believes HR should develop a 3–6 month exchange program to improve 
global communication and help younger employees grow.

Company Politics: He was surprised by the amount of "politicking" between departments, 
where decisions are sometimes made for business or KPI reasons rather than technical 
logic.

Engagement Surveys: He criticizes the "Gallup survey" used for employee engagement, 
noting that questions are often ambiguous and interpreted differently by different 
cultures

We have many resources available to us but I don't really use any. But I just haven't 
needed them yet.

Do not have the energy to do it after work

Working on some certifications

________________

Support is found through both digital tools and mentoring relationships.

Internal Tools: The company uses an internal website (Wave) for submitting and 
curating innovation ideas.

Digital Support: He has access to a PMP certification program and is part of an AI 
team testing Microsoft Co-​pilot to improve efficiency.

Is part of the PMP but is not fully aware that it is the PMP

-> opportunity to get a promotion
.> set targets with managers and then see if he meets expectations, exceeds or 
substantially exceeds it

-> highlight particular skills they want to improve on

______________________

Matthew is relatively new to the formal PMP but has participated for two full years.

Target Setting: "Typically at the beginning of the year, we set targets with our 
managers".

Ratings and Growth: In his first year, he "just got meets" expectations, but in his 
second, he achieved between "exceeds and substantially".

High Potential List: He mentions a program where those who "exceed expectations" 
are highlighted to HR and put on a "high potential" list for additional training.

ability to deal with personal problems

being available (good at responding)

_________________________

Matthew’s view of leadership is defined by his relationship with his manager, James, and 
his own role leading project teams.

Management Style: He describes James’s style as not "super hands-​on" but very 
responsive and invested. He appreciates that they can be direct with each other: 
"You can just say it how it is and it's okay".

Project Leadership: While he doesn't formally manage people, he leads "teams in the 
projects," handling planning, timelines, and meetings.

One-​on-​Ones: He meets with his manager for a 30-​minute chat roughly "once every 
two weeks".

one-​to-​one meetings once every two weeks (depends, sometimes more frequient) but 
also weekly

monthly meeting discuss:
-> what went well
-> what we didnt like in the past month

_________

Mentorship: He has colleagues who have "stepped forward to sort of mentor" him, 
providing a safe space for questions.

project based on competency and history of how they perform

___________________

Matthew’s role is primarily project management-​based, despite being an associate 
engineer.

Skills List: R&T maintains a "skills and competency list" used to build project teams. 
Matthew created his own, which was approved by his manager to verify his abilities.

Key Skills: He identifies communication as one of his strongest competencies, which 
led him toward project management rather than a purely technical path.

Improvement Focus: For the current year, his focus is on "harnessing AI to improve 
efficiency".

Promotion Criteria: He understands that moving from associate to engineer is 
mostly based on years at the company, but higher levels require proving specific 
project management skills.

Matthew mentions strategy primarily in the context of project sponsorship and long-​term 
planning.

Alignment: Global product managers must ensure projects align with "company 
strategy" before sponsoring them.

Visibility: He notes that being in Concept Development gives him more visibility into 
new projects and strategy than others in R&T.

Technology Roadmap: He refers to a "technology roadmap" that plots products for 
the market over a roughly five-​year timeframe.

As an English-​speaking company, English is the primary language, but Matthew notes 
several nuances.

Language Barriers: Trials in plants (e.g., in France or Germany) often require Google 
Translate or help from senior engineers to communicate with local maintenance 
crews.

International Teams: He has experienced "outnumbered" moments where French or 
German colleagues switch to their native tongues, which he finds "not particularly 
polite".

Interpersonal Connection: He believes "the better you know someone... the better 
work you can do," citing that established relationships lead to quicker responses and 
better collaboration.

Thomas sees "Level Up" as a professionalization of the company’s internal standards.

Strategic Alignment: He mentions that the strategy requires "a different mindset" 
where people take more ownership of their personal and professional growth.

Global Standards: Part of the strategy is to "standardize the way we lead and 
develop people across different regions" to ensure a consistent Autoneum 
experience.

Standardization: "With Level Up, we want to professionalize the way we lead... to 
have a standard across the world so an employee in China has the same 
development opportunities as someone in Switzerland."

Mindset Shift: He notes that the strategy requires people to move from a passive 
state to an active one: "It's about taking ownership. Don't wait until somebody tells 
you what to do, but bring your own ideas."

Multinational company
open and friendly atmosphere
People are helping each other, supporting each other -> well maintained teams and 
supporting environments

When there are new people, we help them integrate to get up to speed

When they acquired another company, they helped the other employees integrate into 
this company. They did not kick them out but integrated them into Autoneums existing 
team.

Culture has been more or less the same

_________________________________

Boris characterizes the company as a supportive, non-​competitive multinational 
environment.

Open and Friendly: "I would say it's a pretty open and friendly atmosphere. People 
are helping each other, supporting each other."

Lack of Internal Rivalry: He contrasts it with other corporate cultures: "It's not... like in 
other companies I know where everybody's fighting with elbows to get in front or to 
get on top. We don't have this, we don't see this."

Onboarding Spirit: "We have new people, we help them to integrate, to get up to 
speed. And in this regard, I'm actually pretty happy."

Team Stability: He observes "really well-​maintained teams and supporting 
environments" across the organization.

Helping employees develop new skills, with languages also paying for the courses etc.

Internal SharePoint and HR system -> learning platform where everyone can scroll 
through a catalogue of courses and trainings. Some courses are with external trainers, 
where you have to apply but it has to be approved by your manager in order to be 
enrolled

soft-​skills -> training and e-​learnings

Every year they plan a budget for technical trainings for the IT department

Tranings organised by the company, like leadership trainings where you have practically 
the whole company every year aroung 25 - 30 people who are nominated by the 
department heads and then approved by HR.
-> International Leadership Program
-> High Performance Leadership Programme (big training programme with three 
modules, one week each)

___________________

Boris emphasizes the technical infrastructure and digital platforms provided by the 
company.

Information Sharing: He highlights the importance of shared drives and 
communication tools like Teams for "keeping everyone on the same page."

Learning Platforms: He acknowledges the existence of internal training tools but 
notes that "time is often the biggest challenge" in actually using them.

Company buddy, who are able to support each other

Connections across the globe, meet during a program. Worked together on this project 
and met people from China, Europe, North America, South America etc
-> maintaining those contacts, from time to time we talk

Connections and network across projects

I started to understand the value of the network and exchanging experience, and that's 
what I now have.

Even as a development objective for my both team leaders to share a bit more, to put 
focus on building their own network, to share experience with people outside of IT.

___________________________

For Boris, the quality of interpersonal relationships is the "engine" of the company.

Peer Support: "If I have a problem, I can go to my colleague and ask... this is the most 
important support we have."

Integration: He places high value on how existing employees support new hires: "We 
help them to integrate... it’s a supporting environment."

To understand the people you

Role of the leader, not to be the manager and to distribute tasks and to say, you do this, 
you do that, because I say so. But more to understand the strengths of the people in the 
team, to understand their
 background and if you want cultural and even technical skill differences and to try to 
promote them, to show their best, to give their best, which actually contributes to the 
success of the whole team.

Push them and motivate them to jump over their comfort zone, to try new things and take 
new responsibilities

Growing together with your team

Help people feel comfortable, feel included and to use the maximum potential which they 
(employees) have to bring to contribute to the common goals.

How to deal with different people, some can have resistance, some can be scared, some 
can be pushing too much forwards

____________________________

Boris defines leadership through the lens of empowerment, support, and removing 
obstacles for the team.

Supporting the Team: "My role as a leader is to support the team... to give them what 
they need so they can perform their tasks."

Empowerment: He believes in giving experts the space to work: "I’m not the one who 
knows everything better. I have experts in my team, and I need to let them work and 
support them."

Accessibility: He characterizes his style as open: "If you just write me an e-​mail or 
write me Teams, I can check and try to find time to do whatever I can to support you."

Competencies was introduced to him last December, he did an evaluation (three-​point)

-> self-​evaluation
-> managers (boss's) evaluation
-> external test

Based on this, they have the PMP

Introduced to the level of direct managers it came earlier last year, to have the 
competencies introduced to the people who are leading teams, so down to the team lead 
level

Can trigger self-​reflection and

___________________________

Boris views competencies as the technical and behavioral baseline required to succeed in 
a multinational setting.

Technical Foundations: He emphasizes that for his area (Product 
Management/Quality), having the "technical background" is non-​negotiable, but it 
must be paired with the right attitude.

Adaptability: He sees the ability to work in a "multinational environment" as a core 
competency, requiring an understanding of different standards and working styles.

Continuous Learning: He mentions that because the automotive industry changes so 
fast, a key competency is the "willingness to learn new things" constantly.

PMP
-> objectives which are coming from the business goals for the whole company or 
department
-> personal development or the soft skills

Helps to put your own impression and feelings and knowledge in a structured way, also to 
measure and see where the progress is, what needs more focus or attention

Conversation are easy going, open conversation
Discuss:
-> praise or appraisal, encouragement, recognition
.> thinks that can be improved, can do better

Possibility to reflect where you can improve and learn and grow

Transparency is important

__________________________

Boris uses the PMP as a tool for transparency and long-​term goal setting.

Formal Alignment: "The PMP is the formal process where we sit together and we 
define the objectives for the next year... it’s about alignment."

Performance Tracking: He notes that it provides a record of achievements: "It’s good 
to have this documented so we can see the progress at the end of the year."

Objective Nuance: He suggests that while the process is standardized, the objectives 
must be tailored specifically to the complexity of the product management roles.

Gallup employees engagement survey

___________________________

Industry Pressure: He reflects on the unique pressures of the automotive sector: 
"Everything is moving very fast, so you have to be very flexible."

Personal Motivation: He expresses personal satisfaction with the environment: "In this 
regard [the supportive culture], I'm actually pretty happy."

Monthly one-​to-​one meeting with the direct subordinates

Information events like webinars, open sharing information

Team event

Weekly call with the whole team -> operational level, where we look at current tasks, set 
priorities, try to not work in silos but to have people share

Talking about engagement (gallup survey - three times a year)

informal calls, when there is something and I see an issue, I just contact the person 
directly

Teams calls, where we discuss hot topics at the moment -> encourage everybody to feel 
free to share -> cliché open door policy

-> open door, open space

Please feel free whenever you have a topic, an issue , a questions, you  need advice or 
whatever, just come and talk. I'm here to help you mindset

Formal meetings that are pre-​booked, possibility to talk every day, every time when there 
is a need

_________________

He advocates for direct, honest, and high-​frequency communication.

Transparency: "Communication should be open and transparent. If there is a 
problem, we should talk about it."

Digital Availability: He uses digital tools to stay connected: "Write me on Teams... I try 
to be as flexible as possible to answer."

Avoiding Silos: He believes that open communication is the only way to manage a 
multinational team effectively and avoid misunderstandings.

The goals in the Level Up initiatives are okey, most of them are not new to me
Company goals are general topic which everyone should be supporting and following

____________________________

He views the strategy as a necessary step toward professionalization and global 
competitiveness.

Unified Direction: "Level Up is about bringing the company forward... to be more 
efficient and more professional in what we do."

Strategic Maturity: He notes that the strategy helps the company focus on high-​
value projects rather than getting lost in minor details.

STRUCTURE & CULTURAL FRAGMENTATION
“Still very industrial, I would say. I guess it has to do with the history of Autoneum coming 
from Rieter… but in general, still very industrial.”

“There’s a lot of effort also from group to be more modernised… but in general, still very 
industrial.”

“In some parts still very old fashioned… we are trying to get with all the new technologies, 
but we are not there yet in regards to administrative things.”

“The different big business groups… are not that much related or in touch with each 
other… it’s totally different companies within this one company.”

“In general, daily business… it’s still separated and still independent.”

“I hope there are synergies… to share especially knowledge. But in general… it’s very 
separated.”

INTERPERONAL CULTURE
“It’s very… casual… very treated like colleagues.”

“It’s more… people talk to each other, no matter what their level of position is.”

“The atmosphere is… doors are open, people get involved into topics… it’s very friendly.”

“It’s not like you cannot speak to the big boss… it’s really an environment that is very 
friendly.”

CULTURAL DIFFERENCES ACROSS LEVELS
“It’s probably different if you’re in a plant level… maybe there’s a different energy.”

“Group has… a different or wider idea… and the people in the plant are… the ones having to 
deal with their ideas.”

“Big ideas coming from group… means a lot of work for the individual locations.”

“It’s different mindsets… different levels of work… different level of interest in corporate 
activities.”

CULTURE OF CHANGE AND MINDSET
“Some are… open and happy about creative solutions… and some are… from the old-​
fashioned style… ‘this is how we have always done it’.”

“It’s difficult to get that mindset changed… there’s nothing wrong with how we did it in the 
last 30 years.”

“No matter how creative… the message is, it can still be difficult… sometimes you don’t 
get people on board.”

GENERAL ATMOSPHERE
“I think in general that the atmosphere is… also in the plants, very friendly… it depends on 
plant management.”

CULTURE OF OPENNESS & SUPPORT
“Within the team… very transparent, very open… if you reach out, there’s always 
somebody to support.”

“I think that everyone feels understood or at least taken serious.”

“We have… very transparent, very open, doors are always open.”

UNDERSTANDING OF COMPETENCIES
“I think… they value the different components to be successful… on a personal level or for 
the company.”

“All these different competencies is a way of… going forward, improving.”

“It’s a mix of maybe something you’re really good at and something you still have to 
improve… a combination of things that actually gets you forward.”

“Everyone can actually be individually improving.”

PURPOSE OF COMPETENCIES (PERCEIVED)
“I would say… we have these pillars in place… values in regards to what is important to 
move forward.”

“Why exactly their official statement is, I don’t know… but in general, I think that’s exactly 
what it means.”

OVERALL EVALUATION
“They make sense. That’s really the bottom line.”

LACK OF INTEGRATION INTO PRACTICE (PMP)
“Nope… not specifically that we go through the competencies.”

“Maybe… by accident… but not that we will go through the competencies.”

“It would be a good opportunity to actually have a discussion around them.”

“I’m not against it… but it’s also not like I’m asking why we didn’t talk about them.”
“Yeah, probably… it’s because I don’t have it in mind.”

AWARENESS & SALIENCE
“It’s not like that I’m like… why did we not specifically talk about the competencies?”

IMPLEMENTATION EFFORT & ORGANISATIONAL IMPACT
“Speaking of the competencies… there was a lot of work for the individual locations… 
training sessions, rollout events.”

“It’s obviously a good thing… but it’s still a lot of effort for the individual location and HR 
people.”

“When you see the timeline… it can also be overwhelming… people are maybe already too 
busy.”

“Now nobody talks about that anymore… it’s implemented… posters are up… but in the 
beginning it created a lot of extra work.”

“Workers are not part of the PMP… they don’t get a PMP review.”

“It’s still a way of hopefully management… a way of leading your team… but it’s not in their 
focus.”

 Overall Experience with PMP

“With my manager personally, I think it’s a very good exchange.”

“He definitely takes my review serious… he’s very supportive of the PMP cycle and the 
conversations around it.”

“So I feel very heard and taken serious.”

“Constructive feedback… that is actually relevant to my daily tasks.”

“I’m pleased with how he takes care of the PMP.”

Strong Dependence on the Manager
“My previous manager… [the review was] way less serious / almost non-​existent.”
“I’m already very happy about how much this improved… that it’s finally existing.”

PMP as a Space for Dialogue & Feedback
“It’s a very good exchange… conversations around it.”
“I feel very heard… taken serious… constructive feedback.”
“A valued conversation.”

Lack of Structure / Depth
“It’s not as much into details maybe yet.”
“I’m just happy that we actually have a valued conversation… but not as much into 
details.

Missing Link to Competencies
“Nope… not specifically that we go through the competencies.”
“Maybe by accident… but not that we will go through the competencies.”

PMP as Basis for Development (Perceived Ideal)
“The basis… I would almost say, is the review you have, the performance review.”
“It’s a great opportunity to… get feedback how you could develop yourself, your role.”
“It can also be a good opportunity to voice what you would like to develop in.”
“I think the development should be part of the PMP reviews.”

Lack of Clear Development Goals
“I didn’t have a specific development goal.”
“Not like… I trained that and achieved that.”
“More maybe new tasks… but not like structured development.”

 Limited Reach of PMP (Exclusion of Plant Workers)
“Workers are not part of the PMP… they don’t get a PMP review.”

 Definition of Good Leadership
“I think leadership is… creating an environment where your team members feel like 
they have a say.”
“Showing a straight line… but not just black and white… being open to other 
directions.”
“If you make a decision, stand up for it, but don’t be like a bully… ‘I’m the boss and 
this is how we do it’.”
“You are most successful if you take different aspects and opinions into 
consideration.”
“Make your team feel valued… that’s good leadership for me.”

Leadership as Participation & Inclusion
“Creating an environment… where team members feel like they have a say in it all.”
“Taking different aspects and opinions into consideration.”

Leadership as Balance (Direction vs. Openness)
“Showing a straight line… but still being open left or right.”
“Stand up for decisions… but not in a rigid or authoritarian way.”

Rejection of Authoritarian Leadership
“Don’t be like a bully… ‘I’m the boss and this is how we do it’.”

 Leadership as Valuing People
“Make your team feel valued.”

Reflection on Her Manager
“My manager is… a good leader of his team.”
“Maybe already too nice sometimes… he’s not strict on anything.”

Personal Leadership Mindset (Even Without Formal Role)
“Being confident and standing up for what you think is right.”
“Having the courage to admit when somebody else has a better idea.”
“That can apply… if a manager or not.”

Support through Relationships (Interpersonal Support)
Manager Support
“He definitely takes my review serious… he’s very supportive… I feel very heard and 
taken serious.”
“Constructive feedback… that is actually relevant to my daily tasks.”

Team Support
“Within the team… very transparent, very open… if you reach out, there’s always 
somebody to support.”
“I think that everyone feels understood or at least taken serious.”

Organisational / HR Support
“We have a very friendly HR department… very transparent, very open, doors are 
always open.”
“I feel good about the support system… that’s given.”

Supportive Culture (Environment)
“The atmosphere is… doors are open… people get involved… it’s very friendly.”
“It’s not like you cannot speak to the big boss… it’s really a very friendly environment.”

Barriers to Support (Structural & Cultural)
“Big ideas coming from group… means a lot of work for the individual locations.”
“It can be overwhelming… people are already too busy.”
“Different mindsets… different levels of interest in corporate activities.”
“Workers are not part of the PMP… they don’t get a review.”

Support through Organisational Tools (PMP & Systems)
PMP as Support Tool
“The basis… is the performance review… a great opportunity to get feedback and 
develop yourself.”
“A good opportunity to voice what you would like to develop in.”
“Development should be part of the PMP reviews.”

Limitations of Support Tools
“It’s not as much into details maybe yet.”
“I didn’t have a specific development goal.”

→ (Tool exists but not fully leveraged)

Perception of “Level Up” (General View)
“I think it’s good to have… a vision… vision, mission, values and strategy.”
“It’s good to have as a company… that you actually have those pillars in place.”
“It also makes it look a bit more professional.”

Perceived Impact on Daily Work
“Did I experience a difference? Not that I could say… it’s crazy how different it is.”
“For me personally… I don’t remember that it’s a big difference than before.”

Limited Visibility / Awareness
“Maybe I’m not as much into the business… I don’t want to make it seem like this was 
not worth it… it’s just my personal view.”
“I don’t interact with a lot of departments…”

→ (Indicates partial visibility and limited reach across roles)

Overall Evaluation
“I think it’s good to have it… that it was introduced.”
“But… it’s not that I would say it’s crazy different to before.”

 Connection to Change & Transformation
“Transformation and change is usually difficult… in the beginning it can be 
intimidating.”
“People think… ‘we’ve done it like this for 30 years, why change?’”
“In the long run… change usually happens for a reason and is for the better.”

Team-​Level Communication & Collaboration
“Within the team… very transparent… knowledge is shared, opinions are asked, 
opinions are shared.”
“It’s very transparent, very open, very well meant… if you reach out, there’s always 
somebody to support.”
“I think that everyone feels understood or at least taken serious.”

Cross-​Team / Department Collaboration
“I assume it’s the same… the understanding that each department contributes to the 
success of the company is very high.”
“Procurement wouldn’t exist if we wouldn’t have the plants… finance keeps 
everything together.”
“Sometimes… people don’t feel understood… things could have been shared or done 
better.”
“But in general, the feeling I get is positive.”

Communication Between Group & Local Levels
“Group has… a bigger picture… different ideas than people in the factory.”
“Spreading ideas is different than having to deal with their ideas.”
“Big ideas coming from group… means a lot of work for the individual locations.”
“It’s sometimes difficult to acknowledge or accept the extra work coming from 
group.”

Alignment vs. Tension
“In the long run… most ideas are opportunities or beneficial.”
“But in the moment… it creates a lot of extra work.”

→ (Tension between strategic intent and operational reality)

Differences in Communication Needs & Mindsets
“There are people who are interested… and others who couldn’t care less because 
they just have to feed their family.”
“It’s different mindsets… different levels of work and interest in corporate activities.”

Administrative & Structural Friction
“Sometimes it’s very complicated to get a bill paid… you don’t have the vendor yet in 
the system.”
“We are trying to get with all the new technologies… but we are not there yet in 
administrative things.”

→ (Useful for: organisational inefficiencies / barriers to transformation)

Engagement & Feedback Mechanisms (Survey)
“The engagement survey is… available also to people without a computer… we ship 
paper surveys.”
“That should give people the opportunity to give some feedback.”
“I am not too familiar with how the reporting actually works… I don’t want to say 
anything that is not right.”

→ (Shows accessibility but also limited transparency/understanding)

Differences Between Employee Groups
“They come to work to do their job on the machine…”
“There are people who… couldn’t care less because they just have to feed their 
family.”
“For them… it’s just another job.”
“We are very fortunate… to have an office job and not somewhere in a factory.”

→ (Strong material for: inequality of experience / different realities)

Organisational Tensions (Pressure & Expectations)
“Management has pressure… usually in regards to money or budget.”
“People on the floor think… ‘it’s nice to sit in your leather chair… and we have to 
implement it’.”

→ (Great for: perception gaps / hierarchy tensions)

Change & Transformation Mindset (Additional Nuance)
“Change can be… a bit intimidating in the beginning.”
“Again, because… ‘why do we have to change it?’”

→ (Complements your Level Up & transformation insights)

Knowledge Sharing & Synergies (Uncertainty)
“I hope there are synergies… which maybe I’m not fully aware of.”

→ (Important: perceived lack of visibility / transparency)

Interview Synthesis

My interview analysis on the right based the interview questions with four 
Employees (E) and four Managers (M).

Reviewed from my notes and Chat GPT.

(Attached at the very end of this PDF as well for better resolution.)

Engaging with the people at Autoneum

I already had an entry point through the Head of Talent and Development at 
Autoneum. However, I also needed a way to connect with employees directly 
and introduce the project in an understandable and approachable way.

To create this first touchpoint, I developed “Be Part of Shaping a Learning 
Culture” to explain the project and invite employees to take part in the process.
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Be Part of Shaping 
A Learning Culture
Hi, I’m Jutha — Student at HSLU, currently collaborating with Autoneum for my graduation 
project.
 
For my bachelor project, I am exploring how Autoneum can evolve into a more adaptable, 
skills-based learning organisation. The focus lies on cultural and behavioural change — how 
we collaborate, learn and grow together. 
 
To do this, I am looking for people who would like to share their perspectives and experiences 
with me. Your insights will directly contribute to shaping meaningful and practical outcomes. 
 
You can participate in one (or more) of the following formats — dates are to be determined:

Interview (approx. 60 minutes) 
A guided one-to-one conversation where 
we explore your experiences, perspectives 
and ideas around learning, collaboration and 
development. 
 
Purpose: 
To gain in-depth qualitative insights and better 
understand different viewpoints, needs and 
challenges.

Observation 
I would join a meeting or work situation as a 
non-participating observer. You continue as 
usual while I observe interactions, behaviours 
and routines in your natural setting. 
 
Purpose: 
To understand everyday practices and cultural 
dynamics as they actually occur — beyond 
what is consciously articulated.

Cultural Probes 
A small set of creative reflection tasks that 
you complete independently (print or online) 
over a short period of time. You can respond 
whenever it fits your schedule. 
 
Purpose: 
To gain personal insights into daily routines, 
preferences and experiences in a flexible and 
reflective way — without direct researcher 
presence.

Co-Design Session (approx. 2 hours) 
An interactive workshop format where we 
collaboratively develop ideas and approaches 
together. Your active participation shapes the 
direction of the project. 
 
Purpose: 
To co-create practical and future-oriented 
solutions for a stronger learning culture at 
Autoneum.

If you are curious, open to reflecting, or motivated to contribute to our future development, I 
would be very happy to have you involved. For participation please reach out to Jutta Ehling. 
 
Thank you for being part of this journey.

Interview Questions

1. How would you describe Autoneum’s culture? What is typical 
Autoneum for you? 
 
2. How do you experience collaboration and communication in your 
daily work? 
 
3. How do you see your role within your team?  
 
4. How would you describe your working relationship with your 
manager? 
 
5. When you hear “Autoneum’s competency framework”, what comes to 
mind? 
 
6. How do you experience the PMP process? 
 
7. How does learning and development happen for you in your daily 
work? 
 
8. When you think about change at Autoneum, how do you generally 
experience it?

Hello!

Thank you very much for taking the time to speak with me. I really 
appreciate it. 
 
Below you will find some guiding questions for our interview / 
conversation. If you wish, feel free to have a quick look at them 
beforehand. 
 
The conversation is meant to be informal and relaxed — you do not need 
to prepare anything. My goal is simply to better understand Autoneum, 
your work experience, and your perspectives. 
 
I look forward to our exchange. 
 
Cheers, Jutha

Observations

Oberservation Protocol

The Oberservations were based on my notes I took in a booklet and later 
summarised by Chat GPT for overview and structure.

Observation Protocol – Internal Meeting (Autoneum HQ) 

1. Context of Observation 

The observed meeting took place at the Autoneum headquarters and focused on the 
coordination and further development of a leadership program to be implemented 
across Europe. Participants included members of the HR function and individuals 
responsible for leadership development and training initiatives. The discussion was 
situated within a broader organisational context, where approximately 20 plants across 
Europe are involved, requiring alignment, coordination, and structured rollout planning. 

The meeting served as a platform to: 

• align on current initiatives 

• reflect on previous activities (e.g. leadership workshops) 

• discuss next steps for implementation and scaling 

2. Structure and Organisation of the Meeting 

The meeting followed a clearly structured and guided format, indicating a high level of 
organisation and preparation. 

It began with an introduction and contextual framing, followed by a structured 
walkthrough of topics. A tracktandum-like structure was used to guide the discussion, 
ensuring that all relevant points were addressed systematically. 

Key characteristics of the structure included: 

• Clear sequencing of topics 

• Active time management 

• Explicit attention to follow-up actions (“what next”) 

• Focus on both current status and future implications 

The meeting was not ad hoc, but rather facilitated and goal-oriented, with a clear 
intention to move discussions towards decisions and next steps. 

3. Content and Focus of Discussion 

The content of the meeting was strongly oriented towards leadership development 
and organisational alignment. 

Main discussion points included: 

• Development and rollout of leadership programs across Europe 

• Internal training formats and learning initiatives 

• Coordination between regions and functions 

• Responsibility allocation (e.g. regional ownership) 

• Evaluation and measurement of program success 

The conversation also reflected a forward-looking perspective, with participants 
considering: 

• how initiatives would scale across regions 

• how consistency could be ensured 

• how decisions would impact future implementation 

Overall, the focus remained at a programmatic and strategic level, rather than at the 
level of individual employees or daily work practices. 

4. Interaction and Communication Dynamics 

The interaction during the meeting was characterised by an open, informal, and 
collaborative atmosphere. 

Participants communicated in a: 

• direct and transparent manner 

• respectful and supportive tone 

• informal style (including use of first names, casual exchanges) 

The meeting included moments of: 

• active discussion and idea exchange 

• brainstorming around challenges and solutions 

• spontaneous contributions and reflections 

There were also lighter moments, such as: 

• small anecdotes 

• laughter 

• informal side comments 

These elements contributed to a comfortable and engaging environment, where 
participants appeared willing to share their perspectives. 

5. Participation and Collaboration 

Participation was relatively balanced and inclusive, with multiple individuals 
contributing throughout the meeting. 

Observed patterns included: 

• Participants sharing inputs from their respective areas of responsibility 

• Ideas being developed collaboratively rather than individually 

• Contributions building on previous statements 

The meeting did not appear to be dominated by a single individual. Instead, it reflected 
a collective working style, where: 

• different viewpoints were considered 

• inputs were openly discussed 

• collaboration supported decision-making 

6. Use of Tools and Documentation 

Participants documented the meeting using: 

• laptops 

• personal notebooks or booklets 

This documentation supported: 

• tracking of discussion points 

• capturing of ideas and decisions 

• structuring of follow-up actions 

The presence of note-taking indicates an emphasis on accountability and continuity, 
ensuring that discussions translate into next steps. 

7. Decision-Making and Follow-Up 

Decision-making within the meeting was pragmatic and discussion-driven. 

Rather than relying on formal procedures alone, decisions emerged through: 

• collective discussion 

• consideration of feasibility and implementation 

• alignment between participants 

The meeting concluded with: 

• a summary of key points 

• clarification of next steps 

• expressions of appreciation towards participants 

This structured closing reinforced a sense of progress and closure, linking discussion 
to action. 

8. Observed Challenges and Barriers 

During the meeting, several challenges and barriers were either explicitly mentioned or 
became visible through the discussion: 

• Different levels of understanding of competencies among participants 

• Communication challenges within a global and cross-regional context 

• Language barriers, influencing clarity and alignment 

• Engagement and motivation identified as ongoing concerns 

These challenges highlight the complexity of coordinating initiatives across a 
multinational organisation. 

9. Observations Related to Competencies and Strategy 

Although the meeting focused on leadership development and organisational 
initiatives, competencies were not explicitly discussed or referenced during the 
interaction. 

Instead, the discussion remained focused on: 

• programs 

• structures 

• implementation processes 

There was no visible connection made between competencies and: 

• everyday work practices 

• task-level application 

• specific employee behaviours 

Additionally: 

• participants appeared to have different levels of familiarity and understanding 
of competencies 

• competencies were not used as a shared language during decision-making or 
discussion 

10. Summary of Key Observations 

The meeting reflects a well-structured, collaborative, and pragmatic working 
environment, characterised by: 

• strong communication and open interaction 

• clear organisational structures and processes 

• focus on implementation and future planning 

At the same time, the observation highlights a gap between: 

• strategic and program-level discussions 

• and the translation of competencies into everyday work practices 
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Cultural Probes

Daily Reflections

Designed to gain more insights on typical Autoneum Moments by using the 
same structure. To see how people behave, think, etc. during those moments.

Cultural Probes

Cultural Probe consisted of two versions. The beginning and end are the same.

Beginning:

End:

Cultural Probe
Autoneum

Juthamanee Mukchoed 

Bachelor Graduation Project 2026 

Design Management, International

Lucerne University of Applied Sciences and Arts

- Daily Reflection

2

Thank you very much for taking part in this cultural probe. 
I truly appreciate your time. 
 
My name is Jutha, and as part of my bachelor project, I am exploring 
Autoneum’s culture and behaviour. How work is experienced in 
everyday practice, how people collaborate, how competencies 
are lived, and how development and performance processes are 
perceived. 
 
This document is a cultural probe, a reflective research method. 
Through a series of small exercises, it invites you to document your 
thoughts, observations, and experiences in your own way. 

The goal is to better understand daily work at Autoneum from your 
perspective. Your reflections will help me create a more authentic and 
comprehensive picture of Autoneum’s culture. 
 
Thank you again for contributing to this project.

Important: 
This information will only be used solely for analysis, will remain 
confidential and will not be distributed.

Welcome About You

First, to help me better understand and interpret your reflections, 
please answer the following short questions.

What is your current role?

an Employee (no direct reports)

a Manager (with direct reports)

Which area do you primarily work in?

How long have you been at Autoneum?

Senior Manager / Leadership

Other:_______________________

less than a year

1 — 3 years

4 — 7 years

8 + years

Operations

Finance

HR

R&D / Engineering

Sales / Commercial

Corporate Function

Other: ______________________

Cultural Probe
Autoneum

Juthamanee Mukchoed 

Bachelor Graduation Project 2026 

Design Management, International

Lucerne University of Applied Sciences and Arts

- Daily Exercises

10

Please send your completed Cultural Probe back to me by March 13. 
You can email them to:

juthamanee.mukchoed@stud.hslu.ch 
 
If you printed the exercises, just take a clear photo or scan — as long 
as it is readable, that is perfect. 
 
Thank you so much for participating! Your reflections will provide 
valuable insights for this project. I hope you enjoyed being part of this 
research and I look forward to seeing you (hopefully) at the next step, 
a Co-Design Workshop. 
 
Cheers, Jutha

Thank you!

Transparency note: 
AI tools (ChatGPT) were used to support brainstorming and text 
refinement. All content was reviewed and validated by the author.

3

This cultural probe is designed to be completed over the course of 
five working days. Each day, you will complete one Daily Reflection. 
 
You can start on any working day. The Daily Reflection do not need 
to be completed in a specific order. You are free to choose which 
exercise you do on which day. 

The activities are flexible and can be done at a time that suits your 
schedule. Each activity takes approximately 15 minutes per day. 
You are welcome to print them out if you prefer working on paper.

How to Use This 
Cultural Probe

Guiding inputs:

The gray questions are gentle prompts to guide your thinking.

Keep it simple — a few words, short sentences, or bullet points 
are perfectly fine. You can also create mind maps, sketches, use 
keywords, symbols, diagrams, or simple scribbles. There are no 
right or wrong answers. Be honest and spontaneous; often your first 
thoughts provide the most valuable insights. 
 
If possible, add a bit of detail, as this helps me better understand your 
thought process better.

Exercise Example:

5

15 MinutesDate:      /     /Daily Reflection - A typical Interaction
Describe one interaction with your colleagues today that felt typical at 
Autoneum.

Methods: Mind maps, short notes, sketches etc. 
Focus on what actually happened — not what should have happened.

Who was involved? 
What was the goal? 
How was the decision made? 
How did you feel?

6

15 MinutesDate:      /     /Daily Reflection - A typical Decision
Describe one decision today that reflects how things usually work at 
Autoneum.

Methods: Mind maps, short notes, sketches etc. 
Focus on what actually happened — not what should have happened.

Who influenced the decision? 
Was it fast or slow? 
Formal or informal? 
What helped or slowed it down?

7

15 MinutesDate:      /     /Daily Reflection - A typical Moment
Describe one moment today where you learned something or used a skill 
in a typical “Autoneum way”.

Methods: Mind maps, short notes, sketches etc. 
Focus on what actually happened — not what should have happened.

Was this planned or spontaneous? 
Who did you rely on? 
Was this competence visible or unnoticed? 
Why is this learning encouraged?

8

15 MinutesDate:      /     /Daily Reflection - A typical Feeling
Describe one moment today that captured the “feeling” of working at 
Autoneum.

Methods: Mind maps, short notes, sketches etc. 
Focus on what actually happened — not what should have happened.

What emotions were present? 
What does this say about the culture? 
Would this moment surprise an outsider?
Why did you choose “this feeling”?

9

15 MinutesDate:      /     /Daily Reflection - A typical Challenge
Describe one challenge today that felt characteristic of working at 
Autoneum.

Methods: Mind maps, short notes, sketches etc. 
Focus on what actually happened — not what should have happened.

Who did you turn to? 
Did you solve it alone or collaboratively? 
What behaviour was encouraged? 
What behaviour was avoided?

4

Let’s get started
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Daily Exercise

More detailed exercises to see how people act, view relationships, think of 
competencies and norms at Autoneum.

3

This cultural probe is designed to be completed over the course of 
five working days. Each day, you can complete one small exercise. 
 
You can start on any working day. The exercises do not need to be 
completed in a specific order. You are free to choose which exercise 
you do on which day. 

The activities are flexible and can be done at a time that suits your 
schedule. Each activity takes approximately 15 minutes per day. 
You are welcome to print them out if you prefer working on paper.

How to Use This 
Cultural Probe

Guiding inputs:

The gray questions are gentle prompts to guide your thinking.

Keep it simple — a few words, short sentences, or bullet points 
are perfectly fine. You can also create mind maps, sketches, use 
keywords, symbols, diagrams, or simple scribbles. There are no 
right or wrong answers. Be honest and spontaneous; often your first 
thoughts provide the most valuable insights. 
 
If possible, add a bit of detail, as this helps me better understand your 
thought process better.

Exercise example:

5

15 MinutesDate:      /     /A Day in my Work Life
Choose one typical workday this week. At the end of the day, take 15 
minutes to reflect. Short notes or keywords are enough.

1. Map your day. List 4 – 6 key moments that shaped your day.
    (For each moment, note: What happened? Who was involved?)

2. Reflect and add your thoughts using the guiding questions.

Why is it important?
Why is it a key moment?
What shaped what mattered most?
Which moments felt satisfying? Which felt frustrating or draining?

AM PM

6

15 MinutesDate:      /     /Unwritten Rules
Explore the “Unwritten Rules” that shape how work really happens at 
Autoneum. 

Complete the sentences from your perspective. 

4️ “A good team member always…” 
(What is expected in terms of collaboration, communication, or responsibility?)

1️ “At Autoneum, you succeed if you…” 
(What behaviours, approaches, or skills get noticed and rewarded?)

2️ “Around here, you should avoid…” 
(What actions, behaviours, or topics feel risky or discouraged?)

3️ “People are appreciated when they…” 
(Which contributions or behaviours are recognized and valued?)

5 “Decisions usually get made when…” 
(Who influences decisions, and how do they happen?)

6 “The way we learn from mistakes is…” 
(What is acceptable in terms of reflection, improvement, or risk-taking?)

7 “The people who influence outcomes the most are…” 
(Who holds informal power, and how does influence work?)

8 “The habits that make teams run smoothly are…” 
(What are essential skills that can contribute?)

7

15 MinutesDate:      /     /Relationship Network
Show your support system at work. Think about who you turned to for 
help, advice, or support. No need to mention names; roles and your relation 
to them are enough. If possible, give a detailed describtion. 

1. List / sketch / map the people you involved 
2. Mark whether they were formal (role-based) or informal (support/friendship) 
3. Note why you turned to this person

Why did you choose these people? 
Who offered you support even if it wasn’t their “official” responsibility? 
What made them the right go-to for this moment? 
How is your relationship with them?

8

15 MinutesDate:      /     /Daily Competencies
Explore which competencies are visible in daily work. Use the simplified 
competency list provided.

1. Highlight competency using these colours:
	 Green: I use this regularly 
	 Yellow: Sometimes relevant 
	 Red: Rarely visible 
	 Blue: I see this in others

Competencies of Autonteum 

Where do these competencies show up in daily work? 
Which competencies do you use the most in your daily work?
Where don’t they appear?
Are there any surprises or gaps?

•	 Adapting Situationally

•	 Agile Learning

•	 Being Resilient

•	 Focusing on Customers

•	 Strategic Thinking

•	 Problem Solving

•	 Quality Decision Making

•	 Cultivating Innovation

•	 Acting with Accountability

•	 Driving Results

•	 Operating Results

•	 Building Effective Teams

•	 Collaborating

•	 Communicating Effectively

•	 Developing Talent

•	 Fostering Engagement

•	 Managing Conflicts

•	 Persuading Others

•	 Valuing Differences

•	 Operating Resourcefully

•	 Planning and Aligning

•	 Providing Direction

9

15 MinutesDate:      /     /

At Autoneum, people grow when they…

Growing at Autoneum
Reflect on how growth, development, and performance are experienced 
in your daily work. Share your opinion.

Learning here mostly happens through… Feedback is usually…

Performance conversations feel…PMP is experienced as…

What really helps me improve is…

How would you describe the “learning culture” at Autoneum? 
What helped you learn or develop? 
How did the Performance Management Process (PMP) or feedback 
support your growth?
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Theme Findings Code

Connecting Strategy and Competencies to 
Everyday Work

The data reveals a persistent and multi-​
layered gap between the formal 
competency framework and how people 
experience their work. Competencies exist 
as a corporate framework but they do not 
yet function as a shared language that 
connects organisational strategy to 
individual daily tasks. This gap is visible at 
every level of the organisation and is 
confirmed by all three data sources.

Supporting Evidence

The framework exists at the top but is not 
yet felt at the task level

"It doesn't mean anything really. I think it's more for management and HR." E3

"I probably forgot if they did mention it when they rolled it out." E1

"It was not really rolled out. We were a pilot." M1

"I don't have experience with this yet." E7

Strategy cascades down through priority 
decisions, not competency frameworks

"Each plant manager can put it in among the priority or not. They might be 
motivated to do so, but they might have other priorities." M1

"But if the manager doesn't believe in it, [and has] other priorities, because it's 
work." M1

"Decisions are constantly being made... I presented a new idea, shared a 
pathway and timeline... [the committee reviewed against relevance, concept 
quality, value proposition, resources and timing]." E4

"I learned about a new type of graph we can use during business value design 
thinking workshops. James often buys books and resources... This is quite 
typical, where people will share resources they find useful." E4

Competencies are practised but invisible "Competencies are visible... almost in each task and project. Sometimes you 
need to mix or pick the one that is needed in the situation." E6

"The competence was mostly unnoticed – system testing and process 
improvement usually happen in the background." E5

"As an engineer, being resilient or using data to back up your point is kind of a 
given... you'd need to do the job anyway. I wouldn't be in this position if I didn't 
have those qualities." E3

"Agile learning is encouraged within the organisation; however, in our specific 
context – where the required competencies are complex and take time and 
consistency to develop – this aspect is less prominent." M5

Theme Findings Code

Making Competencies Clear and Relevant 
for Daily Work

Even where the competency framework is 
known, it is widely experienced as abstract, 
generic and disconnected from the concrete 
texture of day-​to-​day work. The data points 
to a gap not just in awareness but in 
meaning-​making: people do not yet have 
the vocabulary or the tools to translate 
competency language into actionable, role-​
specific development.

Supporting Evidence

Competencies are understood in the 
abstract, but not felt as personally relevant

"I think it's a way of going forward, improving... a combination of things that 
actually gets you forward. That's what I appreciate. The different parts that 
everyone can actually be individually improving." E1

"We have to fill out our competencies kind of once a year with our manager. 
And okay. Yeah, but that's about it." E3

"It's new to me. When I did this evaluation, I said, okay, there are points which I 
also see will require improvement from my side." M2

Role-​specific application is the exception, 
not the rule

"We mapped every function. The buyers need a different set of competencies 
than the managers, and the technical buyer also a different set... We selected 
the ones we believe are important [and mapped the team against them]." M1

"We use the competency when performing interviews for new employees... 
'Can you share an example of a time when you had to persuade a colleague?' – 
we use the STAR approach." M1

"They don't know about it [in other functions], not also because it was not 
really rolled out. We were pilot." M1

"I felt not very comfortable that we would be successful after a good pilot with 
the IT organisation. Managers said: we are overloaded, we have no time... But 
then in the meetings with teams to explain the approach, we saw many people 
pretty interested – because it's a fact-​based development conversation 
suddenly, right? Not just blah blah, but something tangible." M4

Without shared language, development 
stays implicit

"At Autoneum, you succeed if you... open, reliable, good communicator, 
competent, collaborative." M5
"At Autoneum, you succeed if you... can problem-​solve, defend your ground 
and make decisions, are open-​minded and have good communication skills." 
E6

"The people are friendly and the culture is very supportive. Successes are 
celebrated and genuinely appreciated." E7

Theme Findings Code

Clarifying and Strengthening Ownership of 
Development

Across the dataset, ownership of 
development is fragmented, contingent and 
unevenly distributed. It defaults to 
managers where they are motivated, to 
individuals where they are self-​driven, and 
disappears entirely in their absence. There is 
no clear, organisationally embedded account 
of who owns what in the development 
process.

Supporting Evidence

Development ownership sits with the 
manager – and varies accordingly

"With my manager personally, I think it's a very good exchange. He's very 
supportive of the PMP cycle... So I feel very heard and taken serious, as well as 
constructive feedback." E1

"I think for some people it's quite useful to have [the PMP], but as an employee 
it doesn't mean anything really." E3

"PMP is experienced as... a guideline. The success of this method depends on 
the commitment of both parties." E6

"Meeting for the setting of my target for the new year with my new manager. I 
felt drained because in the past year I change line managers multiple times 
and I feel repeating myself." M5

Individual self-​direction is valued but 
unsupported

"I'm trying to review at least once a month – to recheck: here in this regard, I 
needed to improve. How did I do? Just for myself." M2

"What really helps me improve is my curiosity and being open to try new things 
and take new challenges." M5

"That I am able and allowed to try new things – to try new things." E6

"Balancing [a federal certification course] with a 100% workload and two small 
children, without any additional support, has made the situation particularly 
demanding. Autoneum's culture of supporting self-​development encouraged 
me to be transparent and seek alignment." E5

When the system fails, responsibility is 
pushed back to employees

"You have to help yourself. You need to show up. You need to make yourself 
visible. You need to be very active in collaboration with other people so that 
they say, 'I would like to have you in my team.'" M3

Theme Findings Code

Embedding Development into Everyday 
Work Processes

Learning is happening everywhere in this 
organisation – in meetings, problem-​solving 
conversations, resource-​sharing moments, 
mentoring relationships, and on-​the-​job 
stretch. But it is overwhelmingly informal, 
unstructured and invisible. The formal 
development infrastructure (PMP, 
competency evaluations, L&D platforms) 
operates in a separate register from the 
daily reality of where learning actually takes 
place.

Supporting Evidence

On-​the-​job learning is the primary vehicle – 
but unacknowledged

"Learning on the job is a big, big part. You need to have it on the job – it's quite 
a big part of the whole learning process." M2

"Learning here mostly happens through... learn by doing and autonomously 
search for a challenge." M5

"Just doing it, trying it and evaluating thoroughly." E6

"I feel like I'm growing. I'm learning every day – it feels a bit like university, but I 
get paid." E4

"I had a meeting to address an issue with uneven cutting of foam samples. We 
discussed going externally to a specialty cutting service... It was suggested, 
discussed, and agreed that we would change the width of a few foam layers... 
We have a strong and experienced project team so I am glad we could find a 
solution we are all satisfied with." E4

Informal knowledge transfer is common but 
fragile

"James often buys different books and resources to improve his skill set with 
respect to innovation, and in this case he showed us a clipping of two pages he 
thought could be interesting and valuable. This is quite typical, where people 
will share resources they find useful." E4

"I always try to explain the reason behind decisions – it helps them learn and 
gain the same experience I have." M3

"I have certain colleagues in the company who have stepped forward to mentor 
me a little – people I feel comfortable asking sometimes stupid questions." E4

"We assigned a person from the team to be his 'buddy', supporting him, 
guiding him, helping him learn our processes." M2

Formal development is decoupled from daily 
work

"I just don't have the energy to do it after work. I never have free time for stuff 
like this." E4

"They do allow a maximum of maybe two to four hours a month that you could 
do on personal training." E4

The PMP is a potential embedding point but 
is not yet used as one

"We try to separate the competence-​based development approach from 
performance measurement... We want to convince people that development is 
something very positive, where you really gain benefits because it's fact-​based. 
But then what we also know is that if an employee is not strong in the essential 
competencies for their role... that might affect performance." M4

"The question was clearly: do we measure competence during the performance 
evaluation? No, we don't. It's really personal business targets and the company 
values." M4

"I have it as a target for my next monthly reviews to check on these ones, not 
only on the project-​related and business-​related topics." M2

Theme Findings Code

Enabling Development Within Daily Work 
Priorities

Time pressure and operational demands are 
not incidental to the development problem – 
they are structural features of how work at 
Autoneum is experienced. The data 
consistently shows that development is 
desired and valued, but is systematically 
crowded out by the pace, volume and 
urgency of daily delivery. This is true for 
both employees and managers.

Supporting Evidence

Full workload leaves little bandwidth for 
deliberate development

"I just don't have the energy to do it after work... I never have free time for stuff 
like this." E4

"When you have a project with a tight deadline or a stressful situation, you 
don't really think about [competencies] all the time." M2

"Balancing [a certification course] with a 100% workload and two small 
children, without any additional support, has made the situation particularly 
demanding." E5

"I feel frustrated because the technical content is not new for me and I feel that 
I must explain again the same thing to different people with low level of 
attention." M5

Manager bandwidth is the bottleneck for 
development conversations

"I felt not very comfortable that we are successful. Managers said: we are 
overloaded. We have no time to explain that to the people – and this whole 
evaluation, it takes time. And then the development conversation, defining 
actions and everything." M4

 Development sits at the bottom of the 
priority stack

"In the plant, the focus is very much on delivery to the customer – not to stop 
the customer, to deliver parts on time with right quality. This is the center of all 
discussions." M3

"When you're in the manufacturing plant, you have deadlines to meet, 
production numbers to hit, scrap rates to hit – that's obviously going to take 
precedence before something new and innovation." E4

"Technical outcomes are driven by the expert, but the duration is imposed by 
high-​level management." M5

"Self-​learning machine learning. Hot topic at the moment and it is important to 
keep up. Key moment because learning is important for me. Always satisfying 
to learn new things." M5

Where space for development does exist, it 
is individual, not systemic

"Where we have choice, it's usually based on skills, but it can also be interest. 
So if I put my hand up and say, 'I want to learn more about this', ultimately it's 
his decision – but generally they allow that, which I think is good for growing." 
E4

"I don't stop them if someone wants to work partially for another department – 
to learn new things. I believe it makes more benefits than losses because 
people don't feel locked in this department." M3

"Autoneum's culture of supporting self-​development encouraged me to be 
transparent and seek alignment rather than trying to navigate everything 
alone." E5

Thematic Analysis 

I did the thematic analysis multiple times. This page shows the final complete 
thematic analysis of the first and second set with anonymised quotes from all 
the interview and cultural probes.

E# = Employees (from Interview and Cultural Probes)
M# = Managers and HR (from Interview and Cultural Probes)

Final First Iterated Themes

Final Second Iterated Themes

Research question:
How might Autoneum Management AG strengthen the conditions for everyday, 
competency-based learning, moving from implicit, performance-driven 
development towards more visible and shared learning practices?

Leadership Enables 
Engagement

Leadership is described as 
supportive and focused on 
people. Leaders guide their 
teams while allowing 

autonomy and encouraging 
ownership. They are 

approachable and create 
open dialogue. This helps 

employees feel safe to 
speak up, learn, and 

develop.

"Leadership for me 
is an open door... I 
want to be easy to 

reach for my 
team."

Open Door 
Policy

"You have to lead 
by example. If you 
want people to be 

committed, you 
have to show that 

commitment 
yourself first."

Leading by 
Example

"You have to have 
the empathy to 
understand how 

private life affects 
performance. We 
are humans, not 

robots."

Empathy

"To be a leader is 
to stand behind 
the team in case 

of failure. If 
something goes 
wrong, it’s my 

responsibility, not 
just the 

employee's."

Shielding Role

"Leadership is to 
give the direction... 
you are like a 

captain on a ship."

Giving Direction

"If they grow and 
leave the 

department for a 
better job, I am 

happy because it 
means I did my job 

as a leader."

Supporting 
Growth

"Manager should 
not have all the 

answers but 
should instead use 
the collective 

knowledge of the 
team to find the 
best technical 

solution."

Manager as 
Facilitator

"I think a manager 
should know if 
their employee is 

having a good day 
or a bad day... you 
need to have that 

connection."

Empathetic 
Leadership

"I use the '15-5' 
checklist—15 

minutes for the 
employee to talk 
about whatever 
they want, and 5 

minutes for me to 
give updates."

The "15-5" Rule 
(Tool)

"I want to see 
people bloom... I 
saw a buyer in 

France who was 
struggling for 

years, we changed 
the manager to 
someone more 

empathetic, and 
boom, she 
bloomed."

Developing 
Potential

"A leader for me is 
somebody who is 

listening... 
empathy is a very, 
very key element."

Role of a 
Leader

"A manager is for 
me somebody who 

is looking for the 
tasks, the 

structure... a 
leader for me is 

somebody who is 
listening. Empathy 

is for me a very, 
very key element."

Leadership vs. 
Management

Empowerment

"Leaders must 
provide clear 

guardrails, but 
within those rails, 
the employee 

should have full 
autonomy."

Empowering 
Leadership

"I’m not giving you 
the solution; I’m 

helping you to find 
the solution. This is 
how I see my role 

as a leader."

Facilitation
(Servant 
Leader)

"People feel 
comfortable to 

speak up and also 
to make mistakes, 

because if you 
don't make 

mistakes, you don't 
learn."

Psychological 
Safety

"I don't formally 
manage people, I 
leads teams in the 
projects, handling 

planning, 
timelines, and 

meetings."

Project 
Leadership

"I meet with my 
manager for a 30-​

minute chat 
roughly once every 
two weeks."

One-​on-​Ones

"I’m not the one 
who knows 

everything better. I 
have experts in my 
team, and I need 
to let them work 

and support them."

"If you just write 
me an e-​mail or 
write me Teams, I 
can check and try 
to find time to do 
whatever I can to 

support you."

Accessibility

"My role as a 
leader is to 

support the team... 
to give them what 
they need so they 
can perform their 

tasks."

Support the 
Team

"I push them and 
motivate them to 

jump over their 
comfort zone, to 
try new things and 
take new 

responsibilities."

Motivation

Culture Supports Informal 
Ways of Working

The culture is described as 
friendly, supportive, and 

relationship-​driven. 
Employees feel a strong 

sense of trust, belonging, 
and collaboration. A low 

perceived hierarchy makes 
interaction easy and 

informal. At the same time, 
the organisation remains 
pragmatic and somewhat 

cautious in decision-​
making.

"It's a very friendly 
culture, like a 

family culture. You 
feel very 

comfortable 
working here... it's 
a very welcoming 

culture and a 
place that you can 

really work."

Family 
Atmosphere

"It's an 
environment 
where you can 

drive to actually 
grow as a person 
in both personally 
and as well in your 
own work career."

Personal 
Growth

"The culture is a 
culture that 

embrace 
everybody 

independently 
where you're 

coming from, who 
you are... I know 
that I'm respected 

and colleagues 
are respected."

Inclusion, 
Integration and 

Respect

"For example, the 
Christmas party... 
people are doing 
that on top of their 
work. This shows 
the commitment 
and the friendly 
atmosphere we 

have."

"The company is 
trying to be more 

people centric 
than it was in the 

past... in the past it 
was only focusing 

on the delivery, 
now we are 

focusing also on 
the people."

Evolution 
toward People

"We feel 
altogether like an 

international 
community and 
we respect the 

others... you feel 
that people are 
from the whole 
world."

Internal 
Community

"You can feel that 
you are safe in the 

company... it's a 
stable 

environment 
where you can 
work for years."

Safety and 
Trust

"I think it's like a 
really friendly work 

environment, I 
would say. 

Overall... I think 
most people get 

on very well."

Friendly 
Environement

"I wouldn't say it's 
casual, but it's 

more, yeah, just 
kind of, you know, 
like over time you 

just build good 
relationships with 

colleagues."

Informal 
Dynamics

"It’s very easy to 
talk to anyone... 
whether it’s a 

senior manager or 
a junior engineer, 
you just use first 
names and talk. 
There isn't that 

barrier."

Low Perceived 
Hierarchy

"The culture has 
changed a lot over 
these 15 years 
almost. At the 

beginning, it was a 
collection of plants... 
now it's much more 
centralized in our 
approvals but still 

local in our 
relationships."

Evolution of 
Culture

"I would describe it 
as a purchasing 
culture that is 

people-​oriented... 
it’s about trust and 

global 
collaboration."

People 
Orientation

"People stay here 
for a long time 

because they feel 
part of a project, 

not just a 
company."

Commitment 
and Longevity

"Typical for 
Autoneum is this 
down-​to-​earth 

culture... it’s very 
pragmatic. Not 
this flashy 

corporate style 
you might find in 

banking."

Pragmatism

"People are very 
committed to 

support each other. 
Even if there are 
disagreements, 
there is a high 

commitment from 
each of the 

employees to 
support the overall 

goal."

Support and 
Commitment

"People are very 
committed to 

support each other. 
Of course, there is 

here and there 
discussions... but I 
would say overall 
there is a high 

commitment from 
each of the 

employees to 
support each other."

"I mean, we are 
sitting here in the 
headquarter. You 
can just go to the 

CEO's office, knock 
at the door and 
ask a question. 

This is not 
common in every 

company."

"Our culture is built 
on a foundation of 
trust, where 

employees are 
given the freedom 
to act within their 

roles.

Trust

"I think it's a family 
touch. It's a 

commitment from 
the people to the 

company... this is a 
competitive 

advantage because 
people are sticking 
to the company and 
they want to make it 

successful."

"I think the vibe 
here is good. 

People are friendly, 
willing to help, 
willing to take time 

out of their day".

"The culture is a 
little bit too safe 

regarding 
innovation risk. 
However, when I 

raised an issue in 
safety in 

operations, I felt 
comfortable doing 

so."

Low Risks

"It might not be 
the highest paying 
engineering firm in 
Switzerland, but I 
value the people 

and the 
environment."

Value

"I would say it's a 
pretty open and 

friendly 
atmosphere. 

People are helping 
each other, 

supporting each 
other."

"It's not... like in 
other companies I 

know where 
everybody's 
fighting with 

elbows to get in 
front or to get on 
top. We don't have 
this, we don't see 

this."

Supporting 
Culture

"We have new 
people, we help 
them to integrate, 
to get up to speed. 
And in this regard, 
I'm actually pretty 

happy."

"I think we have a 
really well-​

maintained teams 
and supporting 
environments 

across the 
organisation."

Connecting Competency 
Framework to Everyday 

Practice

The PMP and competency 
frameworks provide 

structure for goals and 
development. They help 
align expectations and 

make performance more 
visible. However, their 

relevance in daily work 
varies across employees. 
Their impact depends on 

how actively they are used 
in practice.

Communication Supports 
Engagement

Communication is open, 
direct, and based on 

relationships. Employees 
value transparency and feel 
comfortable sharing ideas 

and disagreements. Regular 
check-​ins support both work 

and wellbeing. However, 
global collaboration can 

create challenges such as 
language barriers and 

misunderstandings.

Strategy Requires 
Translation into Practice

Strategy provides direction 
and helps align work across 
the organisation. It supports 
focus and consistency but is 

not equally visible to all 
employees. Its 

implementation often 
creates additional workload 

and requires adjustment. 
While seen as beneficial, it 

can lead to initial resistance.

"My role is to bring 
specialised 

knowledge into 
the company's 

daily operation."

Personal 
Strengths

"A core competency 
for me is the ability 
to adapt because 

law and regulations 
change all the time, 
so you cannot just 
stay with what you 
learned ten years 

ago."

Adaptibility

 "It’s not just about 
having the 

knowledge; it’s 
about how you 

apply it to help the 
business move 

people around the 
world smoothly."

Application

"I assign tasks by 
matching them to 

employee 
competencies... if 
someone is good 
at reporting, they 

do reporting. It 
makes the work 
more efficient."

Task Matching

"When we are 
looking for a new 
person, we check 
if they have the 
competencies 

required for the 
role."

Recruitment 
Focus

 "We know each 
other. I know what 
my team can do, 
so I don't need to 

look at the HR tool 
every day."

Implicit 
Knowledge

"To be honest, I'm 
not a huge fan of 
the competency 

model... I think it's 
more for HR to 

have a list than it 
is for us in our 

daily work."

HR vs. Reality 
Gap

“... I think being 
resilient or 

something like 
that is kind of a 
given… it doesn't 

personally matter 
if it's written down 

somewhere. It's 
something you'd 

need to do the job 
anyway.”

Competencies 
seen as 

Inherent to the 
Role

“As an employee it 
doesn't mean 

anything really. We 
fill out our 

competencies 
once a year with 
our manager, but 
that's about it.”

Low perceived 
Relevance

“The first step was 
to define what are 
the important 

competencies for 
our role. The 

buyers need to 
have a different 

set of 
competencies 
than the 

managers.”

Mapping Skills 
to Roles

"In interviews, we 
use the STAR 
approach—​

Situation, Task, 
Action, Result—​to 

see if they actually 
have the 

competency or if 
they are just 
talking."

STAR Method

"It allows us to see 
where the gap is 

between the 
person’s current 

skill and what the 
company needs 

from them."

Skill Gap 
Identification

"It helps to make 
development 
tangible. It moves 

it away from 'I 
think you are 
doing well' to 
'these are the 

specific skills we 
need'."

Competency-​
based 

Development 
Planning

Objective 
Measurement

"The competency 
model helps to 

make it tangible... 
it moves it away 
from 'I think you 

are doing well' or 'I 
have the feeling' to 

a strong fact 
base."

"I was piloting it 
with my 

department... so 
that people see 
okay, this is not 

just an HR tool, it's 
really a tool which 
helps to develop 
the people."

Pilot Program

“In R&T we have a 
skills and 

competency list 
that we use when 
building project 
teams. I made my 

own list of the 
skills I have ... so 
we can verify what 

I’m able to do.”

Skills Inventory 
for Team 

Formation

"Where a person 
stands today vs. where 
the role requires them 
to be in the future ... 

assessment where you 
see this is my profile 
and this is what the 
role requires... then 
you can define 
together with your 

manager where you 
want to go."

“I know I'm not the 
best engineer out 
there, but I think 
I'm quite good at 
communicating. 

So project 
managing made 
more sense for 

me.”

Competency 
shaping Career 

Path “Moving from 
associate to 

engineer is mostly 
based on time at 
the company. But 

once you go 
further up, you 

need to prove that 
you can manage 
projects and take 

responsibility.”

Competency-​
based 

Promotion 
Criteria

“One of my goals 
this year is 

harnessing AI to 
improve efficiency 
in the work we do.”

Competency-​
based Personal 

Development 
Goal

“We are a 
multinational 
company and 
people work in 
different ways 

depending on the 
country. You need to 
understand different 

standards and 
different ways of 
working.”

Cross-​cultural 
Adaptability

“For product 
management or 

quality roles, 
having the 
technical 

background is 
basically non-​

negotiable. But ... 
you also need the 
right attitude to 
work with people.”

Technical 
Competence 
paired with 

Interpersonal 
Skills

“Things are 
changing 

constantly in the 
automotive 

industry. You 
always need to 

learn new things 
because 

technologies and 
requirements are 

changing.”

Continuous 
Learning 
Mindset

"In the daily 
business, you 

forget the long-​
term things... PMP 

brings things to 
light that you 

might have 
forgotten during 
the year."

Reflection of 
Achievements

"I would like to 
have more 

quarterly check-​
ins rather than just 
the big ones... it 

keeps the 
conversation 

alive."

Wish for more 
frequent PMP 
Conversation

“My HR colleagues 
know where I'm 
coming from in 
terms of 

experience ... I try 
to communicate 
my expertise and 
make sure we are 

aligned and 
compliant with the 

requirements.”

Alignment of 
Individual 

Objectives with 
Organisational 

Goals

"We use the global 
PMP process to 

ensure that 
everyone is 

aligned with the 
same objectives 

across the region."

Global 
Consistency

"The PMP is the 
formal part, but 
the real talk 

happens during 
our weekly 
meetings."

Formal vs. 
Informal

"It’s a time to sit 
down and see if 
we are on track or 

if we need to 
change 

something."

PMP Check-​Ins

“I’m starting 
training to 

become a patent 
attorney. That is 
written into my 

goals that I start 
the training course 
and register. All of 
this is written into 

my objectives.”

Career 
Qualification 

integrated into 
Development 

Plan

"It’s good for 
setting personal 

development 
objectives and 

actually tracking if 
you’re moving 
toward them."

Tracking 
Growth

"PMP is for me to 
give the direction... 
to say this is what 
we want to 

achieve this year'."

Target Setting

"It makes the 
targets concrete 
rather than just a 
wish list... you have 

it in writing, and 
you review it with 
your manager."

"The importance of 
PMP is different 

from plant to 
plant... for some, 
it’s a priority, for 
others, it’s just a 
task to be 
finished."

Varying Priority

"If used correctly, 
the PMP is a 

motivation tool... it 
shows the 

employee that we 
care about their 

performance and 
their happiness."

Tool for 
Motivation

“I think it’s important 
to separate the 

rating discussion 
(PMP) from the 
development 
discussion. If 

employees feel 
judged, it becomes 

difficult to talk 
openly about where 
they want to 

improve.”

Separating 
Evaluation from 

Development 
Feedback

"The PMP is there 
to ensure that 

every employee 
knows their 

business targets 
and how they 

contribute to the 
company's 
success."

"This is where you 
set the stage. If 
the targets aren't 

clear here, the rest 
of the year won't 

be effective."

"The form is one 
thing, but the 

dialogue between 
the manager and 
the employee—​
that’s the most 

important part. If 
you just fill out a 
form, it’s useless."

"Typically at the 
beginning of the 
year, we set 
targets with our 

managers."

“In my first year I just 
got ‘meets 

expectations’. In my 
second year I got 

somewhere between 
‘exceeds 

expectations’ and 
‘substantially 

exceeds 
expectations’.”

PMP making 
Development 
visible

“If someone exceeds 
expectations, they 
can be highlighted 
to HR. Then they can 

be put on a high-​
potential list and 

receive additional 
training.”

Performance 
Ratings linked 
to Talent 

Identification

"The PMP is the 
formal process 
where we sit 
together and we 

define the 
objectives for the 

next year... it’s 
about alignment."

"It’s good to have 
this documented so 
we can see the 

progress at the end 
of the year."

“The process itself 
is standardised, 

but the objectives 
need to be 

adapted to the 
role. The goals 

have to reflect the 
complexity of what 

people actually 
do.”

Role-​specific 
Objective 

Setting

"We all support 
each other... if I 
have a question 
about a specific 
country, I know 

exactly who to call 
and they will help 

me."

Collaborative 
Spirit

"My manager 
trusts me to do my 
job, but there is if I 

need a 'sparring 
partner' for a 
difficult case."

Managerial 
Trust

"I am always there 
if they have a 

question... even if I 
am busy, I try to 
find five minutes to 

help them."

Being 
Approachable

“There are certain 
colleagues in the 

company who 
have stepped 

forward to sort of 
mentor me. There 
are people I feel 

comfortable 
asking questions.”

Informal 
Support / 

Mentorship 
within Teams

“We are all in the 
same boat when it 
comes to reaching 
the goals of the 

department.”

Shared 
Responsibility

"The better you 
know someone, 
the easier it is to 
ask for help... you 

know who the 
expert is for a 

specific topic, and 
you can just call 

them."

Trust-​Based 
Support

"An employee can 
bloom under a 

certain manager 
or can go down 
under another... 
the relationship is 

everything."

Manager – 
Employee 

Relationship 
Influencing 
Employee 

Development

"My job is to 
provide the right 
environment... if 
they feel 

supported, they 
will deliver a lot 

more."

Manager's Role

"I see myself more 
as a coach or a 
mentor for my 
team... I try to give 
them the freedom 
they need to grow."

"The employee is 
in the driving seat 

of their own 
career. I can 

support, I can 
coach, I can give 
feedback, but the 
move has to come 

from the 
employee."

"If I have a 
problem, I can go 
to my colleague 
and ask... this is 
the most 

important support 
we have."

"We help them to 
integrate... it’s a 

supporting 
environment."

Supportive 
Onboarding 
Environment

“There are certain 
colleagues who 
have stepped 

forward to sort of 
mentor younger 
engineers. They 

help you 
understand how 
things work in the 

automotive 
industry.”

Learning Depends on 
Initiative and Engagement

Learning happens mainly 
through collaboration and 
daily work. Employees rely 

on colleagues, informal 
networks, and shared 

knowledge. At the same 
time, learning is self-​

directed and depends on 
individual motivation. The 

organisation provides tools, 
but employees must take 

initiative to use them.

"I participate in 
many webinars 

and forums with 
the Big Four 

(Consulting firms) 
to stay up to date 
on international 

laws."

External 
Expertise

“The company 
provides the tools 
and the software 
we need. But the 
tool is only as 
good as the 

person using it.”

Individual 
responsibility 
for learning

"I think the 
company could 

support more with 
external degrees 

or specific 
certifications... 

having a personal 
learning budget 
would be a great 

tool.

Support for 
Self-​Directed 

Learning

“We also have 
internal lectures 

and webinars. 
Experts from 

different parts of 
the company 

share their 
findings.”

Internal 
Knowledge 

sharing across 
Departments

“The tools are 
available, but it 
depends on the 

person to actually 
use them and 

learn.”

"I am using AI bots 
for checking 

contracts, 
preparing reports, 
and managing my 
agenda... it saves 

so much time."

AI Integration

“I have the top five 
traits of every 

person in my team 
from Clifton 

Strengths. This 
helps me know 
who to give certain 
tasks to based on 
their natural 
talents.”

Strengths-​
Based Task 
Allocation

"We have 
GoodHabits and 
other platforms... 
the tools are there, 

but you have to 
encourage people 
to use them."

Learning 
Platforms

"HR provides the 
buffet—​the 
webinars, the 

GoodHabits, the 
training 

platforms—​but the 
employee must 

have the hunger to 
go and eat."

“For senior talent 
we sometimes use 

external 
assessments. They 

give deeper 
psychological and 

professional 
insights that 
internal tools 

might not 
capture.”

External 
Assessments 

for deeper 
Talent 

Evaluation

“We have quite a lot 
of tools available, 

like LinkedIn 
Learning or internal 
webinars. But in the 
end it depends on 
the individual if they 
actually use them. 

You need the 
personal drive to 
take advantage of 
these things.”

“We use shared 
drives and tools 

like Teams to keep 
everyone on the 

same page.”

Digital Tools 
enabling 

Information 
Sharing

“There are internal 
training tools 

available. But often 
the biggest 

challenge is finding 
the time to actually 
use them.”

Time 
Constraints 

limiting 
Learning 

Participation

“We also use the 
‘Level Up’ idea in 
social settings. It 

helps to bring 
people to the same 

level. It creates a 
sense that we are all 

part of the same 
thing, even across 

different functions.”

Fostering 
shared 

Organisational 
Identity

"Level Up is great, 
but we must not 

forget the human 
touch... that is 
what makes 
Autoneum 

special."

Maintaining a 
Human-​

Centered 
Culture

"Management 
must be 

consistent... too 
many changes in 
the strategy is not 

good for the 
people and their 

motivation."

Consistency is 
Key

"I try to translate 
'Level Up' into what 

it means for our 
daily financial 

reporting."

Translating 
Strategy into 

Daily Work

"Projects are 
becoming more 

focused and 
strategic... we are 
moving away from 
doing everything 
to doing what 
really fits the 
technology 
roadmap."

Strategic Focus

“Level Up helps 
explain why 

certain projects 
are prioritized. It 
gives a clearer 

sense of direction 
for what we are 

focusing on.”

"The strategy is 
about moving the 
company to the 

next level by 
ensuring everyone 
understands the 

global values."

Strategic 
Alignment

"We use the Move 
Awards to 
celebrate 

achievement and 
align with the 

strategy... it makes 
the values visible 
and tangible for 
the employees."

Recognition 
Reinforcing 

Organisational 
Values

“Level Up requires 
a different 

mindset. People 
need to take more 
ownership of their 

personal and 
professional 

growth.”

“Part of the idea is 
to standardise the 
way we lead and 
develop people 

across the 
different regions. 

So that employees 
have a consistent 

Autoneum 
experience.”

Global 
Standards

"With Level Up, we 
want to 

professionalize the 
way we lead... to 
have a standard 

across the world so 
an employee in 

China has the same 
development 

opportunities as 
someone in 

Switzerland."

"It's about taking 
ownership. Don't 
wait until 

somebody tells 
you what to do, 

but bring your own 
ideas."

Mindset Shift

“As a global 
product manager, 
before sponsoring 
a project you need 
to make sure it 
aligns with the 

company 
strategy.”

“Because I’m in 
Concept 

Development, I 
probably see more 

of the new 
projects and 
strategy than 
others in R&T.”

Role-​Based 
Visibility into 

Strategy

“We have a 
technology 

roadmap that 
outlines which 

products we want 
to bring to the 

market over the 
next five years.”

"Level Up is about 
bringing the 

company 
forward... to be 

more efficient and 
more professional 

in what we do."

“The strategy 
helps us focus on 
the bigger, high-​
value projects. 

Otherwise you can 
easily get lost in 
smaller details.”

"I prefer one-​to-​
one 

communication... if 
you see the 

person, even on 
Teams with the 

camera, you can 
read the body 

language."

Face-​to-​Face 

"In Global Mobility, 
we deal with 

sensitive topics 
like moving 

families... you 
cannot just send 
an email for that. 
You need to talk 

and listen."
Empathetic 

Communication 
for Sensitive 

Situations

"In our weekly 
meetings, I go the 

full round. 
Everyone has to 
say something... 
this is how I know 

what is 
happening."

Structured 
Team Check-​

Ins for 
Information 

Visibility

"This prevents 
people from 

learning news 
from the coffee 
machine... it’s 

better they hear it 
from me first."

Transparency

"If you don't agree 
with me, say it. I 
prefer to have a 
discussion now 
than a problem 

later."

Open Feedback

“Sometimes we 
have quite heated 
technical debates. 

But everyone 
understands that 
it’s about finding 
the best solution 

for the product. It’s 
not a personal 

attack.”

Constructive 
Technical 

Debate

“English is the 
standard 

language ... but 
when you work 
with the plants 

and do trials 
locally, sometimes 

it needs a bit of 
translation and 

patience.”

Cross-​Language 
Communication 

Challenges

"With a team 
scattered across 
Europe, we rely 

heavily on weekly 
online meetings 

and one-​to-​ones 
to stay 

connected."

Virtual 
Communication 

in 
Geographically 

Distributed 
Teams

"I try to be as 
transparent as 
possible about 
why we are 

making certain 
decisions... it 
builds trust."

"The one-​to-​one is 
not for checking 
tasks; it’s a pulse 
check to see how 
the person is doing 

and if they need 
support."

Support-​
Focused One-​
to-​One 

Meetings

"We sit together in 
the office, so 

communication is 
very direct and 
very fast."

Direct 
Interaction

"Pragmatism is 
great for speed, 

but... sometimes we 
miss the formal 

documentation. You 
have to be careful 

not to leave people 
in a 'grey zone' 
where they think 
they know what was 
decided but it’s not 
100% clear."

Trade-​off 
between 

Pragmatism 
and 

Documentation

“When we do trials 
in the plants, 

sometimes you end 
up using Google 
Translate. Or you 

ask one of the 
senior engineers to 
help translate when 
talking to the 
maintenance 
teams.”

Language 
Barriers in 

Plant-​Level 
Collaboration

“Sometimes in 
meetings the 
conversation 

switches to French 
or German. If you 
are the only one 
who doesn’t speak 

it, you are a bit 
outnumbered. It’s 

not particularly 
polite.”

Language 
Exclusion in 

Multinational 
Teams

“The better you 
know someone, 
the better work 
you can do. When 
you already have 
that relationship, 
you can just call 
them and things 

move much faster.”

Relationship-​
Based 

Collaboration

“In a multinational 
team, open 

communication is 
really important. 

Otherwise people 
start working in 
their own silos and 
misunderstanding 

happen.”

Open 
Communication 

preventing 
Organisational 

Silos

"Working with 
colleagues from all 

over the world 
makes the job 

interesting... you 
learn something 
new every day 

about how people 
think."

Intercultural 
Collaboration

"We respect the 
others, we respect 
the different 

cultures... this is 
very important in 
an international 

company like 
ours."

“We try not to work 
in silos. Not that one 
person works on one 
project and another 
on another project 
and everyone stays 
in their own silo. We 
try to share and 
work together.”

Avoiding Silo 
Thinking 
through 

Collaboration

“One thing I learned is 
how much cultural 

background influences 
how people perceive 
information and how 
they communicate. It’s 
totally different from 

America to China. You 
need to speak to 

people in different 
ways to achieve the 

same effect.”

Adapting 
Communication 
to Cultural 
Differences

“They try top-​down. 
The top gives the 
targets, then they 

speak with the head of 
the business group, ... , 

and the plant 
managers with the 

employees. Every time 
you go down, the 
message goes.”

Message Dilution 
in Hierarchical 

Communication

“I know the 
strategy exists and 
there are these 

pillars… but I’m not 
directly involved 

because I’m more 
on the R&T side.”

Limited 
Engagement 
with Corporate 

Strategy

"You cannot 
manage a person 

in Poland the 
same way you 

manage someone 
in Spain; you have 
to adapt."

Intercultural 
Challenges

"When I hire, I 
don't just look for 
a buyer; I look for 
a person who fits 
the team... 

technical skills can 
be taught, but the 

right attitude is 
rare."

Using 
Competencies 

for Recruitment

“Very often companies 
take the best 

specialist they have 
and make him a 

manager. But being a 
manager is a 

completely different 
job.”

Misalignment 
between 
Technical 

Expertise and 
Leadership Role

“If you end up with a 
manager where 

persuading is a key 
competency and he 
doesn’t have it, you 

might never be able to 
develop him. So you 

have to be very careful 
that you have the 

people with the right 
competencies.”

Limits of 
Competency 
Development

“Some competencies 
are easy to develop, 
but others are much 
more difficult. If it’s a 
competency that is 
very difficult to 

develop, then maybe 
this person will never 
become the person 
you need in that 

position.”

“Sometimes people 
are not super engaged 

because there is not 
so much active 

discussion with the 
manager about their 

development.”

Development 
Discussions 
influencing 

Engagement

“It would be good if 
people could spend 
three to six months in 

another location.”

Rotational 
Assignments for 

Employee 
Development

“I think that would 
really help younger 

employees understand 
the business better. 

And it would improve 
communication 

between the different 
locations.”

“Sometimes you see a 
bit of politics being 

played between 
departments. 

Decisions are not 
always purely based 

on the technical logic. 
Sometimes it’s more 

about business 
priorities or KPIs.”

Company 
Politics 

influencing 
Decisions

"Everything is 
moving very fast, 
so you have to be 
very flexible."

Industry Pace 
requiring 

Organisational 
Flexibility

“The role of the 
leader is to 
understand the 
strengths of the 

people in the 
team.”

Strength-​Based 
Leadership

“For the level of my 
direct manager it 
came earlier last 
year. The idea is to 
have it at least for 
the people who 

are leading teams. 
So down to the 
team lead level.”

Gradual Rollout 
of Competency 

Framework

“When I see an 
issue, I just 

contact the 
person directly.”

Informal Direct 
Communication

"If an engineer has 
the data to show a 
decision is wrong, 
they should feel 

comfortable 
saying it. That’s 

low-​level 
leadership."

Encouraging 
Dissent

Relationship with 
his manager: "very 

honest and very 
open dialog"

Open Feedback

"I like sharing my 
knowledge to the 
younger or new 
employees. But 

also my peers who 
don't know"

Sharing 
Knowledge

"My manager’s 
style is not "super 

hands-​on" but very 
responsive and 

invested. I 
appreciate that 
we can be direct 
with each other. 

You can just say it 
how it is and it's 

okay".

Honest 
Interaction

Openness as a Foundation for 
Engagement

Description:
Everyone perceives engagement 
differently. Participants 
consistently emphasise 
openness, honesty, and 
transparency as core conditions 
that enable meaningful 
interaction and contribution.

Creating a Safe Space to Learn 
and Act

Description:
Employees feel more 
comfortable to speak up and 
take risks when they feel safe. 
This includes making mistakes 
without fear. Leaders support 
this by standing behind their 
team. They take responsibility in 
case of failure. This creates trust 
and encourages learning and 
initiative.

Being Available as a Form of 
Support

Description:
When leaders are easy to contact 
and willing to help, employees 
feel supported. This encourages 
communication and strengthens 
the working relationship. 
Leaders should make time for 
their team and respond when 
needed. An open door approach 
helps employees feel supported 
and not alone.

Effective Leadership Requires 
People Development Skills

Description:
 Participants stress that technical 
expertise alone is not enough for 
leadership. Good leaders 
understand their team, 
recognise strengths, and support 
development. They help 
employees grow and reach their 
potential

Leadership Balances Support, 
Direction, and Autonomy

Description:
Participants see leadership as a 
balance between support and 
guidance. Leaders listen, show 
empathy, and support their 
team. They also give direction 
and set clear expectations.
Rather than controlling, leaders 
enable employees to find their 
own solutions and take 
ownership. This creates 
autonomy while still providing 
structure.

Global Alignment but Different 
Levels of Engagement

Description:
The PMP is meant to align 
everyone around the same 
goals. However, not all teams use 
it in the same way. In some areas 
it is taken seriously, while in 
others it feels like a task to 
complete. This leads to different 
levels of engagement across the 
organisation.

Ongoing Dialogue Makes 
Development Meaningful

Description:
Development is most effective 
when there is regular dialogue 
between manager and 
employee. While the PMP 
provides structure, ongoing 
conversations and check-​ins are 
key to tracking progress and 
maintaining engagement.

Informal Support and 
Knowledge Sharing

Description:
Employees support each other 
through informal networks. They 
know who to ask and feel 
comfortable reaching out. 
Mentorship and collaboration 
help with learning, problem-​
solving, and onboarding.

Trust and Stability Create a 
Sense of Security

Description:
 Employees experience the 
organisation as stable and 
trustworthy. This creates a 
feeling of safety.
At the same time, trust allows 
employees to act with autonomy 
in their roles. This combination 
of stability and trust supports 
both security and independence.

A Respectful and Inclusive 
Global Community

Description:
 The organisation is described as 
inclusive and respectful. 
Employees from different 
cultures feel accepted and 
valued. Support for new 
employees helps them integrate 
quickly. This creates a strong 
sense of community and enables 
effective collaboration across 
countries.

Positive Work Environment as 
a Key Value

Description:
Employees value a friendly and 
supportive work environment. 
They describe strong 
relationships, openness, mutual 
help and 'family-​like culture'.
This positive atmosphere 
contributes to comfort, 
satisfaction, and overall 
appreciation of the workplace.

People-​Centred Culture Drives 
Growth and Commitment

Description:
The organisation is moving 
towards a stronger focus on 
people. This includes trust, 
collaboration, and personal 
development. The human aspect 
of work is seen as essential.
This culture supports employee 
growth and creates a sense of 
belonging. As a result, 
employees are more committed 
and stay longer in the 
organisation.

Low Perceived Hierarchy 
Enables Informal Interaction

Description:
 Although formal hierarchies 
exist, they are less visible in daily 
interaction. Employees feel 
comfortable approaching senior 
leaders and communicating 
across levels.
This reduces barriers and 
supports open and direct 
communication within the 
organisation.

Pragmatism within an Evolving 
Organisational Culture

Description:
The organisation is described as 
practical and down-​to-​earth. 
Employees value a non-​
corporate and solution-​oriented 
way of working.
Over time, the culture has 
become more structured and 
centralised, while still 
maintaining local connections 
and relationships.

Cautious Decision-​Making 
Influenced by Organisational 
Priorities

Description:
 The organisation shows a 
cautious approach to risk. 
Decisions are influenced not only 
by technical reasoning but also 
by business priorities and 
internal dynamics.
While this supports stability and 
safety, it may limit innovation 
and risk-​taking.

Strong Culture of Support and 
Commitment

Description:
Employees show a high level of 
commitment to each other and 
to the organisation. They 
support one another and 
prioritise shared goals over 
individual competition.
This creates a collaborative and 
supportive culture, which also 
strengthens employee loyalty 
and engagement.

Knowledge Sharing in a Global 
and Cross-​Functional Context

Description:
Employees learn through 
collaboration across countries 
and departments. Internal 
knowledge sharing and 
intercultural exchange support 
continuous learning and new 
perspectives.

Access to Internal and External 
Expertise

Description:
Employees rely on both internal 
knowledge and external 
expertise. Colleagues, managers, 
and external sources support 
learning and development. This 
helps employees handle complex 
tasks and continue to grow.

Rotational Experiences 
Support Learning and 
Collaboration

Description:
Participants suggest that 
working in different locations 
can support development. 
Rotations help employees 
understand the business better 
and improve collaboration across 
sites.

Digital Tools Enable Efficient 
Work and Knowledge Sharing

Description:
Employees use digital tools and 
AI to support their work. These 
tools help manage tasks, share 
information, and improve 
efficiency in daily work.

Self-​Directed Learning 
Requires Personal Initiative

Description:
The organisation provides many 
learning tools and platforms. 
However, employees are 
responsible for using them. 
Learning depends on personal 
motivation and time availability.

'Level Up' Strategy Provides 
Direction, Alignment, and a 
Mindset Shift

Description:
The strategy helps employees 
focus on priorities and align their 
work with company goals. It 
brings more consistency and 
global standards. At the same 
time, it requires a shift in 
mindset towards ownership, 
alignment, and individual effort.

Uneven Access and Translation 
of Corporate Strategy

Description:
Employees have different levels 
of access to and involvement in 
the company strategy. Some 
actively translate it into their 
daily work, while others have 
limited visibility. This creates 
gaps between strategic direction 
and everyday work.

Recognition and Shared 
Practices Reinforce Values

Description:
Recognition and shared 
initiatives make company values 
visible. They help align 
employees and create a shared 
sense of identity across the 
organisation.

Open and Transparent 
Communication Prevents Silos

Description:
Open and transparent 
communication helps avoid silo 
thinking. Sharing information 
and discussing decisions openly 
supports collaboration, reduces 
misunderstandings, and builds 
trust.

Informal, Relationship-​Based 
Work with Limited 
Formalisation

Description:
Work is often based on informal 
relationships and direct 
communication. This supports 
speed and collaboration. 
However, a lack of formal 
documentation can sometimes 
lead to unclear decisions.

Communication Challenges in 
a Global and Multilingual 
Environment

Description:
Working across countries creates 
communication challenges. 
Language barriers and cultural 
differences affect how people 
understand and interact with 
each other. Employees need to 
adapt their communication and 
use different tools to stay 
connected and work effectively.

Structured Check-​Ins Support 
Communication and Overview

Description:
Regular and structured check-​ins 
help ensure that information is 
shared. They give employees 
space to speak and help leaders 
stay informed about what is 
happening in the team.

Open Discussions Help Find 
Better Solutions

Description:
People are encouraged to speak 
up and share different opinions. 
Even heated discussions are 
seen as part of doing good work, 
not as personal conflict. This 
helps the team find better 
solutions early on.

Meetings as Spaces for 
Support and Wellbeing

Description:
Meetings, especially one-​to-​
ones, are used to support 
employees beyond task 
management. They create space 
to discuss personal situations 
and wellbeing, allowing leaders 
to listen and respond with 
empathy.

Message Dilution in 
Hierarchical Communication

Description:
 Information passed through 
multiple levels can lose clarity. As 
messages move down the 
hierarchy, they may change or 
become less clear, which affects 
understanding.

Competency-​Based 
Development Makes Growth 
Clear

Description:
Competencies help make 
development more clear and 
structured. They show skill gaps, 
guide career paths, and support 
more objective evaluation. This 
helps employees understand 
where they are and what they 
need to improve.

Adaptability and Continuous 
Learning as Key Competencies

Description:
Employees need to stay flexible 
and continuously learn. 
Changing technologies, 
regulations, and ways of working 
require constant adaptation. 
Adaptability and learning are 
essential to keep up with the 
fast-​paced, global environment.

Gradual Rollout and Limited 
Awareness of the Competency 
Framework

Description:
The competency framework is 
introduced step by step, starting 
with certain teams and 
leadership levels. As a result, not 
all employees are aware of it yet, 
which limits its full use and 
impact.

Limits of Competency 
Development

Description:
Not all competencies can be 
developed equally. Some skills 
are difficult to learn, which 
means not every employee will 
fit every role. This highlights the 
importance of matching people 
to the right positions.

Low Relevance of the 
Competency Model in Daily 
Work

Description:
Some employees see the 
competency model as an HR tool 
with limited value for their daily 
work. This creates a gap 
between formal processes and 
actual practice.

Competency-​Based 
Recruitment and Team Fit

Description:
 Recruitment focuses on 
competencies and team fit. Tools 
like the STAR method are used to 
assess real skills, while attitude 
and fit are seen as equally 
important as technical ability.

Core Competencies Are Seen as 
Given for the Role

Description:
Some competencies are seen as 
basic requirements for the job. 
Technical skills and the right 
attitude are expected, rather 
than developed.

Tailoring Goals to the Role and 
Individual

Description:
Goals are adapted to the specific 
role and person. They reflect 
actual work, align with company 
needs, and can include personal 
development steps like training 
or qualifications.

Using Competencies to Guide 
Work and Task Allocation

Description:
Competencies are used to assign 
tasks and build teams. Managers 
match tasks to employee 
strengths, sometimes based on 
formal tools and sometimes on 
personal knowledge. This helps 
improve efficiency and fit 
between people and roles.

PMP as a Tool for Reflection, 
Motivation, and Development

Description:
The PMP helps make 
performance and development 
visible. It supports reflection on 
progress and can motivate 
employees. Separating 
evaluation from development 
discussions allows for more open 
and honest conversations.

Formal Goal Setting Provides 
Direction and Alignment

Description:
The PMP process is used to set 
clear goals at the beginning of 
the year. It helps align 
expectations between manager 
and employee and gives 
direction for the work ahead.

Supportive Manager–Employee 
Relationships Enable 
Development

Description:
 The relationship between 
manager and employee strongly 
influences development. When 
managers are supportive, 
approachable, and act as 
coaches, employees feel 
encouraged to grow and 
perform better.

“The different big 
business groups… 
are not that much 
related or in touch 
with each other… 

it’s totally different 
companies within 
this one company.”

“In some parts still 
very old 

fashioned… we are 
trying to get with 

all the new 
technologies, but 
we are not there 
yet in regards to 
administrative 
things.”

“It’s obviously a 
good thing… but 
it’s still a lot of 
effort for the 

individual location 
and HR people.”

“They make sense. 
That’s really the 

bottom line.”

“It’s still a way of 
hopefully 

management… a 
way of leading 
your team… but it’s 
not in their focus.”

“Big ideas coming 
from group… 

means a lot of 
work for the 

individual 
locations.”

“Different 
mindsets… 

different levels of 
interest in 
corporate 
activities.”

“The basis… is the 
performance 

review… a great 
opportunity to get 

feedback and 
develop yourself. A 
good opportunity 
to voice what you 
would like to 
develop in.”

“Transformation 
and change is 
usually difficult… in 
the beginning it 

can be 
intimidating.”

“It’s sometimes 
difficult to 

acknowledge or 
accept the extra 
work coming from 

group.”

“In the long run… 
most ideas are 

opportunities or 
beneficial. But in 
the moment… it 
creates a lot of 

extra work.”

Implementation 
Burden at Local 

Level

Resistance and Effort in 
Organisational Change

Description:
 Organisational changes, such as 
new strategies or frameworks, 
are often seen as beneficial in 
the long term. However, they can 
create additional workload and 
initial resistance. Employees may 
feel overwhelmed or uncertain at 
the beginning, which affects 
engagement with new initiatives.

"Communication 
should be open 

and transparent. If 
there is a problem, 
we should talk 

about it."

Resistance to 
Change

Perceived 
Increase in 
Workload

Top-​down 
Pressure from 

Corporate 
Initiatives
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Co-Design

For the Co-Design I prepared, a handout, a Co-Design Booklet, a presentation 
and a systemic map for the participants. I did this to bring people together, so 
everyone is on the same page and knows more or less what the co-design will 
be about and what they can expect.

Making competencies part of everyday work

April 10, 2026 | 10.00 - 12.00

Why this co-design? 

 

At Autoneum, competencies define how we work, collaborate, and 

develop; but in everyday work, they are often not clearly visible and 

actively engaged with. 
 

From interviews, cultural probes, and observations, we see that 

learning and development already happen every day: through 

collaboration, conversations, and real work situations. However, 

competencies are rarely made explicit in these moments, and 

awareness of their relevance in everyday work remains limited. 
 

Research Findings:

•	 Leadership & communication support engagement 

— but competencies are not consistently part of these 

interactions

•	 Competencies guide work 

— but often remain implicit and in the background

•	 Learning happens through daily work 

— but it depends on individual initiative

•	 Culture supports collaboration 

— but relies less on formal tools, making competencies less 

visible and often implicit

•	 Strategy provides direction 

— but is not always clearly connected to daily work

As a result, competencies are present, but awareness of their 

importance and relevance is still limited, creating a gap between 

the competency framework and everyday practice.

In this workshop, we bring different perspectives together 

to explore this gap and co-create practical ways to make 

competencies more visible and part of daily work. 
 

I look forward to co-creating meaningful interventions together!

What we will do together 

Co-Design Session

1. Making Sense of the System

•	 Understand how competencies 

show up today

•	 Identify challenges, gaps, and 

opportunities

2. Aligning on Future Framework

•	 Define what good practice 

should look like

•	 Adapt and align the proposed 

framework together

3. Co-Designing Interventions 

•	 Work on situations from 

everyday work

•	 Develop concrete ideas and 

interventions

25 min

15 min

45 min

STRATEGIC LEVEL

OPERATIONAL LEVEL

EVERYDAY WORK

Strategy "Level Up" | Competencies

Managers | PMP | Communication | Leadership

Culture

Learning

Leadership

Communication

Competencies

Strategy What has been done:
- PMP
- Introducing Competencies
- Defining Set of Competencies
- SHL

Teams | Individuals

!

= Themes / Topics

= Potential Feedback Loop

= Core Findings

= Independencies /
   Influences

= Barriers

= Drivers

Making Sense of the System | Competencies at Autoneum

Competencies set direction and 
expectations for development

Competencies are not visible in 
everyday work/tasks

!

Limited understanding

!

Strategy sets intent and gives 
direction

Managers translate strategy into 
practice

Supportive leadership enables 
trust and development

Learning happens but it is not 
addressed or reflected upon

Depends on individuals

!

Inconsistent approach and 
documentation

!

Strategy loses clarity as it  
moves into daily work

!

Lack of shared language

!

Engagement

Perceived as additional effort

!

Little time and competencies is 
seen as low priority

!

Depends on manager

!

Support

Open communication and strong 
collaboration cultre

Competencies are visible if 
reflected upon

Reflection

Translation

!

Date: 10 April 2026, 10:00 –12:00
Location: Autoneum headquarters, Winterthur
Participants: 9 on-site, 1 online observer

Co-Design Handout:

Co-Design Systems Map:

Co-Design Presentation:

Activity Actual

1

2

3

Making Sense of the System — discussion using the systems map ~45 min

~45 min

~10 minPrioritisation — marking the map with coloured dots

Co-Designing Interventions — group work using intervention cards

Planned

25 min

15 min

45 min

Part

Co-Design Graduation project 2026

Welcome

Co-Design Session
Making competencies part of everyday work
April 10, 2026 | 10.00 - 12.00 

April 10, 2026 Co-Design Graduation project 2026 April 10, 2026

Where we are today

Feedback

Interviews Cultural Probes Observation Co-Design Design Interventions

Guiding Question: 
How might Autoneum Management AG support the 
cultural and structural conditions necessary to 
encourage employees to actively engage with a 
competency framework-based learning culture?

Goal: 
Co-create ways to make competencies visible and part 
of everyday work.

Co-Design Graduation project 2026

My Findings

Based on: Interviews

Cultural Probes

Observation

Leadership enables engagement

– but competencies are rarely made explicit in daily interactions.

Communication supports engagement

– but lacks consistency in how competencies are shared or 
discussed.

Competencies remain mostly invisible

– but are often applied implicitly rather than consciously in 
everyday work.

April 10, 2026

Learning happens through daily work

– but development depends on individual initiative, not shared 
structure.

Culture enables informal ways of working

– but informality reduces visibility and consistency of 
competencies.

Strategy is not always translated into practice

– but is not always clearly connected to daily tasks and 
competencies.

Co-Design

Agenda

Graduation project 2026

Part 1

Part 2

Part 3

April 10, 2026

Making Sense of the System 
25 min

Aligning Future Framework

15 min

Co-Designing Interventions
45 min

Co-Design Graduation project 2026

Making Sense of the System

Look at the system map and the findings.

What resonates with your everyday work?

Where do you see challenges or barriers?

Where do you see opportunities for improvement?

→ Add notes, connect ideas, and build on what is there

Goal: 
Create a shared understanding of how competencies 
show up in everyday work today and where the main 
tensions are.

April 10, 2026

25 Min

STRATEGIC LEVEL

OPERATIONAL LEVEL

EVERYDAY WORK

Strategy "Level Up" | Competencies

Managers | PMP | Communication | Leadership

Culture

Learning

Leadership

Communication

Competencies

Strategy What has been done:
- PMP
- Introducing Competencies
- Defining Set of Competencies
- SHL

Teams | Individuals

!

= Themes / Topics

= Potential Feedback Loop

= Core Findings

= Independencies /
   Influences

= Barriers

= Drivers

Making Sense of the System | Competencies at Autoneum

Competencies set direction and 
expectations for development

Competencies are not visible in 
everyday work/tasks

!

Limited understanding

!

Strategy sets intent and gives 
direction

Managers translate strategy into 
practice

Supportive leadership enables 
trust and development

Learning happens but it is not 
addressed or reflected upon

Depends on individuals

!

Inconsistent approach and 
documentation

!

Strategy loses clarity as it  
moves into daily work

!

Lack of shared language

!

Engagement

Perceived as additional effort

!

Little time and competencies is 
seen as low priority

!

Depends on manager

!

Support

Open communication and strong 
collaboration cultre

Competencies are visible if 
reflected upon

Reflection

Translation

!

Co-Design Graduation project 2026

Aligning Future Framework

Based on the system map, my proposed framework, and your insights:

What should good practice look like in the future?

How should competencies be used in everyday work?

→ Use the proposed framework as a starting point 

→ Adapt, change, or add to them together

Goal: 
Create a shared framework that reflect how 
competencies should ideally be used in everyday work.

April 10, 2026

15 Min

Co-Design Graduation project 2026

Co-Designing Interventions

1) Choose a moment from the system map where 
there is tension. (30 Min)

Redesign this moment: what does it look like in the 
future?

Where are competencies visible?

What needs to happen to make this possible?

→ In groups of two, define 2–3 concrete interventions

Goal: 
Develop and share your ideas and interventions that 
make competencies visible and usable in everyday 
work – aligning with the framework from exercise 2.

2) Share and discuss. (15 Min)

What stands out?

What feels useful or realistic?

→ Share your moment and interventions

April 10, 2026

45 Min
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Co-Design Booklet: Outcome of the Co-Design: Intervention Cards

Outcome of the Co-Design: Systemic Map

Co-Design Protocol:

Making competencies part of everyday work

April 10, 2026 | 10.00 - 12.00

Co-Design Session

54 

At Autoneum, competencies define how we work, collaborate, and 
develop; but in everyday work, they are often not clearly visible and 
actively engaged with. 
 
From interviews, cultural probes, and observations, we see that learning 
and development already happen every day: through collaboration, 
conversations, and real work situations. However, competencies are rarely 
made explicit in these moments, and awareness of their relevance in 
everyday work remains limited. 
 
This creates a gap between the competency framework and everyday 
practice.

Guiding Question: 
How might Autoneum Management AG support the cultural and structural 
conditions necessary to encourage employees to actively engage with a 
competency framework-based learning culture?

Goal: 
Co-create ways to make competencies visible and part of everyday work.

Why this co-design?

76 

Research Findings

Leadership enables engagement 
Leaders create trust and support development, but competencies are 
rarely made explicit in daily interactions.

Communication supports engagement 
Open and informal communication enables collaboration, but lacks 
consistency in how competencies are shared or discussed.

Competencies remain mostly invisible 
Competencies exist and guide decisions, but are often applied implicitly 
rather than consciously in everyday work. 

Learning happens through daily work 
People learn through collaboration and experience, but development 
depends on individual initiative, not shared structure.

Culture enables informal ways of working 
A strong, supportive culture encourages flexibility, but informality 
reduces visibility and consistency of competencies.

Strategy is not always translated into practice 
Strategy provides direction, but is not always clearly connected to daily 
tasks and competencies.

Competencies describe how work is done effectively in everyday 
situations. They combine behaviours, knowledge, and skills, and help 
make expectations around performance, development, and collaboration 
more explicit.

Benefits:

•	 Clear expectations 
      Everyone knows what good performance looks like
•	 Better hiring decisions 
      Focus on behaviours needed for the role
•	 Targeted development 

Training is based on real development needs
•	 Fairer performance reviews 
      More consistent evaluation across employees
•	 Supports future leaders 
      Helps identify and develop potential early

Challenges:

•	 High maintenance 
      Needs regular updates as roles and needs change
•	 Too complex or detailed 
      Can become hard to understand and use
•	 Difficult to assess consistently 
      Behaviours are interpreted differently
•	 Lack of support 
      Often seen as an HR tool, not daily practice
•	 Time and resource intensive 
      Requires effort to build and implement

What are competencies?

98 

Making Sense of the System Part 1
25 min

Aligning Future Framework

15 min 

Part 2

Co-Designing Interventions

45 min

Part 3

Agenda

1110 

Making Sense of the System

Look at the system map and the findings.

Goal: 
Create a shared understanding of how competencies show up in everyday 
work today and where the main tensions are.

What resonates with your everyday work? 

Where do you see challenges or barriers? 

Where do you see opportunities for improvement?

Add notes, connect ideas, and build on what is there

Notes:25 Min

1312 

Aligning Future Framework

Based on the system map, my proposed framework, and your insights:

Goal: 
Create a shared framework that reflect how competencies should ideally 
be used in everyday work.

What should good practice look like in the future?

How should competencies be used in everyday work?

Use the proposed framework as a starting point 
Adapt, change, or add to them together

Embed competencies into everyday work 
... integrate competencies into daily tasks, interactions, and workflows, 
enabling continuous reflection and application without requiring 
separate processes.

The intervention should ...

Proposed Framework

Enable consistent development dialogue
... support regular, meaningful conversations between managers and 
employees, ensuring that competencies are applied consistently across 
teams.

Make competencies visible, clear, and role-relevant 
... translate competencies into simple, concrete, and role-specific 
language, clearly connecting them to everyday work and organisational 
strategy.

Reduce effort and enable self-directed engagement 
... lower time, effort, and complexity while encouraging employees to 
actively engage with competencies in their own development.

Build on existing informal practices while adding light structure 
... build on existing informal networks, collaboration, and the people-
centred culture, while introducing minimal structure to improve 
consistency and visibility.

Reason: Competencies remain implicit and disconnected from daily 
work, embedding them increases relevance and supports continuous 
learning.

Reason: Development depends on individual managers, regular 
interaction is needed to ensure consistency and meaningful 
engagement.

Reason: Low visibility and unclear meaning reduce engagement, 
making competencies clear and relevant increases their use.

Reason: Engagement depends on individual initiative and effort, 
reducing barriers helps create more consistent participation.

Reason: Fully formal solutions risk low adoption, while a lack of 
structure reduces consistency.

15 Min

Notes:

1312 

Aligning Future Framework

Based on the system map, my proposed framework, and your insights:

Goal: 
Create a shared framework that reflect how competencies should ideally 
be used in everyday work.

What should good practice look like in the future?

How should competencies be used in everyday work?

Use the proposed framework as a starting point 
Adapt, change, or add to them together

Embed competencies into everyday work 
... integrate competencies into daily tasks, interactions, and workflows, 
enabling continuous reflection and application without requiring 
separate processes.

The intervention should ...

Proposed Framework

Enable consistent development dialogue
... support regular, meaningful conversations between managers and 
employees, ensuring that competencies are applied consistently across 
teams.

Make competencies visible, clear, and role-relevant 
... translate competencies into simple, concrete, and role-specific 
language, clearly connecting them to everyday work and organisational 
strategy.

Reduce effort and enable self-directed engagement 
... lower time, effort, and complexity while encouraging employees to 
actively engage with competencies in their own development.

Build on existing informal practices while adding light structure 
... build on existing informal networks, collaboration, and the people-
centred culture, while introducing minimal structure to improve 
consistency and visibility.

Reason: Competencies remain implicit and disconnected from daily 
work, embedding them increases relevance and supports continuous 
learning.

Reason: Development depends on individual managers, regular 
interaction is needed to ensure consistency and meaningful 
engagement.

Reason: Low visibility and unclear meaning reduce engagement, 
making competencies clear and relevant increases their use.

Reason: Engagement depends on individual initiative and effort, 
reducing barriers helps create more consistent participation.

Reason: Fully formal solutions risk low adoption, while a lack of 
structure reduces consistency.

15 Min

Notes:

1514 

Co-Designing Interventions

1 ) 30 Min
     Choose a moment from the system map where there is tension.    

Goal: 
Develop and share your ideas and interventions that make competencies 
visible and usable in everyday work – aligning with the framework from 
exercise 2.

Redesign this moment: what does it look like in the future?

In groups of two, define 2 – 3 concrete interventions

Where are competencies visible?

What needs to happen to make this possible?

2 ) 15 Min
     Share and discuss.    

What stands out?

What feels useful or realistic?

Share your moment and interventions.

Intervention Card

1) Moment
What moment causes tension?
e.g. feedback, meeting, task allocation

2) Future Moment 
How should this moment look like instead? 
What happens differently? What is said or done differently? Where are 

competencies visible?

3) Interventions 
What enables this?

1.

2.

3.

4) Impact 
What improves if this intervention works?

45 Min

Intervention Card
1) Moment
What moment causes tension?
e.g. feedback, meeting, task allocation

2) Future Moment
How should this moment look like instead?
What happens differently?
What is said or done differently?
Where are competencies visible?

3) Interventions
What enables this?

1.

2.

3.

4) Impact
What improves if this intervention works?

Supportive leadership as enabler & trust & development

Conflict between employee expectations to discuss the competences in daily work as manager /

supervisor lack of interest or knowledge how to engage in such discussion and acknowledge skills /

competence development

mindset, lack of experience 
coaching

Manager discuss development & competencies using daily tasks and employee achievemnts as 

case study

Manager identify critical skills in team members and help to develop on tasks

Training for managers on people development & diverse active conversations

Implement information using onboarding process for managers -> HR & Managers should 
discuss it also during interviews | hiring process

IDPs tracking in Touchpoint & evaluated also for manager -> monitoring development, KPIs 
for managers on developement

Mini-actions (10-15 min) to develop in small steps i.e. asking right questions

Intervention Card
1) Moment
What moment causes tension?
e.g. feedback, meeting, task allocation

2) Future Moment
How should this moment look like instead?
What happens differently?
What is said or done differently?
Where are competencies visible?

3) Interventions
What enables this?

1.

2.

3.

4) Impact
What improves if this intervention works?

- development strategy does not reach the employee in their daily lives, especially concerning

 competencies.

- more focus on business target than development target (not mandatory field)

Every one knows about the competencies and their own competencies profile

awareness is there to link competencies to daily life

Plan development conversation throughout the year to flan and follow-up on the development

Create knowledge and awareness of competence profiles -> training, refreshers

Development field mandatory

Co-​Design Protocol – Autoneum
Making competencies part of everyday work
April 10, 2026 | 10:00–12:00
Context & Setup

The co-​design session brought together 9 participants (on-​site) and 1 online observer to explore 
how competencies can become part of everyday work. Jutta opened the session with a short input on 
competencies and what has already been done at Autoneum. This created a shared starting point and 
reminded participants of the current state

This was followed by:
 a short presentation of the project process and key findings
 an introduction to the systems map as the main working tool

What Happened During the Session

1. System Discussion (Main Part)

The first exercise developed into an open and in-​depth discussion and took longer than planned 
(approx. 45 min).

Participants:
 reflected on the systems map
 added post-​its and shared real experiences
 moved naturally between problems, barriers, and ideas

What stood out:
 strong agreement with the findings
 participants clearly recognised their own reality in the map

 discussion was open, respectful, and balanced everyone contributed
 no dominant voices
 active listening

This part became the core of the session, building a shared understanding of why competencies are 
not fully working in practice.

2. Prioritisation (Short Transition)

Due to time constraints, the second exercise was skipped.
Instead:

 participants marked the systems map with:
 🔴 barriers
 🟢 enablers (what already works)
 🔵 opportunities

This helped focus the discussion and transition into solution thinking.

4. Closing
The session ended with:

 short reflections on key takeaways
 informal exchange during lunch

3. Co-​Design in Groups

Participants split into small groups and worked on three perspectives:
 leadership
 strategy
 individual

Each group:
 chose a real situation
 defined how it should look in the future (design scenarios)
 developed concrete interventions

The discussions were:
 practical and grounded in daily work
 focused on real challenges
 partly used to clarify what competencies actually mean in practice

Groups then shared their outcomes with each other.

What Came Out – Intervention Directions (from Group Work)
In the group work, participants developed interventions across three perspectives: Leadership, 
Strategy, and Individual. While each group worked on a different scenario, their ideas converged 
around a few clear directions.

1. Leadership Perspective – Enabling Development in Daily Work

The leadership group focused on the role of managers as key enablers of development.

Core idea:
 Development needs to be actively driven and supported by managers, but in a way that fits into daily 
work.

What this looked like:
 Managers use real tasks and situations to discuss development
 Development becomes part of regular conversations, not separate events
 Managers identify strengths and gaps and connect them to work

Key directions:
 Train managers in development conversations
 Increase awareness that people development is part of the manager role
 Introduce light tracking or follow-​ups (e.g. touchpoints, KPIs)
 Encourage small, regular actions instead of large processes

→ Shift: from passive support to active development leadership

3. Individual Perspective – Creating Space and Ownership for Development

This group focused on the employee perspective and daily reality.

Core idea:
 Development needs dedicated space, clarity, and continuity, otherwise it gets lost.

What this looked like:
 Development is planned and revisited regularly
 Employees know what they should develop and why
 Development is not optional or unclear

Key directions:
 Introduce regular development conversations throughout the year
 Create a dedicated space for development (separate from PMP)
 Make development more visible and partly mandatory
 Strengthen individual awareness of:

 own competencies
 development needs

→ Shift: from occasional reflection to continuous and structured development

2. Strategy Perspective – Making Development Visible and Relevant

This group focused on the gap between strategy, competencies, and everyday work.

Core idea:
 Competencies need to be clearly connected to roles, future paths, and daily work to feel relevant.

What this looked like:
 Employees understand what competencies they need for their current and future roles
 Competencies are not abstract, but linked to real expectations

Key directions:
 Create transparency on competency requirements (e.g. for roles, future positions)
 Increase awareness and understanding through training or onboarding
 Ensure competencies are visible beyond initial rollout
 Strengthen communication:

 Why are competencies important?
 What do they mean in practice?

→ Shift: from abstract framework to clear, role-​relevant guidance

Overall Pattern Across Groups
Although the groups worked separately, their ideas strongly aligned:

 Development should happen within daily work, not as an extra process
Managers play a central role, but need support and clarity
 Competencies must become visible, simple, and relevant
 Development needs structure, but must remain lightweight

Key insight:
 The solution is not adding new tools, but making development part of how work already happens.

Overall Reflection
The co-​design created:

 a shared understanding across participants
 open and constructive dialogue
 concrete, experience-​based ideas

The most valuable moment was the system discussion, which:
 aligned perspectives
 confirmed key challenges
 built a strong foundation for intervention design

STRATEGIC LEVEL

OPERATIONAL LEVEL

EVERYDAY WORK

Strategy "Level Up" | Competencies

Managers | PMP | Communication | Leadership

Culture

Learning

Leadership

Communication

Competencies

Strategy What has been done:
- PMP
- Introducing Competencies
- Defining Set of Competencies
- SHL

Teams | Individuals

!

= Themes / Topics

= Potential Feedback Loop

= Core Findings

= Independencies /
   Influences

= Barriers

= Drivers

Making Sense of the System | Competencies at Autoneum

Competencies set direction and 
expectations for development

Competencies are not visible in 
everyday work/tasks

!

Limited understanding

!

Strategy sets intent and gives 
direction

Managers translate strategy into 
practice

Supportive leadership enables 
trust and development

Learning happens but it is not 
addressed or reflected upon

Depends on individuals

!

Inconsistent approach and 
documentation

!

Strategy loses clarity as it  
moves into daily work

!

Lack of shared language

!

Engagement

Perceived as additional effort

!

Little time and competencies is 
seen as low priority

!

Depends on manager

!

Support

Open communication and strong 
collaboration cultre

Competencies are visible if 
reflected upon

Reflection

Translation

!

= Opportunities

= Drivers / already good

= Barriers / blockade

Votes from participants:

Different levels of 
barriers for each 
individual

_Roles / positions
_Tasks

Challenged by 
manager:

_Forces to develop
_Actively tracking 
progress

Quality of development 
plan

- What is being discussed?
- What should be 
developed?
- Part for future?

MUST HAVE:

- Development 
conversation?
- Make it a routine?

Establish individual 
development plans

_Must be done
_Needs time for filling 
out / defining 
development plan

MINDSET
_Set importance of 
development
_Relevance / priority of 
development of 
competencies

From managers? From 
employees?
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Strategy Sets First Draft:

Strategy Sets Reworked Draft:

First Prototype

Reworked Prototype

Development Conversation Guide

This guide shows how development can be integrated into everyday conversations. It builds on 
moments that already happen — during check-ins, after meetings, or when discussing tasks. It is not 
an additional process or something that requires preparation. The aim is to support development as 
part of daily work, not as something separate.

In daily work, conversations often focus on tasks and results, while development remains implicit or 
is addressed only in formal settings. As a result, opportunities to learn from daily work are often 
missed, and competencies can feel abstract and disconnected from what people actually do.



By using existing moments more intentionally, development becomes visible and relevant. 
Conversations become clearer, more focused, and directly linked to what people actually do.

When and how it is used

Use this approach whenever a meaningful situation comes up, after a meeting, during a check-in, or 
when something worked well or was challenging.



It starts from a real situation, brought by either the employee or the manager. From there, the 
conversation focuses on what happened, how the work was done, and what can be improved. The 
aim is to agree on one clear development focus and where to apply it next.



The conversation is short, requires no preparation, and fits into existing interactions. Used 
regularly, it creates a simple rhythm where development is continuously addressed and applied.



Over time, this leads to clearer feedback, more focused development, and shared expectations 
across teams. Not every situation needs to be used — focus on moments where reflection adds 
value.

What this looks like in practice

Before a check-in After a meeting

Before a regular 1:1, an employee reflects on a 
recent situation where coordination across 
teams was challenging.



They come into the conversation with a clear 
example and one idea for improvement. The 
manager builds on this, and together they 
define a development focus and connect it to 
upcoming work.



The conversation becomes concrete, focused, 
and directly linked to daily work. 

After a cross-team meeting, a manager and an 
employee briefly reflect on how it went. The 
discussion was complex and took time to align 
different perspectives.



Instead of moving on, they take a few minutes 
to look at the situation. The employee explains 
the challenge of keeping the discussion 
structured. The manager highlights what 
worked well and adds one improvement: making 
key points clearer upfront.



Together, they agree to focus on this in the next 
meeting, where a similar situation will come up 
again. 

Development happens in everyday work — when these moments are used intentionally. This guide 
shows how small, consistent conversations can turn daily work into continuous development.

Development Conversation Guide

This guide shows how development can be integrated into everyday conversations. It builds on 
moments that already happen — during check-ins, after meetings, or when discussing tasks. It is not 
an additional process or something that requires preparation. The aim is to support development as 
part of daily work, not as something separate.

In daily work, conversations often focus on tasks and results, while development remains implicit or 
is addressed only in formal settings. As a result, opportunities to learn from daily work are often 
missed, and competencies can feel abstract and disconnected from what people actually do.



By using existing moments more intentionally, development becomes visible and relevant. 
Conversations become clearer, more focused, and directly linked to what people actually do.

When and how it is used

Use this approach whenever a meaningful situation comes up, after a meeting, during a check-in, or 
when something worked well or was challenging.



It starts from a real situation, brought by either the employee or the manager. From there, the 
conversation focuses on what happened, how the work was done, and what can be improved. The 
aim is to agree on one clear development focus and where to apply it next.



The conversation is short, requires no preparation, and fits into existing interactions. Used 
regularly, it creates a simple rhythm where development is continuously addressed and applied.



Over time, this leads to clearer feedback, more focused development, and shared expectations 
across teams. Not every situation needs to be used — focus on moments where reflection adds 
value.

What this looks like in practice

Before a check-in After a meeting

Before a regular 1:1, an employee reflects on a 
recent situation where coordination across 
teams was challenging.



They come into the conversation with a clear 
example and one idea for improvement. The 
manager builds on this, and together they 
define a development focus and connect it to 
upcoming work.



The conversation becomes concrete, focused, 
and directly linked to daily work. 

After a cross-team meeting, a manager and an 
employee briefly reflect on how it went. The 
discussion was complex and took time to align 
different perspectives.



Instead of moving on, they take a few minutes 
to look at the situation. The employee explains 
the challenge of keeping the discussion 
structured. The manager highlights what 
worked well and adds one improvement: making 
key points clearer upfront.



Together, they agree to focus on this in the next 
meeting, where a similar situation will come up 
again. 

Development happens in everyday work — when these moments are used intentionally. This guide 
shows how small, consistent conversations can turn daily work into continuous development.

Task assignment

Work moments What needs to happen in practice What to be aware ofWhy it matters

Giving feedback

After meetings or milestones

Daily collaboration

Handling challenges and mistakes

When assigning or discussing work, tasks are occasionally framed with a 
development perspective.
• briefly linking the task to a relevant competency 
• making clear why this task is interesting beyond delivery 

→ “This will require a lot of coordination across teams—​good opportunity to 
strengthen stakeholder management.” 

Applied by managers in the moment, using role-​relevant competencies (3–5), without 
adding time or formal steps.

Requires: shared understanding of key 
competencies per role 

Risk: overuse or generic phrasing reduces 
credibility 

Avoid: formal or evaluative language; keep it 
natural and situational

Requires: ability to observe behaviour 

Risk: too generic → no learning 

Avoid: vague praise (“good job”)

Requires: discipline to keep it short 

Risk: skipped under time pressure 

Avoid: turning it into a formal exercise

Requires: simple, shared language 

Risk: feels abstract if not linked to reality 

Avoid: generic competency talk

Requires: psychological safety 

Risk: perceived as criticism 

Avoid: blame-​oriented discussions

Employees understand what they are 
developing through their daily work, not 
only what they deliver. 

Development becomes part of task 
execution, rather than a separate activity.

Feedback consistently includes how the work was done, not only results. 
• highlighting specific behaviours 
• linking them to competencies 
• giving one clear improvement direction 

→ “The way you structured the discussion helped us align—​that’s strong 
communication.” 

Used by managers in formal and informal feedback moments, based on observed 
behaviour, without extending the conversation.

Employees gain clarity on what “good” 
looks like and how to improve. 

Feedback becomes actionable and 
development-​oriented.

Short reflection moments are used within existing conversations. 
• asking one simple question 
• focusing on learning from real situations 

→ “What would you do differently next time?” 

Used occasionally by managers or employees after meetings or milestones, taking less 
than a minute.

Employees learn directly from experience. 

Reflection becomes part of the workflow, 
not a separate activity.

Competencies are occasionally used to describe work and challenges. 
• naming what is required in a situation 
• making implicit expectations explicit 

→ “This requires strong collaboration across teams.” 

Used by teams in discussions, based on real situations, without introducing new 
terminology.

Teams build a shared understanding of 
how work is done. 

Reduces misalignment and dependency on 
individual interpretation.

Development is addressed directly within real issues. 
• reflecting on what made the situation difficult 
• focusing on learning instead of blame 

→ “What would help us handle this better next time?” 

Facilitated by managers in the moment of tension, creating space for learning without 
adding extra steps.

Development is experienced as relevant 
and problem-​driven. 

Learning improves future performance in 
similar situations.

PS & Themes

PS1, PS2 
T1, T4, T5 

PS2, PS3 
T2, T1

PS4, PS5 
T5, T4

PS2 
T2, T1

PS4, PS5 
T5, T3

Systemic shift

Strategy and competencies move from abstract 
concept → decision-​making criteria and 
practice in daily work

Performance shifts from outcome-​only → 
behaviour + capability visibility

Reflection shifts from separate activity → 
integrated habit in workflow

A shared language around competencies 
gradually emerges across teams

Development shifts from theoretical → 
problem-​driven and relevant

Intervention Set 1 – Activating Competencies in Everyday Work
Embedding development into real work situations through small, repeatable triggers

Performance Specifications addressed
This intervention set addresses the following performance specifications:
PS T1 – Embedding development in everyday work

Ensure development and competencies are explicitly referenced in task allocation, decision-​making, 
and team discussions
Create a shared way for teams to describe how daily work contributes to development and 
competencies

PS T2 – Making competencies visible in work
Translate competencies into observable behaviours within real work situations
Ensure competencies are explicitly named and recognised in daily interactions
Ensure feedback and recognition explicitly link outcomes to competencies (how the work was done)

PS T4 – Integrating development into workflows
Ensure development is discussed within existing workflows (tasks, meetings, feedback), not only in 
formal processes

PS T5 – Activating development in daily work
Introduce small, context-​specific triggers that activate development in daily work without requiring 
additional effort

This intervention set focuses on the moments where work actually happens—​tasks, 
feedback, and daily collaboration. At Autoneum, competencies are defined but rarely used 
in these situations, which makes them feel abstract and disconnected from real work. As a 
result, development is often overlooked in favour of task delivery.

This set introduces small, repeatable triggers within existing interactions to make 
competencies visible. Instead of adding new processes, it shows how development can 
naturally emerge from everyday work. Managers and employees use simple prompts, 
shared language, and short reflection questions to connect real tasks to development in 
the moment.

The focus is on activation: making development happen in the flow of work, without 
requiring additional time or tools.

1:1 check-​ins

Work moments What needs to happen in practice What to be aware ofWhy it matters

Manager reflection in daily 
interactions

Setting development focus

Managers sharing practices

Clarifying development ownership

Development becomes a natural part of ongoing conversations. 
• connecting recent work to learning 
• using 2–3 simple guiding questions 

→ “What did you learn from it?” 

Applied by managers in existing check-​ins, using simple questions, without creating new 
meetings.

Requires: consistency over time 

Risk: becomes formal process 

Avoid: adding structure or documentation 
burden

Requires: awareness and practice 

Risk: depends on individual manager style 

Avoid: overthinking or over-​structuring

Requires: clarity on role expectations 

Risk: too many focus areas 

Avoid: using full competency list

Requires: openness to share 

Risk: not prioritised 

Avoid: heavy formats or workshops

Requires: clear expectation setting 

Risk: employee remains passive 

Avoid: manager-​driven development

Employees experience development as 
part of their work rhythm—​not something 
extra or formal.

Managers apply a simple internal logic when interacting with employees. 
• noticing behaviour in real situations 
• linking it to competencies 
• identifying next development step 

→ “What did I observe?” 
→ “What does this show?” 
→ “What could help them grow?”

Applied by managers in daily interactions, based on observation, without visible process.

Reduces dependence on individual 
manager style—​employees receive more 
consistent support across teams.

Development focus is narrowed down to what matters most. 
• selecting 2–3 key competencies per employee/role 
• linking them to current work responsibilities 

→ “For your role, these are the most important areas to develop right now.”

Defined jointly by manager and employee, based on role needs, revisited regularly.

Employees can focus on what is relevant. 

Avoids overload from full competency 
model.

Managers share how they apply development in their teams. 
• exchanging simple examples (“what worked”) 
• discussing challenges informally or in short sessions

Happens informally or in short sessions, without formal training formats.

Builds consistency across teams. 

Reduces variability in development 
experience.

Personal development ownership is explicitly clarified. 
• employee brings reflections and goals 
• manager supports and connects to work 

Clarified in conversations and reinforced over time, without formal rules.

Employees feel more ownership and 
engagement instead of waiting for 
direction.

PS & Themes

PS4, PS7 
T4, T3, T5

PS2, PS7 
T3, T1

PS2, PS6 
T2, T3

PS7 
T1, T3

PS6 
T3, T5

Systemic shift

Development shifts from occasional (PMP-​
driven) → continuous and embedded in regular 
dialogue

Manager behaviour becomes more intentional 
and consistent across situations

Development shifts from broad and abstract → 
focused and actionable

Good practices spread organically across the 
organisation

Development shifts from manager-​driven → 
shared responsibility

Performance Specifications addressed
This intervention set addresses the following performance specifications:
PS T2 – Making competencies visible in work

Translate competencies into observable behaviours within real work situations
Ensure competencies are explicitly used in feedback and task-​related conversations

PS T3 – Clarifying ownership of development
Ensure employees and managers actively contribute to development conversations
Ensure employees reflect on and bring their own development topics
Ensure managers regularly connect development to daily work situations
Ensure ownership of development is clearly defined between employees and 
managers

PS T4 – Integrating development into workflows
Ensure development is discussed within existing workflows, not only in formal 
processes

Intervention Set 2 – Enabling Development Through Leadership 
Creating the conditions for managers to consistently integrate development into everyday work
Managers play a key role in whether development actually happens in daily work. Today, 
the way competencies are applied depends largely on individual managers, leading to 
inconsistent experiences across teams and unclear ownership of development.

This intervention set supports managers with simple structures and shared approaches 
that help them integrate development into their everyday leadership practice. It provides 
guiding questions, clear development priorities, and opportunities for managers to 
exchange practices, enabling them to apply development consistently across situations.

The focus is on consistency and capability: enabling managers to recognise development 
opportunities, act on them in the moment, and create a shared understanding of how 
development is supported across teams.

After completing work

Work moments What needs to happen in practice What to be aware ofWhy it matters

Preparing for check-​ins

Linking development to roles

Sharing examples across teams

Ongoing development rhythm

Employees briefly capture what they learned from real work. 
• 2–3 bullet points only 
• focused on real situations, not theory 

→ “What did I learn?” 
→ “What helped me perform better?” 
→ “What would I do differently next time?”

Done individually after key tasks or milestones, taking 2–3 minutes maximum.

Requires: clear expectation 

Risk: becomes administrative 

Avoid: long documentation

Requires: habit building 

Risk: no preparation 

Avoid: abstract goals

Requires: role clarity 

Risk: too abstract 

Avoid: generic competency descriptions

Requires: simple sharing formats 

Risk: not happening regularly 

Avoid: formal presentations

Requires:
clear expectation from managers that this 
is part of the role (not optional)
a shared format and common space used 
consistently across teams (e.g. notes in 
existing tools like OneNote, or similar)

Risk: becomes administrative or forced

Avoid: complex tools or formal documentation

Employees can see their own progress and 
improvement—​not just complete tasks and 
move on.

Development becomes visible over time.

Employees come prepared with a concrete development focus based on real work. 
• reflecting on recent situations 
• identifying one clear area to improve 

→ “I want to improve how I handle cross-​team coordination.”

Prepared by employees before check-​ins, based on real work, without formal templates.

Conversations become more meaningful 
and efficient—​less abstract discussion, 
more concrete development.

Competencies are linked to what matters for the role—​not the full model. 
• highlighting 3–5 key competencies per role 
• linking them to real responsibilities and future growth 

→ “In this role, these capabilities are critical.”

Clarified by managers and HR, used in conversations and task discussions.

Employees understand why development 
matters and how it impacts their role and 
future opportunities.

Development feels relevant and connected 
to future opportunities.

Real examples of development are shared occasionally across teams. 
• short, informal examples (not presentations) 
• focus on real work situations 

→ “In this project, I improved how I manage stakeholders.”

Shared in team meetings or informal exchanges, without formal presentations.

Employees learn from others and see how 
competencies are applied in different 
contexts.

Makes development visible beyond 
individual teams.

Development becomes visible, continuous, 
and expected, rather than occasional. 

Creates a shared rhythm that connects 
daily work to long-​term growth.

PS & Themes

PS5, PS4 
T4, T5

PS6, PS4 
T3, T5

PS2, PS8 
T2

PS2, PS5 
T1, T2

PS4, PS5 
T4

Systemic shift

Development becomes visible over time 
instead of disappearing after the moment

Development conversations shift from reactive 
→ focused and proactive

Development shifts from abstract framework 
→ relevant for career and performance

Development becomes visible beyond 
individual teams → shared organisational 
learning

Development becomes continuous and 
trackable without creating new bureaucracy

Performance Specifications addressed
This intervention set addresses the following performance specifications:
PS T2 – Making competencies visible in work

Translate competencies into observable behaviours within real work situations
PS T3 – Clarifying ownership of development

Ensure employees and managers actively contribute to development conversations
Ensure ownership of development is clearly defined

PS T4 – Integrating development into workflows
Ensure development is discussed within existing workflows
Introduce lightweight, continuous follow-​ups within existing routines

PS T5 – Activating development in daily work
Ensure development can be addressed within existing tasks and conversations without 
requiring additional effort

 Intervention Set 3 – Making Development Visible & Continuous
Creating the conditions for development to be visible, meaningful, and sustained over time
Even when development happens in everyday work, it often remains invisible and is easily 
lost over time due to workload and shifting priorities. At Autoneum, development is mainly 
addressed in formal settings, with limited follow-​up or connection to daily work and future 
growth.

This intervention set introduces a lightweight development rhythm that helps employees 
and managers capture, revisit, and connect development over time. It relies on short 
reflections, a clear development focus, and simple ways to document progress within 
existing conversations.

The focus is on sustainability: ensuring development is not only activated, but maintained 
and reinforced over time through a shared and consistent rhythm.

Development is supported through a simple, recurring process that is part of how 
work is done, not an optional add-​on.
 • employees briefly reflect on recent work and define one development focus
 • managers and employees revisit this regularly in short check-​ins
 • development is captured in a shared development log using a simple format
 • 2–3 bullet points per check-​in in a shared note or existing tool 

→ “What did you develop since last check-​in?”

Used jointly by managers and employees as an ongoing rhythm, taking a few minutes 
within existing check-​ins, without heavy tools or systems.

Development Conversation Guide
As a manager, your role is to create clarity, focus, and connection. You help employees understand what 
they did well, where they can improve, and how this relates to their daily work.





The goal is to support — not to add pressure.

Before the conversation
→ Think of one recent situation


→ Reflect: What did I observe? (look for behaviour)

→ Think of one possible development focus

→ Focus on 3 – 5 relevant competencies

Start from real work
→ Ask about a specific recent situation


→ Let the employee speak first


→ Stay concrete — avoid general talk

What have you been working on recently?


e.g. What was your role in that?


e.g. What made it challenging?

Good answers:


“I led a supplier alignment meeting and had to 
coordinate between teams.”

Answers to avoid:


“I’ve been working on a few projects, nothing 
special.”

Make behaviour visible
→ Focus on how the work was done 
→ Name specific behaviour 
→ Link to a competency (simple)

What did you learn from that?


e.g. What worked well?


e.g. What would you do differently next time?

Good answers:


“I realised I need to structure discussions better 
to avoid confusion.”

Answers to void:


“It went well overall, nothing major to improve.”

Define the development focus & next step
→ First agree on what to develop (one focus)

→ Then define where to apply it next

→ Keep it specific and practical

What would you like to develop further?

e.g. What would help most right now? 

e.g. Where can you apply this?

Good answers:


“I want to develop stakeholder alignment — in 
the next kick-off, I’ll align expectations upfront.”

Answers to avoid:


“I want to develop communication and 
leadership… I’ll try to do it.”

Relevant competencies (focus on 3 – 5)
Select only the competencies that are most relevant for this situation.

Adapting Situationally


Agile Learning


Being Resilient


Focusing on Customers


Strategic Thinking


Problem Solving


Quality Decision Making


Providing Direction

C ultivating Innovation


Acting with Accountability


Driving Results


Operating Results

Building Effective Teams


Collaborating

Communicating Effectively

D eveloping Talent


Fostering Engagement


Managing Conflicts


Persuading Others


Valuing Differences


Operating Resourcefully


Planning and Aligning


Quarterly Development Conversation
15 – 30 Min

Purpose

Reflect on recent work, make competencies visible, and define one clear 

development focus. 

   Try to integrate competencies during this conversation. 

1. What did you work on? 

What went well? What was challenging? 

2. What did you learn? 

Which competencies did you use? 

Where did you improve or struggle?  

   Refer to competencies

3. What do you want to develop next? 

Which competency should we focus on?

Competencies of Autonteum 

•	 Adapting Situationally

•	 Agile Learning

•	 Being Resilient

•	 Focusing on Customers

•	 Strategic Thinking

•	 Problem Solving

•	 Quality Decision Making

•	 Cultivating Innovation

•	 Acting with Accountability

•	 Driving Results

•	 Operating Results

•	 Building Effective Teams

•	 Collaborating

•	 Communicating Effectively

•	 Developing Talent

•	 Fostering Engagement

•	 Managing Conflicts

•	 Persuading Others

•	 Valuing Differences

•	 Operating Resourcefully

•	 Planning and Aligning

•	 Providing Direction

!

!

Competencies in Everyday Work
Activating competencies through daily practice

Why this is needed 

Competencies are currently defined but not consistently translated into everyday 

work and development practices. They remain abstract and are mainly discussed in 

formal settings, which limits their relevance and application in daily practices.

Desired outcomes

•	 Competencies are visible in everyday work interactions

•	 Employees can recognise and reflect on their competencies in daily tasks

•	 Competencies are actively used in feedback and task allocation

•	 Engaging with competencies feels simple and part of daily work

Intervention suggestions

•	 Anchor competencies in task allocation 

Managers explicitly link tasks to development: 

– “This task is a good opportunity to develop [competency]”

•	 Introduce 2 fixed reflection questions in daily work used consistently during 

feedback and meetings 

Example: 

– “Which competency did you use?” 

– “What would you improve next time?”

•	 Add a 5-minute “competency reflection” to existing team meetings 

one person shares: 

– a real work example 

– linked competency

•	 Define a team-level focus (quarterly) 

– each team selects: 1–2 competencies to actively apply in their work

•	 Use micro-nudges in workflows 

e.g. prompts in meetings or tools: 

– “What did we learn?” 

– “Which competency showed up?”

Implications / Barriers / Risks

•	 Risk of becoming too repetitive or forced

•	 Needs to stay simple and consistent

•	 Without manager engagement, it may remain surface-level

Intervention Set 1 Enabling Development Through Leadership
Strengthening the role of managers as development enablers

Why this is needed 

Managers play a key role in enabling development, but currently lack the tools, 

clarity, capability, and support to actively integrate competencies into their 

leadership practice. This leads to inconsistent experiences and unclear ownership of 

development.

Desired outcomes

•	 Managers feel confident and responsible for enabling development

•	 Development becomes a regular part of manager – employee interaction

•	 Employees understand that they own their development

•	 Leadership practices become more consistent across teams

Intervention suggestions

•	 Introduce a quarterly development conversation (mandatory light touchpoint) 

15–30 min, with 3 fixed questions: 

– What did you work on recently? 

– Which competencies did you develop? 

– What do you want to focus on next?

•	 Define clear ownership 

Employees: 

– prepare reflection 

– define 1 development focus per quarter 

Managers: 

– guide, challenge, support

•	 Provide a 1-page “conversation guide” for managers including: 

– example questions / feedback phrasing 

– how to link work to competencies

•	 Run short, practical manager sessions/workshops using real cases: 

– “How would you give feedback here?” 

– “What competency is visible?”

•	 Establish peer exchange between managers by sharing: 

– real examples / challenges / what works

Implications / Barriers / Risks

•	 Managers may feel overloaded if expectations are unclear or too high

•	 Requires alignment with existing workload and priorities

•	 Requires visible support from leadership

Intervention Set 2 Making Development Visible & Continuous
Creating structure, clarity, and relevance

Why this is needed 

Development is currently not consistently followed up and often remains secondary 

to daily business priorities. Competencies lack visibility and are not clearly linked to 

roles, growth opportunities, or future development, reducing their perceived value.

Desired outcomes

•	 Development becomes continuous and visible over time

•	 Employees understand how competencies relate to their role and growth

•	 Development is lightly structured but consistently followed up

•	 Competencies are seen as relevant for future opportunities

Intervention suggestions

•	 Introduce a simple development log (in Touchpoint or similar) 

updated monthly or quarterly: 

– “What did I learn?” 

– “Which competency did I develop?”

•	 Make development focus visible and trackable 

each employee: 

– defines 1–2 focus areas per quarter 

– reviewed in check-ins

•	 Add development as a visible element in existing systems e.g.: 

– IDPs tracked 

– development discussed alongside performance

•	 Link competencies to roles (simple and visual) 

short overview: 

– “For this role, these competencies matter”

•	 Increase transparency across teams by sharing examples: 

– “How I developed [competency] in my work”

•	 Integrate competencies into onboarding 

new employees: 

– understand competencies early 

– reflect on first work experiences

Implications / Barriers / Risks

•	 Risk of becoming too bureaucratic if over-structured

•	 Needs to remain lightweight and practical

•	 Requires alignment with existing systems (e.g. PMP, IDP, Touchpoint)

Intervention Set 3

Systemic Intervention Map

Strategic Level
(definition, intent, global direction)

Core Barrier: Strategy exists but 
becomes diluted down the system

H1

Onboarding Integration

Introduce competencies early to new employees



→ Builds awareness from the start



Onboarding process

H3

Role Clarity

Simple overview of competencies per role



→ Links development to future opportunities



Strategic / HR 

H3

System Integration

Embed development into existing tools (PMP, 
IDP)



→ Ensures consistency and follow-up



Organisational systems

H3

Cross-Team Sharing

Sharing real examples of development



→ Builds transparency and shared understanding



Across teams

Operational Level
(managers, HR processes, implementation)

Core Barrier: Even if strategy is good → it 
breaks in execution

H2

Manager Peer Exchange

Regular sharing between managers



→ Spreads good practices and alignment



Manager community

H2

Conversation Guide

1-page guide with questions and examples



→ Supports consistent, quality conversations



Manager practice

H2
Manager Training

Short, practical workshops based on real cases



→ Builds capability and confidence



Manager development

H2

Development Ownership Model

Clear roles: employee drives development, 
manager supports



→ Increases accountability and initiative



Across all interactions

H3

Cross-Team Sharing

Sharing real examples of development



→ Builds transparency and shared understanding



Across teams

H2

Development Log

Simple record of learning and competency 
development



→ Makes development visible over time



Individual / system 

H2
Team Competency Focus

Teams select 1–2 competencies to focus on each 
quarter



→ Creates alignment and practical application



Team level

H2

Development Conversation

Quarterly structured manager–employee 
discussion



→ Ensures regular focus on development



Manager–employee interaction

Everyday Work Level
(actual work interactions)

Core Barrier: Competencies are not 
visible where they should live

H1

Team Reflection Moment

5-minute reflection at the end of meetings



→ Makes competencies visible and shared within 
the team



Team meetings

H1

Task-Based Development

Link tasks directly to specific competencies during 
assignment



→ Turns daily work into development 
opportunities



Task allocation

H1

Micro-Nudges

Small prompts integrated into workflows



→ Triggers engagement with low effort



Daily practices

H1

Reflection Questions

2 fixed questions used in feedback and meetings



→ Builds continuous reflection and awareness



Feedback, meetings

H2
Team Competency Focus

Teams select 1–2 competencies to focus on each 
quarter



→ Creates alignment and practical application



Team level

H2

Development Conversation

Quarterly structured manager–employee 
discussion



→ Ensures regular focus on development



Manager–employee interaction

INDIVIDUAL LEVEL
(experience, perception, motivation)

Core Barrier: Low engagement and 
ownership

H1

Reflection Questions

2 fixed questions used in feedback and meetings



→ Builds continuous reflection and awareness



Feedback, meetings

H2

Development Log

Simple record of learning and competency 
development



→ Makes development visible over time



Individual / system 

H2

Development Focus

1–2 competencies selected per quarter



→ Creates clear direction without overload



Individual + manager

H2

Development Conversation

Quarterly structured manager–employee 
discussion



→ Ensures regular focus on development



Manager–employee interaction

Inconsistency Gap

Relevance Gap

Translation Gap

Activation Gap

Intervention set 1 H1 Current reality / immediate actions Capability Gap

→ Goal of Intervention



Where it should happen

Intervention set 2

Intervention set 3

H2

H3

Emerging practices / building structure

Long-term transformation / culture

Structure Gap

Ownership Gap
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What works well
The layered approach (everyday → leadership → visibility) is coherent and intuitive. I 
particularly like the idea of anchoring competencies in task allocation, as well as the 
quarterly team focus—​both feel closely connected to how work actually happens. The 
reflection questions are simple and, if applied consistently, have the potential to stick.
Where I would push further

From tool to culture
My main reflection is that the interventions risk being perceived as “another process” if 
they remain at a tool level. The real impact will come when competencies become a 
natural part of how we work, rather than something driven by a system. It would be 
valuable to further explore how to enable this cultural shift, not just the structural one.
Practical anchoring
Some elements still feel quite abstract (e.g. “micro-​nudges in workflows”). It would help 
to include one or two concrete examples per intervention—​what does this look like in 
practice, for instance during a typical team meeting? The more tangible the 
application, the easier it will be for teams to adopt.
Implementation as the real test
The concepts are solid, but the gap between design and adoption is where these 
initiatives often struggle. It might be useful to consider: what is the minimum viable 
version we could pilot? Which team or context would be best suited as a testing 
ground? And what would success look like after three months?

Priorities (if I had to choose):
Task-​based development (Intervention Set 1): highest impact with relatively low effort
Quarterly development conversations (Intervention Set 2): provided they remain truly 
lightweight
Development log (Intervention Set 3): valuable, but only if it avoids becoming an 
administrative burden

1.

2.

3.

On the guide itself:
It's a good starting point. What I think would make it even stronger is one concrete 
example per question – showing what a good answer sounds like vs. a vague one. That way 
managers don't just have the questions, they have a feel for what a quality conversation 
looks like. Also, the competency list is long (22 items). For this guide, it might help to 
suggest managers focus on 3–5 that are most relevant to the employee's role, rather than 
just presenting the full list. I know the competencies are there as a reference but maybe it 
could make sense to specify to the manager that they just have to focus on the applicable 
ones.

On the booklet idea:
My honest take – go lighter, not heavier. A comprehensive booklet sounds valuable in 
theory, but in practice most managers won't read it. What tends to work better is a 1-​pager 
they can glance at before a conversation, maybe with 2–3 short scenarios ("what to say 
when..."). Think cheat sheet, not manual. You could always build a deeper version later 
once the basics are adopted.

The principle I'd keep in mind: the easier it is to use without preparation, the more likely it 
gets used at all.

Thanks for the update – I can see real progress here. You've clearly taken the feedback on 
board and the materials are much more concrete now.

A few observations:

What improved significantly:
The Development Conversation Guide (the structured one with good/bad answer 
examples) is excellent. That's exactly what managers need – not theory, but a feel for what 
a quality conversation sounds like vs. a vague one. The "before the conversation" prep 
section is smart too – it sets managers up without adding weight.

The reworked Intervention Set 1 is also much stronger. Breaking it down by work moments 
(task assignment, feedback, after meetings, handling challenges) makes it immediately 
recognisable. Managers can see themselves in those situations.

Where I'd still refine:

1. Two guides, one purpose? You now have two conversation guides – one structured (with 
examples) and one narrative (with scenarios). They're both good, but together they might 
create confusion. I'd pick one as the primary tool and position the other as supporting 
context. My recommendation: lead with the structured guide (it's more actionable) and use 
the narrative version as an intro or background document. Mabe this was your intention all 
along?

2. The "what to be aware of" column in the intervention sets is valuable but easy to 
overlook. Consider pulling out the top 3 pitfalls as a standalone callout – something like 
"Three things that will kill this initiative" – because that's what managers will remember. 

3. Still on the culture point: the materials are now practical enough to work as tools. The 
next question is – who introduces them, and how? A great guide that gets emailed as a PDF 
attachment will be forgotten in a week. Think about how this gets brought to life: a 15-​
minute walkthrough in an existing manager meeting? A pilot with 2–3 teams who then 
share their experience? That bridging step from document to practice is where the real 
impact happens.

One thing I'd keep in mind throughout (my most important message for you): we can't 
assume managers will naturally embrace this – they're already stretched across competing 
priorities, so development will only land if we stimulate their interest, rather than treating 
their engagement as a given.

Keep going – this is coming together well.

Thank you for sharing the updated materials – I can clearly see how the work has evolved 
into a more connected and structured system.
You’ve made very solid progress in bridging the gap between concept and application.

A few reflections after reviewing your latest version:
- The overall system now feels more cohesive, particularly the link between the 
intervention sets, service blueprint, and theory of change. This creates a clearer narrative 
from intent to impact.
- The practical orientation continues to improve. The “Practical Moment Cards” are 
especially valuable – they move in the right direction of something managers can actually 
use in their daily work without preparation.
- On the implementation side, I would still encourage you to stay very focused on the 
“entry point.” Rather than trying to roll out the full system at once, it might be more 
effective to anchor everything around one core element (for example, the development 
conversation guide) and use the other pieces as supporting elements.
- The key risk remains adoption: managers are already stretched, so the success of your 
concept will depend less on completeness and more on simplicity and how it is introduced. 
I would therefore keep pushing towards:
• minimal effort to start
• immediate perceived value
• integration into existing routines (rather than adding new ones)

You might also consider defining a very concrete pilot scenario (e.g. 1–2 teams, limited 
scope, short timeframe) to demonstrate impact quickly.
That could strengthen your implementation logic further.

Overall, you are on a very good track. The direction is right – now it is really about 
sharpening focus and ensuring the solution is easy to adopt in reality.
Less is more.
Happy to discuss further if helpful, and best of luck with your submission! Best regards, 
Andrea

I found it really good. You look from different perspectives and on different levels. Thumbs 
up!

You highlighted very good the risk that managers should not overdo. The idea of 
competences development is to help employees, not to overload and stress them. They 
should feel encouraged and interested, not forced to do it and they should not see it as an 
additional burden or workload.

In this regard I have two comments on the "Intervention suggestions": 

In Intervention Set 1, I would not add the 5-​minute "competency reflection" to the 
exiting team meetings. I think this might not work very well, might even bring some 
tensions between team members. Could happen that no one will be willing to share or 
it can be perceived as task forced by the manager. I would rather encourage the team 
members to think and talk about it in their informal talks between each other.

In Intervention Set 3, in the development log I would add the question "What did it 
bring to me?" or "What's in it for me?" If the employee thinks and sees that the 
competence is helping to improve the everyday way of working, to do things faster, 
more efficient, with less effort or to get a better recognition instead of working on 
something which might possibly bring some results and improvements sometime in 
the future, that will boost the motivation.

1.

2.
3.

I found it really good. You look from different perspectives and on different levels. Thumbs 
up!

You highlighted very good the risk that managers should not overdo. The idea of 
competences development is to help employees, not to overload and stress them. They 
should feel encouraged and interested, not forced to do it and they should not see it as an 
additional burden or workload.

In this regard I have two comments on the "Intervention suggestions": 

In Intervention Set 1, I would not add the 5-​minute "competency reflection" to the 
exiting team meetings. I think this might not work very well, might even bring some 
tensions between team members. Could happen that no one will be willing to share or 
it can be perceived as task forced by the manager. I would rather encourage the team 
members to think and talk about it in their informal talks between each other.

In Intervention Set 3, in the development log I would add the question "What did it 
bring to me?" or "What's in it for me?" If the employee thinks and sees that the 
competence is helping to improve the everyday way of working, to do things faster, 
more efficient, with less effort or to get a better recognition instead of working on 
something which might possibly bring some results and improvements sometime in 
the future, that will boost the motivation.

1.

2.
3.

I would say about your proposal "Good job", but I should avoid such a generic 
statement  therefore I need to highlight:

you have shifted an accent towards more informal and natural conversations rather 
than 5-​minutes rule at the end of the meeting
mainly 1:1 than with the whole team
a pre-​requisite that employee needs to feel responsible for his development while 
manager is only a supporter, not other way around.

All that is the right move, at least in my opinion. I rate you current version high - it makes 
me really thinking what shall I change in my management style...

Works in 
combination 

with the 
point before

Would be helpful 
for managers 

that are not very 
familiar with 
these topics

Would need to be 
institutionalized 

and regularly 
planned and 
mandatory, 

otherwise it won't 
happen

Like that, but 
people might get 
annoyed or don't 

know what to 
mention there

Super, people then 
know what is 

expected from 
them and they also 

learn about 
"competencies" in 

general

Needs a
planned
set-​up

I believe the most 
important is a common 

agreement between 
employee and his 

manager what is the 
development objective. 

Both should believe in the 
defined item.

Yes, but only for 
people who has 

defined clear 
development 

objectives

That is good. 
Employee must be 

motivated and 
understand that 

this is his task and 
manager is only to 

support.

We need to do it more 
often in case manager 

sees that subordinate is 
lost or employee feels a 

need of advice from 
manager. If all is on track 
we can stay with mid-​year 

and full-​year review.

I believe, during the 
recruitment process 

we are looking for new
employees having the 

competency or 
potential to develop it.

probably 
won't be 

integrated 
regularly

Can be 
seen as too
repetitive

I believe that not everyone
has to develop the same 
competency. Therefore I 
see rather a focus of the 

whole team on one 
competency not the best 

idea.

can be 
seen as too
repetitive

Feedback Ex1: Feedback F1:

Feedback F2 (blue) and F3 (yellow): Feedback F2:

Find here the outcome of a conversation I made with a working colleague of mine:
 
_____
"She described a very positive and impactful experience with a past performance and development 
discussion, which stood out as one of the most meaningful she has had in her career.
She emphasized that what made the discussion exceptional was that her manager:

Asked genuinely open questions about where she would like to go professionally
Showed real interest in her ambitions rather than treating the discussion as a formality
Actively reflected on her strengths and proposed concrete future directions based on them

She explained that while she does not naturally think in rigid long‑term career plans, she is good at 
identifying skills she wants to develop next. Instead of pushing her for a five‑year plan, her manager 
built on her existing strengths, particularly her interest in ESG and ability to work with data and 
structured reporting.
Based on this, he suggested a potential professional path at the intersection of:

Communication
Sustainability
Investor relations

She noted that this was the first time a manager had not only suggested a direction but also taken 
tangible actions to support it. This included:

Identifying and proposing relevant external training programs
Encouraging her to select one
Approving and funding a multi‑day course
Supporting her participation during working time

She highlighted that the course proved highly valuable, as it:
Deepened her understanding of sustainability topics and investor expectations
Expanded her professional network within investor relations
Enhanced how sustainability reporting and surveys were handled at company level

She stressed that these changes represent a clear continuation of the developmental direction 
originally proposed, and that they align both with her strengths and with business needs.

She highlighted that the course proved highly valuable, as it:
Deepened her understanding of sustainability topics and investor expectations
Expanded her professional network within investor relations
Enhanced how sustainability reporting and surveys were handled at company level

She stressed that these changes represent a clear continuation of the developmental direction 
originally proposed, and that they align both with her strengths and with business needs.
She reflected that this type of development is not only valuable internally but also highly 
transferable to other organizations.
Finally, she contrasted this experience with less effective development discussions she has observed, 
where:

Managers merely “tick the box”
There is no real follow‑up, training, or concrete action
Strengths and future directions are not explicitly discussed

She concluded that meaningful personal development requires managers to:
Actively recognize individual strengths
Translate discussions into actions
Align individual growth with organizational value"

Feedback F4:

What works well?
The company has a strong, people-​oriented culture with many friendly and experienced employees 
who have been with the company for a long time. Knowledge sharing is encouraged, and colleagues 
are generally supportive, especially toward new joiners. This helps newcomers integrate faster and 
makes daily collaboration easier.
In addition, the company offers many initiatives for employee well-​being and personal development, 
such as yoga, sports activities, online trainings, and professional development courses. These 
initiatives demonstrate a genuine commitment to employee health, learning, and long-​term 
development.
Although the company provides many well-​being and training activities, the high workload makes it 
difficult in practice to benefit from them. Due to constant project pressure and overlapping priorities, 
employees often do not have the time or energy to participate, which limits the real impact of these 
offers.
What feels unrealistic or challenging?
Project timelines are often very tight with many changes and leave little flexibility to deliver work in a 
realistic and sustainable way. This creates continuous pressure and stress, which reduces focus and 
negatively affects the quality of outcomes.
Furthermore, innovation projects are not always well aligned with a clear innovation strategy, 
especially regarding cost competitiveness. Even technically strong ideas risk failure if cost targets 
and market expectations are not addressed early. Without a strong focus on cost reduction and 
customer willingness to pay, many innovation projects are unlikely to succeed.
What would I prioritise?

A clear and structured workflow within the innovation department
Better project prioritisation, focusing on initiatives with clear strategic value and real chances 
of success
Reducing overload by limiting low-​probability or low-​value projects, reduce number of projects 
by filtration in value creation
Maintaining employee focus, motivation, and long-​term engagement
There is little value in continuously stressing people if the outcome does not generate value or 
has a low likelihood of reaching the market.

What intervention ideas would help most?
Clear innovation governance and project structure

Introduce defined responsibilities with clear decision criteria
Align innovation projects with strategy, cost targets, and market needs from the 
start

Early and mandatory cost focus
Set target costs and business cases early, even in innovation phases
Involve costing and industrialisation earlier to avoid late surprises

Better workload and resource management
Limit the number of parallel projects per individual
Actively stop or pause projects with low value instead of pushing all projects 
forward

Enable real use of well-​being and development offers
Protect time for sports, training, and development activities
Encourage leaders to actively support participation and development of their 
team as a high priority
Ensure workload planning allows employees to actually benefit from these 
initiatives

1.

2.

3.

4.

Feedback F5:

I recommend ensuring that the way you use the term 'Strategy' is made clear at some point. 
When we use this term, it is always referred to as our Business Strategy. 
When you use the term, you mean our Talent and People Development Strategy that focuses on 
engaging and developing employees. 

It would also be great if the intervention could illustrate the value and benefit of employee 
development. 
We hear that development is seen as something additional (I either do my job, or I develop) that 
often falls short due to other tasks, deliverables. So, employees might also say 'why develop' - or 
why support the development of my employees' - I am not paid for this. What is the reward if 
you spend time on development for yourself or your team members? Often, I feel that many 
people say that it does not matter...

Eventually, the magic will be to embed something into your daily routines / interactions / 
reflections - because you are convinced that is is valuable and good time invest and where you 
see it leads to results 

Feedback Ex2:

And the Bi-Weekly Call updates.

Meeting summaryThomas Petrig  ·  Consultant / design management (graduated 2013)  ·  Bachelor project feedback

Strategy — Three Horizons approach

• Thomas appreciated the holistic three-horizon framing and found it well-grounded.

• Positively noted that it links to everyday managerial work and doesn't add extra tasks.

• Suggestion: connect the strategy more explicitly to a framework Autoneum already operates within —

what existing frameworks are in use?

• Add clearer checkpoints and guidance on what is important at each horizon.

• Strategy should express what Autoneum leadership actually wants — where to develop, what kind of

development, which people to focus on.

• Consider defining the role of managers more explicitly within the strategy.

• Meta-KPI idea: an overarching strategy KPI that sits above individual measurements.

Development definition & context

• Core gap identified: "development" is not clearly defined internally at Autoneum. Create clarity —

what does development actually mean to them?

• What does Autoneum understand by development? What do leaders understand? What do

employees understand?

• The guide should introduce development explicitly, explain why it matters to Autoneum, and link to

what level of development is relevant.

• Suggestion: categorise development by level (individual, team, organisational) and match these to

what the organisation wants.

• Consider five simple, situational questions specific to different development contexts rather than

generic ones.

• Frame the context: why is this important for Autoneum specifically? Make that visible early in the

guide.

Prototype & guide design

• Keep and build on existing parts — don't discard what's working.

• More guidance on what matters; clearer structure for managers navigating it.

• Think about where the guide can be introduced ("docking points") — which rituals, meetings or

moments are the right entry points?

• How should the guide be introduced? Consider standard questions, a journey map, or interactive

concept (landing page / slide deck).

• Consider the effect on the affected person: what is the tangible impact on the employee, and on the

manager? Make this concrete and visible. (Note: Jutta raised this point too.)

• Some managers may lose interest or question its relevance — how will you help them understand

why it matters for them specifically?

• Think about the concept of the prototype itself — what form does it take and how should it be

experienced?

Measurement & pilot

• Define what success looks like before measuring it — what is the adoption of a new approach?

• Test it: feedback call, structured pilot. Who is involved in the pilot? How many people?

• Journey map: trace the development journey as part of how you measure change.

• Landing page metrics: how many people visited, how many engaged, retention — shows interest and

reach.

• Three focused questions to assess the outcome of each intervention / touchpoint.

• Measure impact at different levels: employee, manager, organisation.

• Consider applying the CUBE framework for appropriate KPIs.

• Documentation approach: questionnaire or survey for structured feedback.

Open questions to work on

→   What framework is Autoneum currently using — and how does the guide link to it?

→   How do you define "development" within the Autoneum context — for managers and employees?

→   What are the docking points (rituals, formats) where the guide gets introduced?

→   What does success look like — and how will you measure it at each level?

→   Who is in the pilot, and what are the three core questions for measuring outcomes?

Notes taken during conversation. Summary prepared for bachelor project reference.

Feedback Ex3:
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Annually

PMP review
Manager Employee

Annually

Manager accountability
HR Manager

What to do

Start the PMP discussion from the development 
log — both sides arrive with real examples, not 
impressions. Development and performance 
are discussed together, not separately.

What to do

Manager reflects on how they actively 
supported development in their team, with 
specific examples. HR reviews team 
development activity alongside delivery 
performance.

sounds like
sounds like

"Looking at your log — you consistently 
applied communicating effectively in 
complex situations this year. Let's talk 
about what to build on next."

"I introduced competency links in task 
conversations this year — three team 
members reported clearer development 
direction in their check-ins."

You know it worked when

Development field completed with substance — 
a real reflection, not a formality

You know it worked when

Managers who enable development are 
recognised, not only delivery performers

one time

Strategy introduction
HR Manager

one time

Development focus setup
Manager Employee

What to do

Introduce the development strategy in an 
existing manager meeting, not as a document to 
read, but as a conversation about what changes 
and why it matters.

What to do

Together, select 3–5 competencies most 
relevant to the employee's current role — not 
the full list, not what sounds impressive. Log 
them in Touchpoint.

sounds like sounds like

"Development is now expected as part of 
how we work, not something extra. The 
conversation guide gives you a simple 
structure to use in your 1:1s."

"For your role right now, stakeholder 
management and communicating 
effectively matter most — let's focus on 
those two and add agile learning as a 
stretch."

You know it worked when

Manager references development in their first 
team interaction after the briefing.

You know it worked when

3 – 5 focus competencies documented in 
Touchpoint, linked to role responsibilities.

Quarterly

1:1 check-in
Manager Employee

Quarterly

Development log review
Manager Employee

What to do

Employee arrives with a real example and one 
focus area. Manager uses the guide: real work 
→ behaviour visible → focus agreed → next 
step named. Together, agree one specific next 
step.

sounds like

What to do

After key tasks or milestones, capture 2–3 
bullets in Touchpoint. Answer three questions 
(takes 2–3 minutes). Review together in the 
next check-in.



What did I learn?

What helped me perform better?

What did this bring to me?

You know it worked when

Agreed next step names a competency, a 
situation, and when to apply it

"I led the supplier review and want to 
improve how I prepare complex cross-
team discussions upfront — can we focus 
on that?"

sounds like

You know it worked when

Log entry is specific to a real situation, not 
"worked on communication"

"Led the kick-off — structured the agenda 
upfront, meeting was 30% shorter. Want to 
apply this to the next cross-team 
alignment."

As needed

Task assignment
Manager

What to do

When assigning work, name the specific 
competency this task connects to — one 
sentence, no extra time needed.

sounds like

"This requires a lot of cross-team 
coordination — good opportunity to 
strengthen your stakeholder management."

You know it worked when

A specific competency is named — not "this is 
good for your development"

as needed

Feedback conversation
Manager Employee

What to do

Name the specific behaviour you observed, link 
it to a competency, and give one improvement 
direction — not a general impression of how it 
went.

sounds like

"The way you structured the discussion 
helped us align — that's strong 
communication. Next time, try 
summarising the key decision upfront."

You know it worked when

A behaviour is named and one concrete 
improvement direction is given

as needed

After a meeting
Manager Employee

What to do

Ask one focused reflection question directly 
after a meeting or milestone where something 
notable happened. Under a minute. Not every 
meeting — only when it adds value.

sounds like

"What would you do differently next time 
when alignment across teams is 
complex?"

You know it worked when

Employee names a specific change, not "I'd try 
to do better"

as needed

Team discussion
Manager Employee

What to do

Use competency language naturally when 
describing work situations — making implicit 
expectations explicit. Not forced into every 
conversation, just used when it fits.

sounds like

"This situation requires strong cross-team 
collaboration — let's think about how we 
approach that."


You know it worked when

Team members use competency language 
themselves — without being prompted

as needed

Handling a challenge
Manager Employee

What to do

When something goes wrong, add one learning 
question to the problem-solving conversation. 
Shift the focus from fixing alone to building 
capability for next time.

sounds like

"What would help us handle this kind of 
situation better next time?"

You know it worked when

Team agrees on something specific to do 
differently — not just "be more careful"

as needed

Manager exchange
Manager Employee

What to do

Share one real example of how you applied 
development this week — what you tried, and 
what happened. Not theory. This is how good 
practice spreads without a training programme.

sounds like

"I tried linking the task to a competency 
when briefing my team on the supplier 
project — here's what changed in how 
they approached it."

You know it worked when

Another manager tries something based on 
what was shared — practice transfers
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Cube

Task
What needs to be done — 
execution + object

Cube

Means
Tools & instruments 
required

Cube

Information
What flows in & what is 
produced

Design criteria

What this moment 
must achieve
Requirements for this 
moment to be well-
designed

Themes and PS taggs

measurement a

Output indicator
What good looks like vs. 
surface-level compliance

measurement b

Quality signal
What good looks like vs. 
surface-level compliance

Customer actions

Employee
Development owner — 
service recipient

Frontstage actions

Manager
Development enabler — 
visible to employee

Backstage actions

HR / Executives
Strategy enabler — 
invisible to employee

Support processes

System
Touchpoint / PMP

PHASE 1 — ONBOARDING
One-time
Strategy introduction

One-time
Development focus setup

Communicate the 
development framework 
and expectations to all 
managers and employees 
at entry

De fine and align 
competency focus areas to 
role requirements and 
individual starting point

Competency framework 

Strategy brief 

Onboarding pack 

Manager introduction kit

Role-competency map 

Conversation guide 

Touchpoint setup 

IDP template

Conversation guide

Needed:

Company context, 
development gaps, 
competency framework 
overview



Produced:

Shared understanding of what 
development means and what 
is expected at Autoneum

Needed:

Role requirements, employee 
strengths, ambitions and 
starting point



Produced:

Agreed focus areas (3–5 
competencies), logged in 
Touchpoint

Development positioned 
as organisational 
expectation — not 
personal choice

Introduced within an 
existing meeting — no 
new event created

Competency relevance 
made clear at role level

Focus must be role-speci fic, 
3–5 competencies, not the 
full model

Both sides actively 
contribute, not manager-
dictated

Outcome documented and 
visible in system 
immediately

T1 · T2 — SL T1 · T2 · T3 — SL · OL

A ll managers have 
received and reviewed the 
conversation guide

Development referenced 
in first team or 1:1 within 
onboarding period

E ach employee has 3–5 
focus competencies 
documented in Touchpoint

Focus areas linked to role 
— not the full 22-item 
model

✓ Good

Manager explains how the 
strategy connects to their 
team's daily work and their 
own role



✗ Surface

Manager receives the guide 
but has no discussion — files 
it away

✓ Good

"For your role, stakeholder 
management and 
communicating effectively 
matter most right now — let's 
focus on those."



✗ Surface

Employee selects 5 
competencies at random or 
picks what sounds impressive

Introduced to the 
competency framework 
and what development 
means at Autoneum

Understands development 
is expected, not a bonus 
activity

Selects 3–5 role-relevant 
competencies together 
with manager

Documents initial focus in 
Touchpoint

Receives onboarding 
materials and conversation 
guide

Understands role as 
development enabler, not 
only delivery manager

G uides employee to define 
3–5 focus competencies 
for their role

Links competencies to 
current work 
responsibilities

Delivers strategy brie fing 
to managers

Communicates that 
development is mandatory, 
not optional

Provides role-competency 
mapping as reference

Supports managers who 
need guidance

Development field 
activated in Touchpoint

Role-competency links 
configured

Development focus logged 
— IDP template available

PHASE 2 — EVERYDAY WORK
As needed
Task assignment

As needed
Feedback conversation

Frame task allocation with 
an explicit competency 
development link

Translate observed 
behaviour into a specific 
competency-linked 
improvement direction

Task brief 

Competency reference    
(3 – 5)

Conversation guide 

Competency reference

Conversation guide

Needed:

Task requirements, 
employee's current 
competency focus



Produced:

Employee understanding of 
why this task matters for their 
development

Needed:

Observed behaviour, current 
development focus, relevant 
competency



Produced:

Named behaviour linked to 
competency, one concrete 
improvement direction

Competency link must be 
specific to the task and 
role, not generic

Requires no additional 
time or preparation from 
the manager

Initiated in the moment, 
not retrospectively

B ehaviour named 
specifically, not an outcome 
or impression

Linked to a named 
competency, not abstract 
development language

One concrete improvement 
direction given, not general 
encouragement

T1 · T4 · T5 — EL T1 · T2 — EWL

Manager names a speci fic 
competency at task 
allocation — not a generic 
phrase

Feedback names a 
specific behaviour linked 
to a named competency

One concrete 
improvement direction 
given — not general 
encouragement

✓ Good

"This task involves a lot of 
cross-team coordination — 
good opportunity to practice 
stakeholder management."



✗ Surface

"This is good for your 
development." — no 
competency named, no 
connection made

✓ Good

"The way you structured the 
discussion helped us align — 
that's strong communication. 
Next time, try summarising the 
key decision upfront."



✗ Surface

"Good job overall, keep it up." 
— no behaviour named, no 
direction given

U nderstands why this task 
matters beyond delivery

Sees clear link between 
task and own competency 
focus

Receives speci fic 
behaviour-based feedback 
linked to a competency

Understands one concrete 
direction to improve

B riefly links task to a 
relevant competency at 
point of allocation

"This is a good opportunity 
to strengthen stakeholder 
management."

N ames specific behaviour, 
links to competency, gives 
one improvement direction

"The way you structured 
this helped us align — 
that's strong 
communication."

No direct action No direct action

No system action No system action

As needed
After a meeting

As needed
Team discussion

As needed
Handling a challenge

E xtract and capture 
learning from a real work 
situation in the moment it 
occurs

B uild shared competency 
language across team 
interactions and daily 
conversations

Reframe a dif ficult 
situation as a concrete 
development opportunity

Conversation guide 

Meeting notes

Competency language 
reference

Conversation guide

Conversation guide Conversation guide

Needed:

What just happened in the 
meeting, what worked or 
didn't



Produced:

One captured learning insight 
— brief, real, actionable

Needed:

Current work situation, 
challenges, team context



Produced:

Explicit shared expectations 
— implicit standards become 
visibl

Needed:

What made the situation 
difficult, competency context



Produced:

Learning from the situation — 
what to do differently next 
time

Fits within the existing 
conversation, no extra 
meeting or step

One question maximum, 
does not extend the 
interaction

Insight captured before the 
moment is lost

L anguage emerges 
naturally from the 
situation,  not formally 
introduced

Applicable across 
functions without new 
terminology

Must not require additional 
preparation or facilitation

L earning question asked 
within the problem-solving 
moment, not separately

Focus shifts from fixing 
alone to building capability 
for next time

No additional time 
required, reframes existing 
conversation

T4 · T5 — EWL T1 · T2 — EWL T4 · T5 — EWL

Re flection question asked 
and answered concretely 
after the meeting

One insight captured — 
brief, specific, linked to a 
real situation

Competency language 
appears in how team 
members describe work — 
not only in formal 
conversations

A  learning-focused 
question is asked — not 
only problem-solving

Team agrees on 
something to do differently 
next time

✓ Good

"What would you do differently 
in the next meeting where 
alignment is complex?" — 
employee names a specific 
change



✗ Surface

Reflection question asked but 
not followed up — insight not 
captured or applied

✓ Good

Team naturally uses phrases 
like "this requires strong 
collaboration" without being 
prompted — language is 
adopted



✗ Surface

Manager uses competency 
language but team members 
don't — it stays at manager 
level only

✓ Good

"What would help us handle 
this kind of situation better 
next time?" — team identifies 
a concrete practice change



✗ Surface

Difficult moment is resolved 
but not reflected on — no 
learning is extracted

Organisational design (CUBE) ↑  |  ↓ Experience view (service blueprint)
Line of interaction — visible touchpoints between employee and manager

A nswers one reflection 
question from manager

Captures brief insight 
before it disappears

U ses shared competency 
language in team 
conversations

Implicit expectations 
become explicit and 
shared

Re flects on what made the 
situation difficult

Focuses on learning — not 
blame or fixing alone

Line of visibility — frontstage above / backstage below

Initiates short re flection: 
"What would you do 
differently next time?"

Takes under a minute — 
stays within the existing 
conversation

Makes implicit 
expectations explicit using 
competency language

"This situation requires 
strong cross-team 
collaboration."

Creates space for learning 
within the difficult moment

"What would help us 
handle this better next 
time?"

Line of internal interaction — HR/Leadership support processes

No direct action No direct action No direct action

Line of system interaction — technology support layer

Optional : brief reflection 
note captured in log

No system action No system action

As needed
Manager exchange

Transfer development 
practice across managers 
through real example 
exchange

Shared examples 

Practice exchange format

Needed:

Manager's own practice 
examples, challenges faced



Produced:

Shared approaches across 
teams — good practice 
spreads organically

B ased on a real example, 
not theory or general 
opinion

Happens regularly without 
HR prompting

Produces a transferable 
practice, another manager 
can try it

T3 · T4 — OL

Manager shares a real , 
specific example — not a 
general opinion

Exchange happens 
regularly — not only when 
prompted by HR

✓ Good

Manager shares: "I tried 
linking competencies to task 
allocation — here's what 
happened." Others build on it



✗ Surface

Managers discuss 
development in theory — no 
real examples, no practice 
transfer

—

Shares real examples of 
what works with peers 
informally

Reduces isolation in 
enabling development — 
not figuring it out alone

Creates or protects space 
for manager exchanges

Surfaces and shares good 
practice examples

No system action

PHASE 3 — QUARTERLY RHYTHM
Quarterly
1:1 check-in

Quarterly
Development log review

Review and agree 
development focus 
through a structured, 
guided conversation

Document and re flect on 
progress in a shared, 
accessible development 
log

Conversation guide 

Development log 

Focus areas (Touchpoint)

Development log 

Touchpoint entries 

Progress template

Conversation guide

Needed:

Employee's real work 
example, current focus areas, 
development log



Produced:

Agreed next development 
focus with concrete next step, 
documented

Needed:

Recent work situations, 
progress since last check-in



Produced:

Updated log entries — visible 
progress over time for both 
parties

E mployee arrives prepared 
with a real example, not a 
status update

Conversation guide structure 
followed: real work → 
behaviour → focus → next step

Agreed next step names 
competency, situation, and 
timing

E ntries specific to real 
situations, not generic 
phrases

Takes 2–3 minutes 
maximum, must not 
become a reporting task

Visible to both employee 
and manager in shared 
system

T2 · T3 · T4 — OL T4 · T5 — OL · IL

E mployee comes with a 
concrete example and one 
named focus area

Agreed next step names 
where and when to apply it

L og updated with minimum 
2–3 bullets per quarter — 
specific, not generic

Both employee and 
manager can see progress 
over time in Touchpoint

✓ Good

Employee arrives with: "I 
worked on stakeholder 
alignment in the supplier 
review — I want to improve 
how I prepare for complex 
discussions."



✗ Surface

Employee has nothing 
prepared — conversation 
stays operational and generic

✓ Good

"Since last check-in I 
practiced communicating 
effectively in the project kick-
off — structuring the agenda 
upfront made the meeting 
30% shorter."



✗ Surface

Log is filled with vague entries 
like "worked on 
communication" — no 
situation, no reflection

Comes prepared with a 
real example and one 
clear development focus

Drives the direction — not 
just responding to 
questions

Captures 2–3 bullets: what 
I learned, what helped, 
what this brought me

Growth becomes visible to 
themselves — not only to 
the manager

U ses guide: real work → 
behaviour → focus → next 
step

Agrees one clear 
development focus with 
employee

Reviews log with 
employee; acknowledges 
progress

Adjusts focus if role or 
priorities have shifted

Reviews team 
development activity 
across managers

Flags teams with no recent 
development activity

Monitors adoption quality 
— not just volume

Identifies where manager 
support is needed

Focus updated , check-in 
note captured

Shared with both 
employee and manager

L og visible to both parties 
— adoption analytics 
available to HR

PHASE 4 — ANNUAL REVIEW
Annually
PMP review

Annually
Manager accountability

Integrate development 
evidence into the formal 
performance review

A ssess and recognise 
manager contribution to 
enabling team 
development

Conversation guide 

Development log 

PMP form

Team development report 

Manager performance 
data 

HR analytics

Conversation guide

Needed:

Development log history, 
competency progress, 
performance data



Produced:

Integrated development 
evidence in PMP — future 
direction agreed

Needed:

Team development activity 
data, manager's reflection



Produced:

Accountability assessment — 
manager recognised for 
enabling development

Development log referenced 
as evidence, not reconstructed 
from memory

Development and 
performance discussed 
together, not as separate 
agenda items

Future development direction 
agreed, not deferred

Manager provides speci fic 
evidence of enabling, not a 
general claim

Assessed on quality of 
enabling, not volume of 
conversations held

Recognition tied to 
development enabling 
alongside delivery 
performance

T3 · T4 — OLT2 · T3 · T4 — SL · IL

Development log used as 
evidence — PMP 
discussion starts from real 
examples

Development field 
completed with substance 
— not ticked as a formality

Team development activity 
data reviewed by HR per 
manager

Manager reflects explicitly 
on how they supported 
development — not only 
delivery

✓ Good

PMP discussion starts from 
the development log — both 
sides reference real examples 
and growth is evidenced, not 
estimated



✗ Surface

Development field filled with 
one line — no connection to 
real work or progress over the 
year

✓ Good

Manager reflects specifically: 
"I introduced competency 
links in 3 task conversations 
this quarter — here's what 
changed." HR recognises this.



✗ Surface

Manager accountability 
assessed only by whether the 
development field was 
completed — quality of 
enabling not considered

B rings development log as 
evidence of growth over 
the year

Speaks concretely to 
progress — not 
reconstructed from 
memory

—

U ses development history 
— less reliance on 
memory or impressions

Development and 
performance discussed 
together, not separately

Re flects: "How did I 
actively support 
development in my team?"

Recognised for enabling 
development — not only 
for delivery

E nsures development field 
is completed with 
substance

Development mandatory 
alongside business targets

Reviews team-level 
development data per 
manager

Recognises managers 
who enable development 
consistently

Development data 
alongside performance in 
PMP — mandatory field

Team development activity 
visible to HR and 
leadership
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Met

Met

The relevance of each competency is clear to employees at role 
level
Development focus setup defines 3–5 role-relevant competencies 
per person, logged in Touchpoint. The guide narrows every 
conversation to that same focused set, not the full 22.

= directly addressed within the combined system

= addressed but depends on conditions outside the intervention, or 
requires sustained use to take hold

Teams share a common language for connecting daily work to 
competencies
Strategy 1 builds shared vocabulary through repeated task, 
feedback, and team discussion moments. Language forms through 
sustained use, not a one-off training. It requires consistent adoption 
across managers.

Strategic level 3 / 5

4 / 5

Partial

Partial

Competencies are referenced consistently across teams, not 
only by individual managers
Manager accountability and strategy introduction create a cross-team 
signal. The pilot covers 2–3 teams. For a wider consistency it 
requires a rollout beyond the pilot.

Partial

Development is understood as an organisational expectation, 
not a personal choice
Strategy introduction frames it explicitly. It comes from top down and 
remains a strong framework, not an enforceable requirement. This 
condition lies above the intervention's reach.

Partial

Met

Met

Met

Met

Managers are able to connect development to real work 
situations, tasks, feedback, and check-ins
The guide's three-step structure addresses this directly. Strategy 2 
adds six surrounding work moments across every major interaction 
type. Together they cover all contexts.

Development is addressed within existing workflows, not only 
dedicated formal processes
Embedded and Brief are hard design criteria, every moment fits 
inside an existing interaction. The guide is introduced through an 
existing manager meeting, not a separate event.

Operational level

Responsibility for development is clearly allocated between 
manager and employee
The ownership clarification work moment names this explicitly. The 
guide frames the manager as enabler and the employee as driver. 
The implementation plan's live practice makes the role split concrete 
before first use.

Development topics raised in one moment are followed up in the 
next
Quarterly 1:1 opens with the development log. The implementation 
plan's mid-check (week 3) and final debrief maintain momentum. 
Annual PMP closes the loop with documented evidence, not memory.

Both managers and employees actively initiate development 
conversations
The quarterly 1:1 requires the employee to arrive with an example; 
guide Step 3 invites them to name the focus. But the space is still 
opened by the manager. Both need to initiate and this is not yet the 
structural reality in early use.

Partial
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MetCompetencies are explicitly named in task allocation, feedback, 
and team discussions
Strategy 1 provides a dedicated work moment for each of these three 
contexts, not just one generic prompt. Each is triggered by an actual 
situation, specific to the person and the moment.

Feedback addresses how work was done, not only what was 
delivered
Feedback work moment and guide Step 2 (Make behaviour visible) 
are both designed for this: name the behaviour, link to a competency, 
give one improvement direction. Good/avoid examples show 
managers the quality difference before they use it.

Everyday work level

Partial

Development is accessible within existing tasks and 
conversations, no extra time or steps required
Embedded, Brief, and Triggered are hard design criteria for every 
Strategy 1 moment. The guide is one page, no preparation needed. 
The design is explicitly built against the "additional effort" finding from 
the research.

Partial

Development remains present under operational pressure, not 
only when time allows
Time pressure is named as a cross-cutting barrier. The system is 
made as lightweight as possible in response. The 6-week pilot builds 
habit before pressure peaks. But the intervention cannot fully protect 
against workload peaks.

Partial

Met

Met

Met

The personal relevance of development is visible, not assumed
The development log includes "What did this bring to me?", making 
personal benefit explicit. Development focus setup uses the 
employee's role as the anchor. Guide Step 3 invites the employee to 
name their focus in their own words.

Competencies are recognisable in each employee's actual daily 
work
Recognition builds gradually through repeated exposure: 
development focus, task assignment, feedback, and team discussion 
moments all name the same 3–5 competencies in real situations. The 
system creates the conditions; recognition follows from sustained 
use.

Individual level

Employees bring their own development topics into 
conversations, not only respond
The quarterly 1:1 requires the employee to arrive with an example 
and one named focus. The ownership moment names this 
expectation. But the space is still opened by the manager, initiation 
from both is the aspiration, however, it is not yet the structural reality 
in early use.

Employees have a shared structure to guide their development, 
independent of manager initiative
The development log in Touchpoint gives employees their own 
growth record, updatable independently. But the Development 
Conversation Guide is manager-held. An employee with a 
disengaged manager has no independent structure to fall back on. 
This is the core remaining gap at the individual level.

Partial

4 / 5 3 / 5
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