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Abstract

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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Table of Abbreviations

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

Abbreviations

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

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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How to Read this Booklet

Format

This booklet is designed in A3 landscape format to support side-by-side spreads
and large-scale visualisations. For best results, view on screen or print in A3. If
printed on A4, layout and readability may be reduced.

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.

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.
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Introduction

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.

Understanding the Systemic Area

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:

Pattern What was observed

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

Limited to formal reviews 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

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.

15
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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:

Level What it includes

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

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

Everyday Tasks, feedback, and team interactions where

individuals actually work and grow

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.

17



Graduation Project | Introduction
Juthamanee Mukchoed

o

Research Focus and Question My Role in this Project
This project is a pilot study focused on one setting: Autoneum's headquarters in Reflecting on my role through Deepa lyer's (2022) Social Change Ecosystem lyer's Role Framework
Winterthur. It looks closely at everyday practices, listens to people across Framework, | moved between three positions: Experimenter, Weaver, and Deepa lyer (2022) describes a set

. . ' . : f rol [ in ch
different roles and levels, and develops ideas grounded in what actually Builder. orocesees, fieflecing on thege.
happens there. The goal is to understand what already supports engagement o _ . o roles helps researchers
with the competency framework and what gets in the way. From that | came in with assumptions that did not hold. I initially framed the challenge as understand how their position
understanding, the following iterated question guided the research: Autoneum needing to become a learning organisation, without fully considering ~ s"apes whathey see and do.

what kind of organisation they are and what would realistically work within their
context. When that framing did not fit what | was hearing, | adapted. The

How might Autoneum Management AG strengthen the conditions research question evolved. The intervention shifted. That willingness to try,
for everyday, competency-based learning, moving from implicit, noticir?g what is not working, and change course defined my role as an
performance-driven development towards more visible and shared Experimenter.

learning practices?

The hardest part of being an outsider was not knowing what already existed. |
had to build that picture slowly through interviews, observations, and questions.
As a Weaver, | 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, | 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

North shaped what the intervention became.
America

Throughout, | tried to stay aware of what | might be missing. | 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 | carry into
how | read the findings.

Office
Workers

Autoneum
Management
AG

. Autoneum Management AG (Headquater)
. Autoneum’s Global Presence
External Environment

Office Workers

* My Focus Area

Figure 2. Systemic Focus Area
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Research Approach
and Design Process
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See Appendix B: Data Collection
on page 104 for all materials and
process details.
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Research Approach

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.

Project Grounding

Bi-Weekly Check-ins with the Collaboration Partner

Throughout the entire project, | 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.

Method Purpose Impact

Partner check-ins Ground the project in
(ongoing) organisational reality

Kept the work honest
and contextually relevant

Test emerging research ~ Surfaced organisational

and design directions constraints and priorities
that fieldwork alone
would not have revealed

Access internal
documentation

Provided essential
context for framing the
research question and
the intervention

Data Collection

Literature Research

| 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, | returned to it to name what | was seeing, check my
interpretations, and ground the intervention in evidence.

Method

Literature review
(ongoing)

Purpose

Frame the research
question and identify
existing knowledge

Make sense of emerging

findings at each phase

Semi-Structured Interviews

Impact

Shifted focus from
implementation to
culture and structure
early on

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

| 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.

Method

Semi-structured
interviews

Purpose

Access people's lived
experience through
open, flexible
conversation

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

Impact

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

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

23



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 | observed and engaged in
everyday situations without a fixed
observation framework to better
understand behaviours,
interactions, and context naturally.

24

Cultural Probes

| 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.

Method

Cultural probes

Table 6. Cultural Probes

Observations

Purpose

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

Broaden participation
beyond those available
for interviews

Understand what daily
work actually feels and
looks like for employees

Impact

Confirmed that
competencies are
practised regularly but
unconsciously

Reached people who
could not commit to a full
interview session

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

Alongside the interviews and cultural probes, | 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.

Method

Unstructured Participant
Observation

Table 7. Observations

Purpose

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

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

Impact

Grounded the research
in lived reality

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

everyday conversation

Sensemaking

Thematic Analysis

Graduation Project | Methods and Process

| analysed all data (interviews, cultural probes, and observation notes) using
reflexive thematic analysis (Braun & Clarke, 2006). | 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.

Methods

Thematic analysis:
round one

Thematic analysis:
round two

Triangulation

Table 8. Thematic Analysis

Purpose

Develop an initial
understanding of
patterns across all data

Revisit and sharpen the
analysis after the co-
design workshop

Cross-reference findings
across interviews,
probes, and
observations

Impact

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

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

Distinguished genuine
organisational patterns
from individual
perspectives

Juthamanee Mukchoed

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

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).

25
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Designing Together

Co-Design

| 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, | 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.

Methods

Co-design workshop

Purpose

Involve stakeholders
directly in shaping the
intervention

Test and challenge the
systemic picture
collaboratively

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

Impact

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

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

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

Feedback and Validation

Feedback Sessions

At a later stage, | 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.

Methods

Feedback sessions

Limitations

Purpose

Test the feasibility and
relevance of the strategy
and prototype

Refine the intervention
based on real
organisational
constraints and outside
perspective

Impact

Confirmed what would
work in practice

Surfaced necessary
adjustments before
finalising the design

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.
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Design Process

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. | circled back often,
returning to the data, revisiting assumptions, and adjusting as | went. Beneath
my process is a short reflection that shows how my understanding evolved at
each phase.
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Research Findings
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How to Read this Chapter

This chapter presents key findings from the research, structured in two parts:

Systemic Gaps Map

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.

Themes Tables

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

Interviews
B cCultural probes
B Observations

Source Codes and Participants Labels
Each quote is marked with one of the following:
* E#=Employee

* M# = Manager (including HR leadership)

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.
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Figure 5. Systemic Gaps

Graduation Project | Research Findings

Juthamanee Mukchoed

STRATEGIC LEVEL
(definition, intent, global direction) 7/

T

Inconsistency Gap

Inconsistency across the organisation
« depends on manager
+ varies by team
» no shared practice

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.

) T2 Ve T -T2 N
Relevance Gap Translation Gap
Competencies lack clear value from the top Competencies are defined but not translated into
+ unclear why competencies matter everyday work
« weak link to roles & future direction + too abstract
* no clear examples
[ « strategy does not reach daily work
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(managers, HR processes, implementation) _
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development into everyday work. . L S/
EVERYDAY WORK LEVEL
. . - T — T4 —
(actual work interactions) . \
Translation Gap
No integration into:
Core Barrier: Competencies are not « tasks
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Daily Work Priorities Leave No Room for Development

Ownership Gap
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Sub-Theme

People Development
Strategy is known but
not felt in daily work

Competencies as
development tool, but
experienced as
administration tasks

Isolated pockets
where competencies
are genuinely
connected to work

36

Theme 1: Connecting Strategy and
Competencies to Everyday Work

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.

Findings

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.

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.

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

Supporting Evidence

“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. | see that in my
background is written Level Up, but | 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."

“l don't want to say that | live with them every day. |
would lie if | 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.

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

“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 "l 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.

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.

Co-Design

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.

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.

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.

Supporting Literature

Argyris & Schdn (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.

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.

Fejfarova & 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.

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.
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Sub-Theme

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

Role-specific
application is the
exception, not the
norm

Development stays
implicit without a
shared language
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Theme 2: Making Competencies Clear
and Relevant for Everyday Work

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.

Findings

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.

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.

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.

Supporting Evidence

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

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

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

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

“We mapped every function. The buyers need a
different set of competencies than the managers, and
the technical buyer also a different set.”

“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?”

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

“At Autoneum, you succeed if you... open, reliable,
good communicator, competent, collaborative.”

“At Autoneum, you succeed if you... can problem-solve,
defend your ground and make decisions, are open-
minded and have good communication skills.”

“The people are friendly and the culture is very
supportive. Successes are celebrated and genuinely
appreciated.”

Competencies were "not used as a shared language"
even in an HR leadership meeting.

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.

Co-Design

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.

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.

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.

Supporting Literature

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.

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.

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 & Schon (1996) argue that single-loop

learning cannot occur if the framework for reflection
is not shared across the organisation.
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Sub-Theme

Development
ownership sits with
the manager and
varies accordingly

Individual self-
direction is valued but
unsupported

When the system
fails, responsibility is
pushed back to
employees
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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.

Findings Supporting Evidence

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, | think it's a very good
exchange. He's very supportive of the PMP cycle...
So | feel very heard and taken seriously. He gives 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)

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

Several participants take
genuine ownership of their
own development — but do
S0 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, | needed to
improve. How did | do?” (M2)

“What really helps me improve is my curiosity and
being open to try new things and take new
challenges.” (M5)

“That | 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)

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, "l 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?"

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.

Co-Design

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.

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.

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.

Supporting Literature

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.

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."

Argyris & Schén (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.
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Sub-Theme

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

Informal knowledge
transfer is common
but fragile

Formal development
is decoupled from
daily work

The PMP is a
potential embedding
point but is not yet
used as one
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Theme 4: Embedding Development into
Everyday Work Processes

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.

Findings

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.

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.

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.

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.

Supporting Evidence

“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.”

“I feel like I'm growing. I'm learning every day. It feels
a bit like university, but | get paid.”

“Learning here mostly happens through... learning by
doing and autonomously searching for a challenge.”

“... [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.”

“l have certain colleagues in the company who have
stepped forward to mentor me a little — | feel
comfortable asking sometimes stupid questions.”

“We assigned a person from the team to be his
"buddy", supporting him, guiding him, helping him
learn our processes.”

“l just don't have the energy to do it after work. |
never have free time for stuff like this.”

“They do allow a maximum of maybe two to four
hours a month that you could do on personal
training.”

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.

“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.”

“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.”

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

Co-Design

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."

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.

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.

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.

Supporting Literature

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.

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.

Argyris & Schoén (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.

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.
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Sub-Theme

Full workload leaves
little bandwidth for
deliberate
development

Manager bandwidth is
the bottleneck for
development
conversations

Development sits at
the bottom of the
priority stack

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

Findings

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.

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.

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

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.

Supporting Evidence

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

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

“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.”

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.

"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.”

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

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

“Autoneum'’s culture of supporting self-development
encouraged me to be transparent and seek alignment
rather than trying to navigate everything alone.”

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.

Co-Design

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.

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.

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.

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.

Supporting Literature

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.

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.

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.

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.
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Reframing the Problem

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, | read the three patterns from the Introduction Chapter as an
implementation problem. | 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.

What is missing Why it matters
Visibility Competency-aligned « Behaviours cannot be
behaviours are never reflected upon

named as developmentin | They cannot be

real time shared or built upon
collectively
Embeddedness Development is * It competes with

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

operational demands
and consistently loses

* Learning beside work
is always treated as
additional effort

Continuity Development » |solated
conversations remain conversations cannot
one-off moments with no build shared habits

structural follow-up . No shared language
or culture of
development can form

Table 16. Focus Areas

Related themes & gaps

T1,T2, T4

Translation Gap
M Relevance Gap

T3, T4,T5

Structure Gap
Activation Gap
B Capability Gap

T1, T3

Ownership Gap
Inconsistency Gap
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From Strategy to Interventions
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From Strategy to Interventions

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.

What the Strategy Should Ensure

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:

Level The strategy should ensure

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

Operational 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.

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.
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Systemic Levels

Strategic Level

Core barrier:
Strategy becomes
diluted down the
system

Operational level

Core barrier:
Good strategy
breaks in execution

Everyday work level

Core barrier:
Competencies are not
visible where they
should live

Individual level

Core barrier:
Low engagement and
ownership

What the Strategy Should Ensure

Themes and Gaps

T, T2

Inconsistency gap
Translation gap
B Relevance gap

T3, T4, T5

B Capability gap
Structure gap
Ownership gap

T1,T4,T5

Translation gap
Activation gap

T2, T3, T5

B Relevance gap
Activation gap

Table 17. What the Strategy Should Ensure
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What needs to change

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.

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.

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

The strategy should ensure

» 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

* 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

» 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 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

Goal of the shift

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

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

* Managers consistently integrate development
into everyday work

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

» Competencies are naturally embedded in daily
work interactions

+ Development happens within daily work, not
alongside it

* Feedback highlights behaviours, not only results

* Employees actively engage in their own
development

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

* Competencies become part of everyday
conversations

53



Three Horizons of Growth

A strategic framework for
managing change across three
simultaneous depths: improving

From Specifications to Strategy

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

Graduation Project | Strategy and Interventions
Juthamanee Mukchoed

STRATEGIC LEVEL
(definition, intent, global direction)

what exists now, building Autoneum’s strategic needs. Rather than viewing the horizons as linear stages, core B Statecs o s H=
; - . . . ore Barrier: Strategy exists bu :
emerging capability, and each horizon maps directly to one of the three focus areas derived from the becomes diluted down the system | H3|sub-strategy 3
beddi tructural diti . . :
feor?thee Icl):g tSerrLri‘lC l,J’-\rIEIitk?r?e[:s |I’LIJ(r)1naSt reframe: Horizon 1 (H1) addresses VISIbI|Ity, Horizon 2 (H2) addresses Desired state: Strategy and : I_Maklinsg Develogment Vilsibllt(ej azd IC(ontinluoul)s
: . N i learly und d and ! : Strategic + Operational + Indivi -
the same time, not in sequence embeddedness, and Horizon 3 (H3) addresses continuity. Consstently wanslated into daily work Dl shifte e e AU IerossTieve
(Baghai et al. 1999: McKinsey & across the organisation. . gflernceGGap
, : : * Structure Gap
Company, 2009). Together, they form a cohesive strategy set that targets underlying structural (| o Aetvetonep ongtiem)
absences rather than merely responding to their symptoms. These three - | Wakes development visible and continuous through a
. . . . : lightweight, shared process.
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Figure 6. Strategy Set Map
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How to Read the Strategy Sets

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.

What each element means

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.

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.

Research theme tags

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

Performance specification 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
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H1 | Sub-Strategy 1: Activating
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.

Design criteria

Embedded
Specific

Brief

Triggered

Systemic shift

Strategy and
competencies

Performance

Shared language

Reflection

Cross-cutting risks

Generic application

Over-formalisation

Cross-cutting barriers

Time pressure

No shared language

Psychological safety

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

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

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

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

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

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

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

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

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

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

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

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

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

Task assignment
T1,T4,T5
EWL, OL

Giving feedback
T1,T2
EWL, IL

After meetings or
milestones

T4, T5
EWL, IL

Daily collaboration
T1,T2
SL, EWL

Handling challenges

and mistakes
T3, T5

EWL, IL
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| H11 Sub-Strategy 1: Work Moments

What 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."

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."

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?"

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."

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?"

Benefits

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.

The same phrase applied to every task loses meaning. The link must be specific
to the person and the situation.

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.

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

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.

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

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.

If only managers use competency language and the team does not adopt it, no
shared vocabulary forms across the group.

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.

Requires genuine psychological safety. Without it, the question is asked but not
answered honestly.
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H2 | Sub-Strategy 2: Enabling
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.

Goal of this strategy: Managers who bring development into the interactions
already happening, embedding it into everyday work.
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Design criteria

Lightweight

Simple

Shared

Accountable

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

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

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

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

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

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

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

Systemic shift

Development

Manager behaviour

Development focus

Ownership

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

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

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

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

Cross-cutting risks

Compliance without
substance

Ownership transfer

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

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

Ex1: A PDF sent by email will be

forgotten within a week. Introduce
it in an existing manager meeting
instead.

Cross-cutting barriers

Manager capacity

No shared approach

No organisational signal

Figure 8. Details of Sub-Strategy 2

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

Without a common framework, the quality of
development depends entirely on who your manager
is.

Without accountability at manager level, enabling
development remains optional regardless of good
intentions.

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.
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Work moment

1:1 check-ins
T3, T4, T5
OL, IL

Manager reflection in
daily interactions

T1, T3
OL, EWL

Setting development
focus

T2, T3
OL, IL

Managers sharing
practices

T1, T3
SL, OL

| H2| Sub-Strategy 2: Work Moments

What 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?"

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 | observe?" — "What does this show?" — "What could help them
grow?"

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."

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

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

Clarifying development Roles are made explicit: the employee brings reflections and a development

ownership
T3, T5

OL, IL

Making development
visible at manager
level

T3, T4
SL, OL
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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. | will help you connect it to what we are doing."

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 | lead, not just something | offer."

Benefits

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.
Over-formalised questions disconnected from what actually happened that week
lose their developmental value quickly.

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.

Attempting to apply the logic to every single interaction makes it unsustainable. It
is used selectively, not constantly.

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.

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

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.

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

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.

Without the explicit ownership conversation, the default pattern of manager-driven
and employee-passive continues unchanged.

Development support becomes consistent and is not dependent on
individual goodwiill.

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

Development becomes an organisational expectation rather than a
personal choice.

Metrics measuring volume rather than quality turn this into compliance. The
number of conversations matters less than what they produced.
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H3 | Sub-Strategy 3: Making
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 | 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, | 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.

Goal of this strategy: Development that carries forward from one conversation
to the next, building continuity over time.

Design criteria

Brief
Embedded
Shared

Sequenced

Systemic shift

Development
Conversations
Competencies

Development tracking

Cross-cutting risks

Over-documentation

Premature structure

Cross-cutting barriers

No existing rhythm

Operational priority

Sequencing dependency

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

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

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

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

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

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

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

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

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

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

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

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

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

After completing work
T4, T5
EWL, IL

Preparing for check-
ins

T3, T5

oL, IL

Linking development
to roles

T2
SL, IL

Sharing examples
across teams

T1, T2
SL, IL

Ongoing development
rhythm

T4
oL, IL

Structural enablers
T4, T5
SL, OL

Table 21. Sub-Strategy 3
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H3 | Strategy 3: Work Moments

What 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 | do
differently next time?" / "What did this bring to me in my daily work?"

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.

"l want to improve how | handle cross-team coordination. | noticed | was
waiting for information rather than proactively aligning."

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."

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, | improved how | manage stakeholders by starting alignment
conversations earlier than | usually would."

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, | practised communicating effectively in the project
kick-off. Structuring the agenda upfront made the meeting noticeably more
focused."

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."

Benefits

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

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.

A template-based approach disconnected from real work turns preparation into
form-filling that generates no genuine reflection.

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.

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

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.

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

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.

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

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.

Must be introduced after H1 and H2 practices are in place. Mandatory fields
without existing habits produce empty compliance rather than development.
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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.

Graduation Project | Strategy and Interventions
Juthamanee Mukchoed

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 - Think of one possible development focus
- Reflect: What did | observe? (look for behaviour) - 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

Good answers:
“I led a supplier alignment meeting and had to
- coordinate between teams.”

Make behaviour visible

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

Good answers:

“| realised | need to structure discussions better

to avoid confusion.”

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

Good answers:
“I want to develop stakeholder alignment —in

Relevant competencies (focus on 3 -5)

the next kick-off, I'll align expectations upfront.”

What have you been working on recently?
e.g. What was your role in that?
What made it challenging?

Answers to avoid:
“I've been working on a few projects, nothing
special.”

What did you learn from that?
e.g. What worked well?
What would you do differently next time?

Answers to avoid:

What would you like to develop further?
e.g. What would help most right now?
Where can you apply this?

Answers to avoid:
“| want to develop communication and
leadership... I'll try to do it.”

Select only the competencies that are most relevant for this situation.

» Adapting Situationally » Cultivating Innovation » Developing Talent

e Agile Learning » Acting with Accountability o Fostering Engagement
» Being Resilient  Driving Results » Managing Conflicts

e Focusing on Customers e Operating Results e Persuading Others

« Strategic Thinking « Building Effective Teams  Valuing Differences

e Problem Solving

Collaborating

o Operating Resourcefully

e Quality Decision Making o Communicating Effectively » Planning and Aligning

» Providing Direction

Figure 10. Development Conversation Guide

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

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

Risks

Guide is shared but
never discussed

Conversations stay
surface-level

Momentum drops after
week three

Why it happens

Sending a PDF feels like
enough

Managers default to
general questions

No follow-up structure

Table 22. Risks to the Development Conversation Guide Pilot

Adoption

v Each manager used
the guide at least 3x in 6
weeks

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

X Guide was used only
once or not at all

Conversation quality

v Employees can name
one development focus
from a recent
conversation

v Managers say it felt
more focused, not longer

X Conversations stayed
general, no concrete
focus agreed

Table 23. Evaluation Criteria for Development Conversation Guide

How to prevent it

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

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

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

Continuation signal

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

v HR can identify 1-2
specific changes to
improve before rollout

X Managers felt it
added effort without
visible value
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HR

Pilot Managers
(2-3)

Employees
(direct reports)

Executives
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Implementation Plan:

Development Conversation Guide

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.

Week 0
Kickoff meeting (60-90 min)

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.

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

Not involved at this stage.

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

Week 1-3
First pilot half

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

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.

@evelopment Conversation Guide>

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.

@evelopment Conversation Guide>

No action required.

Week 3
Mid-Check (15-20 min)

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

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.

Week 4-6 + Week 7

Second half + review (20 min debrief)

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

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.
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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 |

Making Competencies Visible:
From Conversation to System

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.

ONBOARDING EVERYDAY WORK

Feedback Meeting Team Challenge

Introduction Setup Task

Figure 11. Implementation Plan of Strategy Set
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Overall Implementation Plan

Annually
. The cards on the following page map all work moments across the full system,
on page 120 fora organised by how often they occur — from one-time setup through to annual A
review. Read each card as a single moment: who is involved and what needs to ANNUALEY ANNUALLY -
on page 122 for all PMP review Manager accountability

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

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.

One time

@ 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.

® 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.

@ 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
QUARTERLY QUARTERLY
1:1 check-in 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.

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.

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
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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.
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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

Leadership visibly supports development

If leaders do not model development conversations themselves,
managers will not prioritise them either.

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.
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The Systemic Logic:
From Intervention to Cultural Shift

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.

STAGE 1 STAGE 2 STAGE 3 STAGE 4 STAGE 5
Inputs Activities Outputs Short & mid-term outcomes Long-term outcomes
4 4 4 r r
Intervention Set 1 -3 Task assignment Competencies named in daily work Managers more intentional Shared development culture
Visibility, embeddedness, continuity Linking tasks to competencies In tasks, feedback, team conversations Consistent across situations, less improvised Development is expected, not exceptional
\ \ \ \
4 4 r 4 ~
Development Conversation Guide Feedback conversations Development log entries Employees own development Development & performance aligned
Structured + narrative versions Behaviour-based, competency-linked Captured in Touchpoint regularly Bring input, not just respond Growth visible in business results
_ \ . " "
r r 4 4 r
HR & Leadership alignment After meetings & milestones Conversation guide in active use Competencies feel relevant Manager accountability embedded
Mandate and visible support Short reflection moments Managers applying it in check-ins Linked to real work, not HR language Part of how leadership is assessed
\ . \ \ \
4 4 r 4 r
System configuration 1:1 check-ins Development focus defined Development revisited regularly Organisation learns continuously
Touchpoint, PMP, mandatory fields Recurring development dialogue 3-5 role-relevant competencies per person Not Only At PMP, But Continuously Cross-team, cross-function learning
_ \ " .
4 r r r
Manager onboarding Team discussion & daily work Development field filled in PMP Practices more consistent
Introduction at hiring & start Shared competency language Mandatory, not optional Less variation team-to-team
\ \ \ L
4
Handling challenges
Learning from real tensions
\
4
Manager-to-manager exchange
Sharing what works
_
4
PMP & formal review
Reduced reliance, better input
“

Figure 14. Proposed Theory of Change
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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.
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Evaluations and Reflection
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Individual Level

Evaluations

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).

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.

Strategic 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

Evaluation: Paul Hawken's Questions

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

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.

Does it give dignity? 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.

Does it contribute to It can. A conversation about real work feels different

well-being? from a routine check-in. But employees whose
managers do not use the system will not feel any
difference.

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.

Area Description

Not yet tested 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.

Manager dependency 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.

Some things are out of This intervention cannot reduce workload, change

reach 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.
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Conclusion

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. | 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 | 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. | 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. | expected to find an organisation that needed structure and a push.
What | found instead was genuine openness. People who reflected, who
expected failure as part of growth, and who were already asking the right
questions. | only understood this by listening carefully over time. The
conversations inside Autoneum, and with my coach, changed how | read the
situation more than any desk research did. | learned that you cannot assume
context. You have to build it, one conversation at a time.

| also learned how much the way you frame things matters. Early in the project,
| wrote about problems. Later, | 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 | thought about the whole
system, and it changed the kind of interventions | was able to propose.

What surprised me most was how quickly | found my footing. | had the overall
project structure to follow, but the decisions within it emerged as | went. | redid
my research themes when they no longer matched what | had actually found. |
adapted a framework when something new was needed. | combined two tools |
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 | had to apply them alone, under
real conditions, and adjust them when they did not quite fit.

| also noticed a habit | carry. When things feel uncertain, | tend to reach for
structure quickly. Early in this project, that pushed me to frame the problem
before | 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 | 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 | am aware of that limitation. Being more physically present
at Autoneum would have opened more of those voices.

| finished this project more open than | started. Less defensive about not
knowing. More willing to make a decision, own it, and change it when needed. |
felt stretched at times, sometimes frustrated, but | was genuinely interested in
the work. | did not expect those two things to go together the way they did.

What | know now is that | am most engaged when | 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 | am.
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Glossary

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.

Organisational context

Competency

Global Competency
Model

Individual Development
Plan (IDP)

Level Up

People Development
Strategy (PDS)

Performance
Management Process
(PMP)

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.

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.

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.

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.

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.

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.

Design language

Co-Design

Cultural Probes

lyer's Role Framework

Paul Hawken's
Questions

Performance
Specifications

Pilot

Psychological Safety

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.

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 direcily.

A framework by Deepa lyer (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.

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.

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.

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.

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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Reframing

Systemic Gaps

Thematic Analysis

Theory of Change

Three Horizons
Framework

Triangulation

Work Moment

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.

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.

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.

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.

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.

Cross-referencing findings from different data
sources, like interviews, cultural probes, and
observations, to distinguish genuine organisational
patterns from individual opinions.

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.

Use of Al

| used generative Atrtificial Intelligence (Al) 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. | take full responsibility
for all content, arguments, and decisions in this booklet.

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

General Use on Tools

Claude

Zotero

Introduction

Claude

Consensus

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 | might be missing from an
outside perspective

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

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

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

Used to find and verify relevant sources on
personal development, competency frameworks,
and organisational learning
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Research Approach and Design Process

Claude

Consensus

NotebookLM

Research Findings

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 | described each
research method, including figure captions

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

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

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); |
decided what to keep

Naming support for themes and levels; | made
all final decisions

From Strategy to Interventions

Claude
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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; | reviewed and
decided on each

Reduced text across strategy spreads to fit
layout constraints

Evaluation, Conclusion and Reflection

Claude + Provided additional reflection questions that
helped me expand what | 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

Glossary and Visual Elements

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
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Appendix A: Research Plan uthamanes Mukehoed

Research Plan
Juthamanee Mukchoed
Luceme University of Applied Sciences and Arts
Coach: Jorge Hirter
C ion Partner (CP): AG
Feb 16, 2026 Feb 23, 2026 Mar 2, 2026 Mar 9, 2026 Mar 16, 2026 Mar 23, 2026 Mar 30, 2026 Apr 6, 2026 Apr 13, 2026 Apr 20, 2026 Apr 27, 2026 May 4, 2026 May 11, 2026 May 18, 2026 May 25, 2026
O v END 16 17 18 19 20 21 22|23 24 25 26 27 28 12 3 4 5 6 7 8|9 10 11 12 13 14 15 16 17 18 19 20 21 22|23 24 25 26 27 28 29(30 31 1 2 3 4 5|6 7 8 9 10 11 1213 14 15 16 17 18 19|20 21 22 23 24 25 26(27 28 29 30 1 2 3 4 5 6 7 8 9 1011 12 13 14 15 16 17|18 19 20 21 22 23 24|25 26 27 28 29 30 31
mitiwit[r[s[smt/w[r[r[s]sim[r|w[t][r]s[sm/T[w t[F[s|[s|m[t[w[t]Fis[sm[Twr[r|[s|s/m[tiw[t]r[s[s|m[t|w/r[r|s/s|m t[w[t]r[s|s/m[t]w T Fis[s[mitiw/r[r[s|sim[t/w[r[r]s[s|m[r[w/t/F[s|s[m[t/w T Fls[s/m/T|wT[F[ss
Step 1
Kick Off & Submission of the Systemic Area 16.02.2026 ’
Step 2
Create Project Plan 17.02.2026 18.02.2026 .l
Bibliographic Research 18.02.2026 19.02.2026 I
Systemic Area Description incl. Research Question 18.02.2026 21.02.2026 I
One Page Visualisation 18.02.2026 21.02.2026 I
Buffer Time for Iteration 22.02.2026 23.02.2026
23.02.2026
Step 3
Secondary Research
Literature Review 23.02.2026 13.02.2026
Read Book by Deepa lyer 23.02.2026 13.02.2026
Primary Research
Interviews with Stakeholders 02.03.2026 13.03.2026
Observation 02.03.2026 13.03.2026
Cultural Probes 23.02.2026 13.03.2026
Data Analysis 07.03.2026 16.03.2026
Prepare Booklet 1
Describe reframed are that requires transformation 09.03.2026 12.03.2026
Mapping and Visualisations 09.03.2026 19.03.2026
Define Performance Specifications (PS) and Design Criteria (DC) 14.03.2026 16.03.2026
Write Introduction 16.03.2026 19.03.2026
‘Summarise Emerging Findings 16.03.2026 19.03.2026
Finalise Booklet 1 20.03.2026 23.03.2026
Buffer Time for Iteration 24.03.2026 25.03.2026
Submission of Step 3 25.03.2026
Step 4
Initial Method/Strategy Creation 25.03.2026 27.03.2026
Co-Design Workshop 26.03.2026 03.04.2026
Data Analysis 04.04.2026 07.04.2026
Iteration of Method/Strategy 06.04.2026 08.04.2026
Prototype 09.04.2026 13.04.2026
Testing of Prototpye 14.04.2026 17.04.2026
Prepare Booklet 2
Design Intervention Booklet 04.04.2026 20.04.2026
Buffer Time for Iteration 21.04.2026 23.04.2026
Submission of Step 4 23.04.2026
Step 5
Prepare Booklet 3
Impementation Plan 23.04.2026 25.04.2026
Visualise Design Process 26.04.2026 29.04.2026
Finalise Maps and Visuals 26.04.2026 06.05.2026
Add Learnings 07.05.2026 08.05.2026
Learning Journal 16.02.2026 08.05.2026
Finalise Booklet 3 26.04.2026 10.05.2026
Review of Submission (by CP) 11.05.2026 17.05.2026
Buffer Time for Iteration 16.05.2026 20.05.2026
‘Submission of Step 5 21.05.2026
Check-Ins
Class Mentoring I I
Individual/Group Coaching I I I I
CP Bi-Weekly Meeting I I I I I I I I
Academic Writing Sessions l . I l
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Be Part of Shaping
A Learning Culture
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Appendix B: Data Collection

Engaging with the people at Autoneum

| already had an entry point through the Head of Talent and Development at
Autoneum. However, | also needed a way to connect with employees directly
and introduce the project in an understandable and approachable way.

To create this first touchpoint, | developed “Be Part of Shaping a Learning

Culture” to explain the project and invite employees to take part in the process.

Semi-Structured Interview

Interview Questions

1.

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

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?

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

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?

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?

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?

How do you currently work with your team when it comes todevelopment
and learning?

- In relation to the competencies?

- Personal Development Goals etc.

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.)

Observations

Oberservation Protocol

The Oberservations were based on my notes | took in a booklet and later
summarised by Chat GPT for overview and structure.

Graduation Project
Juthamanee Mukchoed
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Cultural Probes

Cultural Probes

Cultural Probe consisted of two versions. The beginning and end are the same.

Beginning:

Cultural Probe
Autoneum - paiy Refiection

Juthamanee Mukchoed
Bachelor Graduation Project 2026
Design Management, International
Lucerne University of Applied Sciences and Arts

Cultural Probe
Autoneum - Dally Exercises

Juthamanee Mukchoed
Bachelor Graduation Project 2026
Design Management, International
Lucerne University of Applied Sciences and Arts

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.

Graduation Project

Juthamanee Mukchoed

Welcome

Thank you very much for taking part in this cultural probe.
I truly appreciate your time.

About You

First, to help me better understand and interpret your reflections,
please answer the following short questions.

My name is Jutha, and as part of my bachelor project, | am exploring What is your current role?
Autoneun’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. O3 Senior Manager / Leadership
O Other:

1 an Employee (no direct reports)
3 aManager (with direct reports)

‘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.

How long have you been at Autoneum?
O less than a year

The goal is to better understand daily work at Autoneum from your 01— ayears

perspective. Your reflections will help me create a more authentic and

comprehensive picture of Autoneu’s culture. O 4= 7 years
0 8+ years

Thank you again for contributing to this project.
Which area do you primarily work in?

Operations

Finance

HR

R&D / Engineering

Sales / Commercial

pooooao

Corporate Function
O Other:

Important:

“This information will only be used solely for analys

confidential and will not be distributed.

will remain

Let’s get started

\
End:
:
Thank you:
‘Thank you so much for participating! Your reflections will provide
a Co-Design Workshop.
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How to Use This Daily Reflection - A typical Interaction Date: /7 15 Minutes
Cultural Probe Doscribe ons interaction with your caliagues today that el typicalat 1
Autoneurn. g
Tris cultral probe is designed to be completed over the course of Methods: Mind maps, short notes, sketches etc. :
ive working days. Each day, you will complais ona Deily Refisction. Focus on what actually happened — not what should have happened. -
You Gan start on any working day. The Daly Reflection do not need
10 be completed in & specific order. You are free 10 choose which
exercise you do on which day. Exercise Example
The activities are flexible and can be done at a ime that suits your _ o
schedule. Each activity takes approximately 15 minutes per day. Daily Rofioction - A typicalIntoraction
You are welcome o print them out fyou prefer woring on paper. ——
Guiding inputs:
The gray questions are gentie promps to guide your thinking,
Koep it simple — a fow words, short sentences, or bullet points
are perfectly fine. You can also create mind maps, sketches, use
Keywiords, symbols, diagrams, or Smple scribbies. Thers are no
tight or wrong answers. Be honest and spontaneous; often your first
thoughts provide the most valuable insights.
f possible, add a bit of detail, as this helps me better understand your
thought process better.
s
Daily Reflection - A typical Decision Date: /7  Minutes Daily Reflection - A typical Moment Dater /7 15 Minutes
today that reflects how thi work at 0 ed the decisio Describe one moment today where you learned something or used a ski
Autoneurn. . > in a typical “Autoneum wa
Methods: Mind maps, short notes, sketches etc. ° o . Methods: Mind maps, short notes, sketches etc. ”
Focus on what actually happened — not what should have happened. e s Focus on what actually happened — not what should have happened.
7
Daily Reflection - A typical Feeling Date: /7 15 Minutes Daily Reflection - A typical Challenge Date: /7 15 Minutes
Describe one moment today that captured the “feeling” of working at Describe one challenge today that felt characteristic of working at v
Autoneurn. . Autoneurn. > ¢
Methods: Mind maps, short notes, sketches etc. Methods: Mind maps, short notes, sketches etc What
Focus on what actually happened — not what should have happened. Focus on what actually happened — not what should have happened.
°
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Daily Exercise

More detailed exercises to see how people act, view relationships, think of
competencies and norms at Autoneum.

How to Use This
Cultural Probe

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.

Exercise example:

A Day in my Work Life Date:  / /

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. e
(For each moment, note: What happened? Who was involved?)

2. Reflect and add your thoughts using the guiding questions.

15 Minutes

Blue: | see this in others

of Autonteum

* Adapting Situationally

Building Effective Teams

« Agile Learning

Collaborating

« Being Resilient Communicating Effectively

« Focusing on Customers

Developing Talent

« Strategic Thinking

Fostering Engagement

« Problem Solving

Managing Conflicts

* Quality Decision Making « Persuading Others

* Cultivating Innovation Valuing Differences.

= Acting with Accountability ~ +  Operating Resourcefully
« Driving Results « Planning and Aligning
« Operating Results « Providing Direction

AM PM

e activities are flexible and can be done at a time that suits your ADay in my Work Life

Schedule. Each activty takes approximately 15 minutes per day.

You are welcome to print them out I you prefer working on paper.

Guiding inputs: [~ -

The gray questions are gentle prompts to guide your thinking.

Keep it simple — a fow words, short sentences, or bulet points

are perfectly fine. You can also create mind maps, sketches, use

Keywords, symbols, ciagrams, or simple scribbies. Thers are no

right or wrong answers. Be honest and spontaneous; often your first

thoughts provid the most valuable insights

If possible, add a bit of detail, as this helps me better understand your !

thought process better:

i Date:  / / 15 Minutes i Date: /1 / 15 Minutes
Unwritten Rules Relationship Network
Explore the “Unwritten Rules” that shape how work really happens at ‘Show your support system at work. Think about who you turned to for y did you choose t '
Autoneum. help, advice, or support. No need to mention names; roles and your relation o offerec! you <upport vasn't p .
10 them are enough. If possible, give a dtalled descrbtion. et ma p o
Gomplate the sentences from your perspeciive, ! L
1. List/ sketoh / map the people you invoived
. . . . 2. Mark whether they woro formal (role-based) or informal (supportriendiship)

1 *At Autoneum, ait 5 “Decisions uaually get made when.

of DenavioLrs, approaches, or skils get noti o Who inflaences decislons, and how o they happen 3. Note why you turned to this person
2 “Around here, you should avoid... & “Tne way we lear from mistakes s..
3 “Poople are appreciated when they...” 7 “The people who influence outcomes the most are...”
4 “A good team member always... 8 “The habits that make teams run smoothly are.

7

i Date: YA 15 Minutes. 1 Date: Y 15 Minutes
Daily Competencies Growing at Autoneum
Explore which competencies are visible in daily work. Use the simplified Reflect on how growth, and . ; o the “ea .
competency list provided. i your daily work. Shars your opinion  helpedt you laarn or develo
1. Highlight competency using these colours: Where do these aily work? ! § ’

reen: | use this regularly compete tiny daily work o
Sometimes relevant Whare don' th -
Red: Rarsly visible e e At Autoneum, people grow when they... PMP is experienced as... Performance conversations feel...

Learning here mostly happens through. Feedback is usually.

What really helps me improve i

108
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Appendix C: Sensemaking

Thematic Analysis

| 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 lterated Themes

Final Second lterated 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?

Graduation Project
Juthamanee Mukchoed
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g
development conversations

Development it at the bottom of the
priorty stack

precedence before something new and innovation.” E4

highevel management” M5

keep.
<0 learn new things " M5

Theme Findings Code ‘Supporting Evidence Theme Findings Code. Supporting Evidence
6 going things that
Everyday Work for Daily Work ke bt b
‘competency framework and how people "I probably forgot if they did mention it when they rolled it out.” E1 generic and disconnected from the concrete ‘everyone can actually be individually improving.* €1
experence theirwork. Competencies exist texture of dayto-day work.The daa points
25. corporate framework but hey do not “Itwas notrellyroled out. We were  pilt” M1 100520 10 st nowarencss bl B ; .
yexfuncion 5. shared language that meaning-making: people do notyet have And okay. Yeah, but thas bout t £3
connects organisationa trategy to L don'thave experience wth thisyet” 7 the ocamulary o i oot o raneats
indidual dalytasks. Ths gap s visible at competency language into actonabl, role- “Ies newto me. 15310,k
::’nym":ﬂ':; ':I"'l :’::’:;‘:';"‘:"':‘ ‘specific development. also see wil require improvement from my side.” M2
ot They mightbe.
a m
{and has]ather rioiie, because i nottherule thanthe managers, and the techical buyer als adiffrentse..We selected
work* M1 M
isons ae constantly being made... presented a new idea,shared a v
concept L
positon,resources and timingl.”E¢ we usethe STAR approach” M1
hinking workshops. James often buys books and resources...This s quite really olld out. We were piot” M1
opical, where peopl will share resourcesthey find useful” 4
- the I organisat Bt
needto mix orpick the one that s needed i the suation” €6
suddenl,ight? ot just biah blah,but something tangile” M
improvement usually happen i the background. E5
“Asar beingresient o using data to back up your oint s kind of
gen p
Wibout A Autoneum, b
have those qualties”
thaseqy = stays implicit competent, collaborative.” M5
specic At Autoneum, you succed fyou.,can prablem o, deend yourground
consistency o develop- this aspect s less prominent” M5 &
ceebrated and genuinely appreciated” 7
Theme. Findings Code Supporting Evidence Them finding: Code Supporting Evidence
a omnership of Hesvery bigpar. its qui
Development manager de..Solf wellas Work Processes
unevenly distibuted. I efauls o constructive feedback- 1
managers where they are motiated, to
individuals where they are selfdriven, and k search for a challenge” MS
disappears enirely intherabsence. Thereis itdoesn't mean anything really” €3
o dear, organisationally embedded account “Just doing i, trying it and evaluating thoroughiy” E6
of who owns what nthe development E el .
process. the commitment of both parties.” £6. butt
getpaid” £4
9 ¥e 1
and fee repeating mysel” M5 i
; N soluton we are all savsfed with E4
unsupported needed toimprove. How did 1do? Jus for myself” M2
and ake new challenges.” M5 ragie wopageshe
. where peoph
wilshare resources they find useful” 4
i gainthe same expeience | have.” M3
demandi
me o be transparent and ek algnment” €5
€
iy " ‘buddy. b
pushed back to employees visible. peop quiding him, helping him learn our processes” M2
theysay, I would ke tohave you in my team.” M3
F frerwork |
work ke this" €6
o on personal aining " E4
The PuP
competencies for ther ol...hat might afec performane: "M
Theme Findings Codt ‘Supporting Evidence o
E work Ih ot
Frisriies M ‘only on the project-related and business-related topics.” M2
. you
don' real think about [competencies al the time.” M2
andfec that

1M1
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Appendix D: Designing Together

Co-Design

For the Co-Design | prepared, a handout, a Co-Design Booklet, a presentation
and a systemic map for the participants. | 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.

Date: 10 April 2026, 10:00 —12:00
Location: Autoneum headquarters, Winterthur
Participants: 9 on-site, 1 online observer

Activity

Planned

Actual

Making Sense of the System — discussion using the systems map

25 min

~45 min

Prioritisation — marking the map with coloured dots

15 min

~10 min

112

Co-Designing Interventions — group work using intervention cards

Co-Design Handout:

Co-Design Session
Making competencies part of everyday work
hon 10,2025 000 - 12,00

What we will do together  Why thi

design?

Co-Design Systems Map:

45 min

the System | C

OPERATIONAL LEVEL

~45 min

Co-Design Presentation:

Graduation Project
Juthamanee Mukchoed

[ Welcome

Co-Design Session

Making competencies part of everyday work
April 10, 2026 | 10.00 - 12.00

[ Where we are today

|

v v v
B Interviews 1 cuttural Probes B Observation 0§ Co-Design
Guiding Question Goa
How might Autoneum Management AG support the Co-create ways to make competencies visible and part

cultural and structural conditions necessary to
encourage employees to actively engage with a
competency framework-based learning culture?

of everyday work.

[ My Findings

Based on: [ Interviews
0 Cultural Probes
1l Observation

Leadership enables engagemen Learning happens through daily work

- but competencies are rarely made explicit in daily interactions. - but development depends on individual initiative, not shared
structure.

Communication supports engagement Culture enables informal of working

~ but lacks consistency in how competencies are shared or ~ but informality reduces visibilty and consistency of

discussed. competencies.

Competencies remain mostly invisible Strateg; Iways translated into practice
- but are often applied implicitly rather than consciously in - but s not always clearly connected to daily tasks and
everyday work. competencies.

[l Agenda

Part1 I Making Sense of the System
25 min

Part 2 I Aligning Future Framework
15 min

Part 3 I Co-Designing Interventions

Look at the system map and the findings.

|l What resonates with your everyday work?
[l Where do you see challenges or barriers?

|l 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.

Bl Making Sense of the System 25 Min

Based on the system map, my proposed framework, and your insights:

[l What should good practice look like in the future?
[l 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.

[l Aligning Future Framework 15 Mir

[l Co-Designing Interventions 45 Min

1) Choose a moment from the system map where
there is tension. (30 Min

2) Share and discuss. (15 M

Redesign this moment: what does it look like in the [ What stands out?

future? i
|l What feels useful or realistic?

|l Where are competencies visible?

[l What needs to happen to make this possible?

- In groups of two, define 2-3 concrete interventions - Share your moment and interventions

Goa

Develop and share your ideas and interventions that
make competencies visible and usable in everyday
work - aligning with the framework from exercise 2.
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Co-Design Booklet:

g competen
April 10, 2026 | 10.00 - 12.00

Co-Design Session

part of everyday work

Outcome of the Co-Design: Intervention Cards

Why this co-design?

At Autoneu, competencies dofine how we work, colabora, and
douop: utn ovryday wark, thy ae ofton not claarly vsblo and
actvelyengaged wit.

Intonows, cultral probes, and abservatons, we soe that leaming
anc doveopmentaeacy happen everyday: through colaboraton,

made xplci i theso momants, and awareness of thof rlovance i
veryday wrk romain it

Thi creates a gap betwoon thocompetency framowcrk and averyday
actce.

Guiding Question:

‘compatency framework based learing cuture?

Goat

Err P —p—r e p———

Intervention Card

mindsa, lackof xporionce
Concn

1) Moment
Vi mamant casas ansion?

Intervention Card

1) Moment
Vit momant causas tansion?

competancies

2 Futurs Moment
Fiow shoukd ths moment ook ke instest?

2 Futuro Momant

ek oun compatancies profle

awareness i thae 0k competencies o Gady fe

3 ntervntions

2. _implementnfomation g anboarding rocess for managas > HA & Manages shoud
B
3. _10Ps ackng n Touchpoint  evauatod o for > montorng dovelopment. KPls
A e o b esage > mixkes devtopmert (P

9 impact
e mgroves s iteventon works?

3 nterventions

3. Dovelopmant fed mandstory

4 mpact
Wnat mproves s ntrvanton works?

Outcome of the Co-Design: Systemic Map

Graduation Project

Juthamanee Mukchoed

Making Sense of the System | Competencies at Autoneum

STRATEGIC LEVEL
Sty Lot | Competncs

OPERATIONAL LEVEL
Managers | | Commscaton | Lesdrsp

EVERYDAY WORK

Ireding Comprences
Bt e Camprerces
oy

@ -uenstodute
RS —

o -omumce

~Carrosngs

s
What are competencies? Research Findings Agenda
Compstancie descrbe o wor s doe ol n vy [TT—
uton. Ty conbin bahakars,knowedp,ad s, an b Loacors vt st i cevloman, b comptones are
ke expoctaors e promnce evlpmer, e colabasion e xpct ncolyircton.
s gl
senats | el ot srais clboaton, i scka
R conatoncy I how ampeencis s s scussc.
Evryona knowswha oo patomarc ok ke
Foous anbahvers noded o e e aking Sonsa of tho Systom
Targoted development rather than consciously in everyday work. Part 1 I Making Sense of the Syst
Training is based on real development needs. 25mn
Peol ham s coibration i spatnce, it devsopmant
Mor ottt vttt acros amlyees ying Futre Framewor
| o e o i i ot s Pan2 | s e v
e danty and vl potnt oty T 15mn
e s, spportiecullrs sremesgs bty omakty .
Chatenge | reduoss vikblty snd consieny of compelencies, Part 3 | Co-Designing Interventions
R — o
Needs reguiar updates as roles and needs change ‘Strategy is not always translated into practice
+ Tooconpleordtaed
o bacena hr o ncran an 80 e
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Appendix E: First Version of Interventions

Strategy Sets First Draft:

Competencies in Everyday Work

Activatng compstencias through dall practice

Why this is needed

fomal setings,which it thee eevance and application n aly pracices

Desired outcomes

ompe

ncios areviiole i svryday work neractions.

+ Gompetancio aroactvly usod  foodback ancttask stocaton
+ Engaging withcompetencies fel smpl an part o daly work

Intorvention suggestions.
+ Anchor competenciesn tsk allcaton
Managors expltl Ik asks to dovelop
e o openeny o st g

foonack and mostings
Exampl:
“Wrich compntancy did you use?”
Wihat wouk you mprove nen tine?”
+ Adda 5minte “competency reflecton’ 0 xitngteam mestings

"
-2 compatencies 1o actvaly appy i thlework
+ Use micro-nudges n workdows

9. prompts n mestings or tocs:
Wt it we earm?”
“Which compatancy showed up?”

Implications / Barriers / Risks.
+ sk of ecoming 10 rpottveorforced
+ Noads tosay smple and conisont

+ Wihout manager engagement, t may remain surface-ove

Stengihering the role of manager

N Why this is needed

Enabling Development Through Leadership

tevelopment enablers

dovolopmont

Desired outcomes

Managers ool confiden and responsil foranabing Govelopmant

+ Employesa understand nat ey own thi developmant
« Loadorsnp practces bocomo moreconsstnt across teams

Intervention suggestions

15-30 min, wih 3 fxed questions:

- exampe questons  feacback phrasing
~Pow o ik work o compotancies

+ o shon, practal mansger ssssonsworkshops uaing ea case:

How wouid you e feacback here”

“Wnat campatency s visbie””

+ Esvlon e
~relsxampies  chaenges / st works

Implications / Barriers / Risks.

suppon
Provide a 1-page “comersaton gude” for managers including:

axchange betwesn mansgers by sharng:

+ Mansges may fstoveioaded  expsctatons ar uncearor 00 high
« quires signment it exising workiad nd prirtes

« Roquies vl support o eadershio

Strategy Sets Reworked Draft:

Makmg Devalopmenl Visible & Continuous

Why this is needed

First Prototype

Desired outcomes

- Developmant bacomes contnuous and vidlo overtmo.

+ Development i lgnty structred bt consistenty ckowed v
+ Competencies oo soen s eevant for ftre opportritios

Intervention suggestions

+ Invoauce asimpie dovsiopmant o Touehpaint o smiar)

+ A3 dovolopment as a bl dement i exsting ystams 0.3

“ories
vwopment discussad longeida parfomanc:

+ Link competancies o rolesfimple and viua)
~“For i oo, theso compatoncies mattr”

+ Increae ransparsncy across teams by snaing oxamples:
~“How | daveloped comptency in my work”

+ Itegrate campetencies nto onborsng
now omployoes:
- nderstand competoncea oy
= ofloc on st work experiencs.

Implications / Barriers / Risks
+ Risk of bacoming too bureaucratic f overstuctured

+ Noods 1o romain Ightwaght and practical
+ ouirs agnment with exstng systoms (.3 PAP 0P, Touchpoint)

Quarterly Development Conversation
15- 30 Mir
Purpose
Rafloct on ocent wok, make competancias isbl,and et ona s
doveloment focus.
17yt torate competancie g tis convrsation
1w o
Whatswent wol? What s chateing?
aayouteam?
Wiichcompotancias i you use?
Wihors iy mprove o sclo?
1 At compeencios

What do you want to devalop next?
Wiich compotancy should wo focus on?

+ Adapting Stuatonaty + Bulting Efctive Toams
+ Agke Laaming « Cotaboratng

+ ang Rosifont « Gommunicatig Efectvely
+ Focusngon Customers + Dovsloping Talet

+ Sttagic Thinking « Fostorng Engagoment

« Problem Soning « Managing Confcts

+ OultyDecision Mg+ Porsuading Others

+ Gutivating novation « Vi Difronces

+ Acting with Accountabiity + Oporating Resourcotuly
+ Orving Resuts + Planning and Algring

+ Opacating Resuls + providing Diecton

1- Activating C ies i

yday
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ey o e o
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mnmwm i v oy ey ooty
e ot

an e etk R e e s+ chpsonty by
s L p———
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s g o e e o, e
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g
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s it e o e i

PS & Themes Work moments What needs to happen in practice i
o S o oot e —— e

ot s s s [rre——
[ ———
[ N———— [ —

oy

[ —————————

i

Reworked Prototype

Development Conversation Guide

ttbuios on
ater meetns, it

part of oty wok,not a5 something seporate.

missed,
‘When and how itis used

Use tis approsch whenever a meaningfu stustion comes up, fter  meeting, durng a check i, or
when sometfing worked wel o was chatenging

Fromthere, the
v

recuiany,
Overtime, tecabscs,

‘What this looks like in practice

Beore acheckin Atterameeting
Beforeareguar 11,

teams was chaengng icussion wes compiex and 100k e 10 3ign

They come nto the conversstionwih aceas  S1ereT perspectves.

upcoming vk sructured. The manoger Hghights what
ok well and 5351 one mproverment moking

comersion bcomes concrte, o, a0 1O 008 o

ang aocty nked to sy work
Together, they agt0 o focus on this inthe next
eeting whre 3 i Stuaton Wi come 5.

s qide

Development Conversation Guide

e st s 0 suppor — ot 093 presure

Before the conversation
Startfrom real work

o
2 saree aviageneatta Wit mace 8 chalengng?

Good snewers:

Jr———

Make behaviour visible

Define the development focus & next step

et Kkt 1 i especitions e

Relevant competencies.

(focus on3-5)

Setect oty th competences ot re st et o i sstion

Ooersin Resocetiy

3
Creating the condlitions fo

- Making

St gnabprae e

meaningful, time

PS & Themes Work moments What needs to happen in practice

erst i st ks o o g o

el A bt [e—
o e s s gt o 1ok 78 e ey farenitr o
[ S ———

oy s e . gy kg o it

Systemic Intervention Map.
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Appendix F: Feedback

Feedback Ex1:

and Validation

Feedback F1:

What works well

leadership

Where Twould push further
1. From tool to culture
My main reflection i that the nterventions sk being prceived ss “another process” f

2 Practical anchoring

twouid help
toincude ane o
pracic,fo instance during a typical team meeting? The more tangibe the.
ppliction the easie it il e for teams to 3dopt.
3 Implementation as the real test

round? And what would success look ke after three months?
Priorties (11 had to choose):

ightweight

administrative burden.

On the gude el
1= 3 goad staring point. Wht I think would make i even stronger is e conrete
avague one. That way

On the bookle dea

ger

atpar
what o 52y

when.."
once the basics are adopted

board and the materiss are much more concrete now.
Afew observations:

‘Whatimproved sgnificancy:

vague one. prep.
Secton s smart 100 - i sets managers up withou adding weight.

recognisable. Managers can see themselvs in those Suations.

‘Where 1d st refne:

1.Two guides, one purpos

create confusion.

olong?

2me
overlook

Impact happens.

prories, interest,
their engagement a5  gen.

Keep going - his s coming together weil,

intoa more connected and ructred syeem.

A few refections sterrvienng your ltetverson:

fom tent o mpact

i thi ddy work ot preparaion.

“enty ot Rther thn ryng t 70l vt the ul sytem st once, g e e

Conversaion guide) and useth oher plecs 84 Supporting eméets.

o hereore keep pushing towards
et percened vlue
+ etegraton o exstng outines athe than 266ing new ones)

You mignt o consider defiring a vy concree it scanari ¢, 1.2 teas, it
Tt cou rengihen your mpsemantaton g athec

Overat.you s o very oo rsck.The direction s righ o i rely st

Shorpeing focus o ensring the 20on s 3y 1 o40p n sy

snirea

Thumes
wpt
The idea of
They
adctionsl burden or workioad
P “tothe

Dring 0 me?or “Whats n i for me?* I the employe thinks and sees tha the

the future, that wil boost the motaton.

Feedback Ex2:
! , And the Bi-Weekly Call updates.

e

el that many
peoplesay that i does not mattr,

Eventualy, the magic il b to emibect something nto your daly routines ¢ nteractons /

see tleads to resuls

Feedback Ex3:

Thank you for sharing, when | look at the Development conversation Guide, these are my thoughts:

Intro text: daily work - yes | like, and | think it also relates to what they are expected to do.

| like: before the conversation to get the manager to be prepared.

I like that your approach aligns with the STAR methodology we train managers to us in interviews.

The question: 'What would you like to develop next' - might overwhelm employees. It could be changed into: what are remaining

challenges for you and how do you think you could overcome them? Or something into that direction.

Meeting.summary.

+ suggeston

hat st ameworks e 7

- ks v checkooetsand quisanc o what i mporant t sach oz,

Sty shouk xpress wht Autonum eadership acully wonts — where 1 develo, wha i of
evelopmen, whch peoie o focus on.

 Conderdofrg h ol of managers mor exlcity wiin e ey,

+ Mot KP1 o overaching svategy KP1 ht s above il messremenss.

Development definition & context

- Goro g0 donufied: “oveiopmnt: i not ey dofned emaly at Ao Crst clrty

onpioyees ndersand?

+ Keep and s n et pars — o' dscard s workng

Tk about where th i can b nvoduced (dockng pans) — Wh<h s, meetngs o
maments are the rgn ey pons?

concept(aneg page /e doc)

manager? Make s coneetoand vell,(lce:Jta rsed i poit 00

iyt matrsfor tham specicaly?

- Jouamey map rac e doviomen ey 55 o o you e e

4o page metrcs: o many peope sted, how many engagd,feienion — shows erest and

- Messure mpact at dirent evets:emlapee. manage.oganiaton.
Conscor appye e CUBE tarmewes forsppropese KPIs.

Feedback F2 (blue) and F3 (yellow):
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Feedback F2:

i Competen: Everyday Work

I Why this is needed

forms satinge,whch i e revance and sosscston i ey actces

Desired outcomes
+ Gompetences are vl everysay work ntractons
+ Competencies ar activey used nfosdback and task aocaton
+ Engaging wih competancis felssimple and partofdady work

Intervention suggestions
+ Anchor competenciesntask alocaton

Managers expicty ik tasks o

T task s good appartunty o develop competency”

fedoack and mestige
Example:

~“Wich competency dd you use?”

~"Which competency showed up?”

Implications / Barriers / Risks

Intervention suggestions
15-30 min with 3 foced questions:
Wt i you work o recenty? o
- Wrich compstencies & you devlop =

Implications / Barriers / Risks
= Managers may fos veroaded  expectations ars unclea or oo igh
+ Ragures skgment wih exsting workioad nd prntes

+ oures vt support rom oo

" - Making Development Visible & Continuous

Why this is needed

ols.

Desired outcomes
Deveiopment bocames contiuous and vadie over tme

Developmentia ghty sinctured but consistenty olowed up.
Competonces are soon a5 rlevant o e

Intervention suggestions
* Inrocco a snple doveloprment log n Touchpoint or v

+ Ad dovlopment as a vt slementn xisting systems 0.
Je—
- hocussed aongside parformance

« Uk compatencie o roies (smple nd visua) ___

and practical
« Poqures akgnment wth existng systms (.9 PH,I0P Touchgont)

Satement hereor s  ighight

han' minute e ot e e o the mesting
mainy 11 than et the whleceom

manager s only asupporter, nt therway aound

me ey thnking what shall | change i my mansgement sy

Feedback F4:

ancusson,

she s good st
her manager

siructured reporting.
Based. Suggested »potential professionsl path at theInersection of:

tangible acions 10 SUppOr . Ths included:
~ dentityng and proposing relevant external Uaiing programs.
Encouraging her o slect e
© Approving and funding a multday course
- Suppor ipaion during working tme
She highighted that the course proved highly vakuabl, 5

 Expande her professional etwork within investor relations

She ighlghted tha the course proved highy valuable, a

 Expanded her professionalnecwork within nvestor reatons.

ransterabie o other organizations

Managers merely ik the bo
© There i no reai follow.up,raiing,or concree action
 Strengths and future irections are not expcity discussed

Actvelyrecognize ndicual strengths
© Transiste discussions inco actions
. Aign incvidual growth with organizationsl vaue™

Feedback F5:

What works well?

makes daiy collboration easier

Such 33 yoga, sports actiie,online rainings, and pofessional deveiopment courses These

developmen.

ofters
What feels unreaistic o challenging?

negatvel affects the qualty of utcomes.

Without

‘What would  proriise?

of success

by fitation invalue creation.

has a low ikelinoad ofreaching the market,

What intervention deas would help most?
1. Clear Innovation governance and
 Introduce defined responsibiiies it clear decsion riteria

st
2 Early and mandatory cost focus

~ involve costing and industriaisaton earer to avoid e surprises
3 Better workioad and resource management
 Limtthe number o paralieprojects per ndidual

forvard

real use of wall-being and development offers
Protect time for sport, training. and development acthtes

team 32 high prioity
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Appendix G: Work Moments

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"

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.

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."

YOU KNOW IT WORKED WHEN

Development field completed with substance —
a real reflection, not a formality

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

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.

SOUNDS LIKE

"l introduced competency links in task
conversations this year — three team
members reported clearer development
direction in their check-ins."

YOU KNOW IT WORKED WHEN

Managers who enable development are
recognised, not only delivery performers

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"

ONE TIME

Strategy introduction
©® HR @ Manager

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.

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."

YOU KNOW IT WORKED WHEN

Manager references development in their first
team interaction after the briefing.

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

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.

SOUNDS LIKE

"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

3 — 5 focus competencies documented in
Touchpoint, linked to role responsibilities.
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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"

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.

SOUNDS LIKE

"I led the supplier review and want to
improve how | prepare complex cross-
team discussions upfront — can we focus
on that?"

YOU KNOW IT WORKED WHEN

Agreed next step names a competency, a
situation, and when to apply it

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

"l 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

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.

+ What did | learn?
« What helped me perform better?
+ What did this bring to me?

SOUNDS LIKE

"Led the kick-off — structured the agenda
upfront, meeting was 30% shorter. Want to
apply this to the next cross-team
alignment."

YOU KNOW IT WORKED WHEN

Log entry is specific to a real situation, not
"worked on communication"
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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

122

Appendix H: Implementation Plan

PHASE 1 — ONBOARDING

One-time
Strategy introduction

Communicate the
development framework
and expectations to all
managers and employees
at entry

Competency framework
Strategy brief
Onboarding pack
Manager introduction kit

Needed:

Company context,
development gaps,
competency framework
overview

Produced:

Shared understanding of what
development means and what
is expected at Autoneum

Development positioned
as organisational
expectation — not
personal choice
Introduced within an
existing meeting — no
new event created
Competency relevance
made clear at role level

T1-T2—SL

« All managers have
received and reviewed the
conversation guide
Development referenced
in first team or 1:1 within
onboarding period

v Good

Manager explains how the
strategy connects to their
team's daily work and their
own role

X Surface

Manager receives the guide
but has no discussion — files
it away

Introduced to the
competency framework
and what development
means at Autoneum
Understands development
is expected, not a bonus
activity

*+ Receives onboarding
materials and conversation
guide

Understands role as
development enabler, not
only delivery manager

Delivers strategy briefing
to managers
Communicates that
development is mandatory,
not optional

Development field
activated in Touchpoint
Role-competency links
configured

One-time
Development focus setup

Define and align
competency focus areas to
role requirements and
individual starting point

+ Role-competency map
Conversation guide
Touchpoint setup

« IDP template

Conversation guide

Needed:

Role requirements, employee
strengths, ambitions and
starting point

Produced:
Agreed focus areas (3-5
competencies), logged in
Touchpoint

« Focus must be role-specific,
3-5 competencies, not the
full model

+ Both sides actively
contribute, not manager-
dictated

+ Outcome documented and
visible in system
immediately

T1:-T2-T3 —SL-OL

+ Each employee has 3-5
focus competencies
documented in Touchpoint

+ Focus areas linked to role
— not the full 22-item
model

v Good

"For your role, stakeholder
management and
communicating effectively
matter most right now — let's
focus on those."

X Surface

Employee selects 5
competencies at random or
picks what sounds impressive

Selects 3-5 role-relevant
competencies together
with manager
Documents initial focus in
Touchpoint

Guides employee to define
3-5 focus competencies
for their role

Links competencies to
current work
responsibilities

Provides role-competency
mapping as reference
Supports managers who
need guidance

Development focus logged
— IDP template available

PHASE 2 — EVERYDAY WORK

As needed
Task assignment

+ Frame task allocation with
an explicit competency
development link

+ Task brief
+ Competency reference
(3-5)

Needed:

Task requirements,
employee's current
competency focus

Produced:

Employee understanding of
why this task matters for their
development

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

T1-T4-T5 — EL

Manager names a specific
competency at task
allocation — not a generic
phrase

v Good

"This task involves a lot of
cross-team coordination —
good opportunity to practice
stakeholder management."

X Surface

"This is good for your
development." — no
competency named, no
connection made

Understands why this task
matters beyond delivery
Sees clear link between
task and own competency
focus

Briefly links task to a
relevant competency at
point of allocation

"This is a good opportunity
to strengthen stakeholder
management."

No direct action

No system action

As needed
Feedback conversation

+ Translate observed
behaviour into a specific
competency-linked
improvement direction

+ Conversation guide
+ Competency reference

Conversation guide

Needed:

Observed behaviour, current
development focus, relevant
competency

Produced:

Named behaviour linked to
competency, one concrete
improvement direction

+ Behaviour 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-T2 — EWL

Feedback names a
specific behaviour linked
to a named competency
One concrete
improvement direction
given — not general
encouragement

v Good

"The way you structured the
discussion helped us align —
that's strong communication.
Next time, try summarising the
key decision upfront."

X Surface

"Good job overall, keep it up."
— no behaviour named, no
direction given

Receives specific
behaviour-based feedback
linked to a competency
Understands one concrete
direction to improve

Names 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 system action

As needed
After a meeting

+ Extract and capture
learning from a real work
situation in the moment it
occurs

+ Conversation guide
+ Meeting notes

Conversation guide

Needed:

What just happened in the
meeting, what worked or
didn't

Produced:
One captured learning insight
— brief, real, actionable

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

T4-T5 — EWL

Reflection question asked
and answered concretely
after the meeting

One insight captured —
brief, specific, linked to a
real situation

v Good

"What would you do differently
in the next meeting where
alignment is complex?" —
employee names a specific
change

X Surface

Reflection question asked but
not followed up — insight not
captured or applied

Answers one reflection
question from manager
Captures brief insight
before it disappears

Initiates short reflection:
"What would you do
differently next time?"
Takes under a minute —
stays within the existing
conversation

No direct action

« Optional: brief reflection
note captured in log

As needed
Team discussion

+ Build shared competency
language across team
interactions and daily
conversations

+ Competency language
reference

Needed:
Current work situation,
challenges, team context

Produced:

Explicit shared expectations
— implicit standards become
visibl

+ Language emerges
naturally from the
situation, not formally
introduced

Applicable across
functions without new
terminology

Must not require additional
preparation or facilitation

T1-T2 — EWL

Competency language
appears in how team
members describe work —
not only in formal
conversations

v Good

Team naturally uses phrases
like "this requires strong
collaboration" without being
prompted — language is
adopted

X Surface

Manager uses competency
language but team members
don't — it stays at manager
level only

Uses shared competency
language in team
conversations

Implicit expectations
become explicit and
shared

Makes implicit
expectations explicit using
competency language
"This situation requires
strong cross-team
collaboration."

No direct action

No system action

As needed
Handling a challenge

+ Reframe a difficult
situation as a concrete
development opportunity

+ Conversation guide

Conversation guide

Needed:
What made the situation
difficult, competency context

Produced:

Learning from the situation —
what to do differently next
time

Learning 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

A learning-focused
question is asked — not
only problem-solving
Team agrees on
something to do differently
next time

v Good

"What would help us handle
this kind of situation better
next time?" — team identifies
a concrete practice change

X Surface

Difficult moment is resolved
but not reflected on — no
learning is extracted

Reflects on what made the
situation difficult

Focuses on learning — not
blame or fixing alone

Creates space for learning
within the difficult moment
"What would help us
handle this better next
time?"

No direct 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

Based 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

v Good

Manager shares: "l tried
linking competencies to task
allocation — here's what
happened." Others build on it

X 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

Review and agree
development focus
through a structured,
guided conversation

Conversation guide
Development log
Focus areas (Touchpoint)

Conversation guide

Needed:

Employee's real work
example, current focus areas,
development log

Produced:

Agreed next development
focus with concrete next step,
documented

« Employee 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

T2-T3-T4 — OL

+ Employee comes with a
concrete example and one
named focus area

+ Agreed next step names
where and when to apply it

v Good

Employee arrives with: "l
worked on stakeholder
alignment in the supplier
review — | want to improve
how | prepare for complex
discussions."

X Surface

Employee has nothing
prepared — conversation
stays operational and generic

+ Comes prepared with a
real example and one
clear development focus
Drives the direction — not
just responding to
questions

Uses guide: real work —
behaviour — focus — next
step

Agrees one clear
development focus with
employee

Reviews team
development activity
across managers

Flags teams with no recent
development activity

Focus updated, check-in
note captured

Shared with both
employee and manager

Quarterly
Development log review

Document and reflect on
progress in a shared,
accessible development
log

Development log
Touchpoint entries
Progress template

Needed:
Recent work situations,
progress since last check-in

Produced:

Updated log entries — visible
progress over time for both
parties

Entries 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

T4-T5—-0L-IL

Log updated with minimum
2-3 bullets per quarter —
specific, not generic

Both employee and
manager can see progress
over time in Touchpoint

v Good

"Since last check-in |
practiced communicating
effectively in the project kick-
off — structuring the agenda
upfront made the meeting
30% shorter."

X Surface

Log is filled with vague entries
like "worked on
communication" — no
situation, no reflection

Captures 2-3 bullets: what
| learned, what helped,
what this brought me
Growth becomes visible to
themselves — not only to
the manager

Reviews log with
employee; acknowledges
progress

Adjusts focus if role or
priorities have shifted

Monitors adoption quality
— not just volume
Identifies where manager
support is needed

Log visible to both parties
— adoption analytics
available to HR

Graduation Project
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PHASE 4 — ANNUAL REVIEW
Annually Annually
PMP review Manager accountability

Integrate development
evidence into the formal
performance review

Conversation guide
Development log
PMP form

Conversation guide

Needed:

Development log history,
competency progress,
performance data

Produced:

Integrated development
evidence in PMP — future
direction agreed

+ 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

T2-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

v Good

PMP discussion starts from
the development log — both
sides reference real examples
and growth is evidenced, not
estimated

X Surface

Development field filled with
one line — no connection to
real work or progress over the
year

Brings development log as
evidence of growth over
the year

Speaks concretely to
progress — not
reconstructed from
memory

Uses development history
— less reliance on
memory or impressions
Development and
performance discussed
together, not separately

Ensures development field
is completed with
substance

Development mandatory
alongside business targets

Development data
alongside performance in
PMP — mandatory field

Assess and recognise
manager contribution to
enabling team
development

Team development report
Manager performance
data

HR analytics

Needed:
Team development activity
data, manager's reflection

Produced:

Accountability assessment —
manager recognised for
enabling development

+ Manager provides specific
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 —OL

Team development activity
data reviewed by HR per
manager

Manager reflects explicitly
on how they supported
development — not only
delivery

v Good

Manager reflects specifically:
"l introduced competency
links in 3 task conversations
this quarter — here's what
changed." HR recognises this.

X Surface

Manager accountability
assessed only by whether the
development field was
completed — quality of
enabling not considered

Reflects: "How did |
actively support
development in my team?"
Recognised for enabling
development — not only
for delivery

Reviews team-level
development data per
manager

Recognises managers
who enable development
consistently

Team development activity
visible to HR and
leadership
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Appendix I: Evaluation

Met ) = directly addressed within the combined system

Partial = addressed but depends on conditions outside the intervention, or
requires sustained use to take hold

Strategic level 3/5
The relevance of each competency is clear to employees at role Met
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.

Teams share a common language for connecting daily work to
competencies

Partial

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.

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

Partial

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.

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

Partial

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.

Operational level 4/5

Managers are able to connect development to real work Met
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 Met
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.

Responsibility for development is clearly allocated between Met
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 Met
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

Partial

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.
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Everyday work level 4/5

Competencies are explicitly named in task allocation, feedback, Met
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 Met
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.

Development is accessible within existing tasks and Met
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.

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

Partial

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.

Individual level 3/5

The personal relevance of development is visible, not assumed Met

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

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

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.
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