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Introduction 

Regine Komoss 

 

Trade wars and global tensions that form new geopolitical realities, uncertainty about economic 

development, impact of climate change, technological transformation that could lead to 

inclusive growth or the widening of inequality, demographic shifts - not to mention the ongoing 

uncertainty around customers and competitors - are just some of the forces that could 

fundamentally reshape our economic and social systems.  

It became a well-known and frequently cited statement that we are living in an era of deep 

uncertainty. Disruptions are no longer singular events; they have become the new normal. In 

this context, organizations are under increasing pressure to make difficult decisions, often with 

limited information and severe time constraints. Companies must not only be aware of 

influential trends that are already visible, but whose future impact remains unknowable; they 

must also be prepared for developments that are not yet apparent at all.  

This shift requires new organizational capabilities including the capability to change. Rather 

than relying solely on crisis management, organizations need to move toward continuous 

adaptation and anticipation. The ability to change before the need becomes obvious enables 

organizations not merely to survive uncertainty, but to actively shape their future.  

Organizational Resilience may be the key to turning uncertainty into opportunity. But what 

excactly is organizational resilience and even more importantly, how can organizations 

become resilient? 

These were the guiding questions of the Strategic Management course in the BA International 

Degree Programme Global Management at the University of Applied Sciences Bremen. Early 

in the course it became clear that there is no universally accepted framework or definition for 

organizational resilience. Consequently - and very much in the spirit of strategic thinking - we 

decided to develop our own framework.  

Drawing on well-established concepts of individual resilience and selected academic literature 

in organizational development [1]-[3] we developed a framework that conceptualizes 

organizational resilience not as a single capability but as an ongoing, systemic process.  
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The framework is built on the idea that organizational resilience requires a strategy that takes 

four components equally into account.  

It is fostered by internal enablers that together form a healthy and innovative organization. We 

focused on three interrelated elements: 

▪ Reframing leadership [4], emphasizing empowerment and sense-making rather than 

control  

▪ Psychological Safety [5], building trust through open dialogue and learning from 

failures 

▪ Challenging Bureaucracy [6], reducing rigid structures to unleash creativity 

These internal conditions create the foundation that allows resilience to emerge in practice. On 

this basis, organizations are able to develop two dynamic key capabilities: Adaptation and 

Anticipation.  

▪ Adaptation is understood as continuous process, which we captured using the 

PROTECT your company Framework [7]. 

▪ Anticipation is addressed through the concepts of Strategic Foresight [8] including 

Horizon Scanning and Scenario Building and Thinking. 

The entire framework is guided by a clear North Star, representing the organizations´ purpose 

[9]. The North Star serves as an inner compass for decision-making especially in times of 

uncertainty.  
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The Workshop gave us the opportunity to discuss this framework – that is not validated yet – 

with participants. The workshop was designed as a circular training format. Participants rotated 

through six thematic stations, each focusing on a specific aspect of organizational resilience. 

Student teams - who had elaborated the different components of this framework in depth - 

facilitated the sessions, moderated discussions and engaged participants through interactive 

elements.  
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Harvard Business Review Press. 

3. International Organization for Standardization. (2017). ISO 22316:2017—Security and 
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4. Frei, F. X., & Morris, A. (2020). Begin with trust: The first step to becoming a genuinely 
empowering leader. Harvard Business Review, May–June. 

5. Edmondson, A. C. (2018). The fearless organization: Creating psychological safety in the 
workplace for learning, innovation, and growth. John Wiley & Sons. 

6. Hamel, G., & Zanini, M. (2020). Humanocracy: Creating organizations as amazing as the 
people inside them. Harvard Business Review Press. 

7. Komoss, R. (2025). PROTECT your company: A framework to analyse the 
macroenvironment [Presentation]. Strategic Management course, University of Applied 
Sciences Bremen, May 8, 2025. 

8. van der Heijden, K., Bradfield, R. M., Burt, G., Cairns, G., & Wright, G. (2002). The sixth 
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Follow the North Star – The purpose-driven organization 

Fatima Hussain, Abishayini Kumar, Aylin Günal, Azra Kiziltepe, Kieu Trinh Dao,               

Nada Harms 

 

Contribution to Organizational Resilience 

Aligning an organization’s core purpose, its “North Star”, with internal culture through 

storytelling, rituals, and leadership behavior offers a powerful way to build long-term 

organizational resilience. In today’s environment of constant change, uncertainty, and 

employee disengagement, many organizations struggle to stay cohesive and focused. This 

approach addresses that challenge by turning purpose into a lived experience that is felt in 

daily interactions, decisions, and team dynamics. When purpose is actively reinforced through 

meaningful stories, symbolic practices, and consistent leadership behaviors, it strengthens 

collective identity, builds trust, and enhances an organization’s ability to adapt without losing 

its core. By offering practical, research-based methods to embed purpose into culture, this 

work contributes directly to a resilience strategy that sustains engagement, performance, and 

direction through disruption. 

Summary of our Input 

In our workshop contribution, we explored the strategic role of organizational purpose — the 

North Star — in building resilience. Our angle within the broader framework of organizational 

resilience was to show that purpose is not just a motivational idea, but a powerful operational 

tool that guides decision-making, strengthens culture, and enhances psychological and 

systemic resilience. We broke this concept into three distinct but interconnected themes, each 

addressing a critical question: 

1. How does a North Star or purpose increase the resilience of a company? 

Here, we explored how purpose supports mental strength, adaptive capacity, and motivation 

at both individual and organizational levels. Drawing from Gallinks (2025), De Smet et al. 

(2023), and Cheng (2025), we highlighted how a clearly defined purpose can reduce stress, 

increase commitment, and foster social cohesion. We also pointed to the connection between 

meaningful work and long-term resilience, arguing that people perform better when they 

understand why their work matters. 
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2. How can purpose align with organizational design? 

In this section, we focused on turning purpose into action, embedding it into the organization’s 

strategy, structure, and culture. We introduced real-world practices such as feedback loops, 

purpose-driven rituals, storytelling, and visual communication tools. We also discussed a shift 

framework (De Smet et al., 2023) involving transitions from authority to authenticity and from 

managing to mobilizing, which helps leaders align organizational systems with their stated 

values. 

3. What does “walk the talk” mean in this context? 

Finally, we examined how resilience depends not just on having a purpose, but on living it. 

This part emphasized integrity, accountability, and consistency between words and actions. 

We introduced practical tools to assess whether organizations are “walking the talk,” such as 

reflection prompts, behavioral alignment checks, and visible leadership modeling. Our position 

was that credibility and trust, essential for resilience, come only when purpose is made real in 

everyday behavior. 

We structured our contribution as three independent but thematically connected mini pitches, 

each supported by its own visual poster. This format allowed each topic to receive focused 

attention and provided clarity and depth within the limited presentation time. Each team 

member took ownership of one poster and theme, enabling a multi-dimensional, yet cohesive, 

delivery. 

This intentional structure, using three separate posters instead of one combined visual, was 

well received by participants. The visual separation made it easier to digest the content, follow 

the narrative flow, and engage meaningfully with each sub-topic. 

To further enhance engagement, we concluded our presentation with a discussion question. 

Participants first reflected in small groups and then shared insights in a plenary discussion. 

This interactive element promoted dialogue and helped connect theoretical insights to real-

world experiences. 

Throughout our workshop, we emphasized the central idea that: “Purpose only matters if you 

walk the talk.” 
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Resilience in modern organizations depends not only on defining a purpose, but on aligning 

structure, strategy, and leadership behaviors to consistently act on it. Our contribution aimed 

to show that when organizations treat their purpose as a daily practice, not just a branding tool, 

they cultivate the cultural strength, adaptability, and trust necessary to thrive in uncertain 

environments. 

Key learnings from the Workshop  

Our workshop highlighted that embedding an organization’s North Star into daily life is an 

ongoing, conversational process rather than a single communication effort. Participants 

emphasized the need for two-way dialogue, storytelling circles, pulse surveys, and informal 

check-ins, in order to surface disconnects between stated purpose and everyday experience. 

Such dialogue allows organizations to adapt language and practices so that purpose remains 

meaningful, reinforcing that embedding purpose is iterative and responsive to employee 

perspectives. 

Authentic leadership emerged as a key catalyst: when leaders share candid stories about 

challenges, values, and lessons learned, they build trust and model how to “walk the talk.” Yet, 

many noted that vulnerability does not come easily to all leaders, suggesting the value of 

development programs, peer coaching or narrative workshops, to help leaders practice honest 

communication. Framing authenticity as commitment rather than weakness supports resilience 

by maintaining credibility during uncertain times. 

Participants also underscored the importance of embedding purpose systemically. This 

involves weaving purpose into structures and processes—linking it to performance reviews, 

project charters, onboarding rituals, and digital or physical displays that remind people why 

their work matters. When purpose is treated as a guiding principle in decisions and rewards, it 

moves beyond abstract statements and becomes part of how the organization operates, 

reducing the risk that it will be perceived as mere branding. 

Rituals and symbols were noted as effective for sustaining engagement and focus. Whether 

in-person ceremonies or virtual “purpose sprints” and story-sharing galleries, rituals connect 

small daily actions to larger goals, energizing teams and maintaining cohesion, especially in 

hybrid settings. The thoughtful design of these practices helps reinforce collective identity and 

supports adaptive responses during change. 

Measuring the impact of purpose on resilience was seen as both necessary and challenging. 

Workshop discussions suggested combining quantitative indicators (engagement scores, 

retention during transitions, decision-making speed) with qualitative insights (focus groups, 

narrative interviews). Regular review cycles that analyze these data enable organizations to 
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refine their purpose-embedding practices, ensuring they evolve in line with real-world evidence 

and shifting contexts. 

Cultural and contextual nuance also featured prominently. Attendees recommended co-

creating purpose narratives and rituals with local teams or diverse employee groups, so that 

expressions of purpose resonate across regions, functions, and demographics. This approach 

builds ownership, respects different norms around storytelling and vulnerability, and helps 

embed purpose authentically in varied contexts. 

Finally, participants pointed out the reciprocal relationship between purpose and resilience: 

while purpose can enhance adaptability and well-being, resilient practices, such as learning 

cycles and strong networks, also reinforce commitment to purpose over time. Recognizing this 

virtuous cycle suggests adding diagnostic steps to assess readiness and potential skepticism 

and designing early “quick wins” to build credibility before deeper systemic changes. Based on 

these insights, we propose refining our approach with practical tools: a diagnostic checklist to 

evaluate current alignment; a storytelling toolkit addressing psychological safety; templates for 

listening mechanisms; guidance on digital rituals; a combined measurement dashboard; and 

cultural adaptation guidelines for diverse teams. These enhancements aim to help 

organizations move from defining a compelling North Star to living it every day, thereby 

strengthening resilience in the face of ongoing change. 

Outlook and Future Research Questions 

A central tension surfaced in our discussions: while most organizations today articulate a 

purpose, few demonstrate the capacity to act on it when conditions are unfavorable. It is one 

thing to declare values; it is another to be guided by them when they require trade-offs, provoke 

disagreement, or complicate performance metrics. This raises a foundational research 

question: What enables a purpose to remain actionable under pressure? Is it a question of 

leadership courage, organizational design, or embedded cultural memory? 

 Yet even this framing may be too simplistic. The binary of “purpose followed” versus “purpose 

abandoned” misses a third, more ambiguous space, where purpose is invoked rhetorically but 

quietly compromised in practice. Future research should interrogate the mechanisms of 

erosion: how purpose is diluted not through direct rejection, but through misalignment in 

incentives, silence in meetings, or slow cultural drift. This demands new frameworks, not just 

to measure whether purpose exists, but to detect whether it lives in daily behavior. 
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Our workshop also revealed how storytelling and rituals, often viewed as soft or symbolic, may 

in fact be essential infrastructures of resilience. However, their impact depends on authenticity 

and coherence. Many organizations have a proliferation of messages but no meaningful 

narrative arc. Rituals may be performed but remain disconnected from values. This leads to a 

second research frontier: How can symbolic tools like narrative and ritual be designed and 

maintained as serious organizational capabilities? And how do they evolve—or lose power—

in digital, remote, or post-crisis contexts? 

A more provocative angle challenges the assumption that a strong purpose always leads to 

positive outcomes. Can purpose become too rigid, serving as an ideological constraint rather 

than a compass? The language of “North Stars” suggests stability, but in volatile environments, 

resilience may require reinterpretation rather than strict adherence. Cases like Patagonia 

demonstrate the tension: admired for principled decisions, yet navigating complex trade-offs 

between environmental ethics, global expansion, and labor realities (O’Rourke & Strand, 

2017). Future inquiry should explore when purpose needs to adapt and who has the authority 

to reshape it without eroding its legitimacy. 

Finally, one overlooked question is: whose purpose? Is the organizational purpose defined by 

leadership alone or co-constructed through participation? And if alignment is the goal, what 

happens when individual or cultural values diverge from the company’s stated mission? Most 

literature treats alignment as a technical challenge, but it may be a political and ethical one. 

In sum, the challenge is not whether organizations have a purpose, but whether they are 

equipped to act on it under pressure. Future research should move beyond theory and engage 

directly with companies navigating real tensions, such as social enterprises, B Corps, and 

global firms facing conflicting stakeholder demands. Longitudinal case studies, crisis-response 

analysis, and leadership behavior tracking could offer concrete insight into what makes 

purpose not only stated, but sustained. Purpose does not build resilience by default; it does so 

only when it is practiced, tested, and reinforced where it counts most: in culture, leadership, 

and decision-making. 
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Figure 1: Our pinboard for the workshop Figure 2: Group discussion 
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Figure 3,4,5: The “Find Your North Star” workshop board showcased visual materials on the 

North Star as a metaphor for purpose, direction, and resilience. Participants reflected on their 

values and shared insights through interactive discussion. 

 

 

 

 

 

 

Figure 6,7: Contributors of the North Star Team: Fatima Hussain, Abishayini Kumar, Aylin 

Günal, Azra Kiziltepe, Nada Harms, Kieu Trinh Dao 

Participant Feedback                                                                                                                                        

The North Star workshop sparked thoughtful engagement from participants, who appreciated 

the concept’s potential to create a shared sense of purpose. While many found it inspiring, 

some raised important concerns about alignment across the organization. A key point was that 

the North Star loses impact if it’s not genuinely supported by leadership especially supervisors 

and the CEO even when employees are committed to it. There was also some skepticism 

about how the idea translates into daily work without consistent reinforcement. Overall, the 

feedback reflected interest in the concept but emphasized the need for visible, authentic 

leadership alignment to make it meaningful in practice. 
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Reframing Leadership 

Benedict Sonnenschein, Nilay Tiryakioglu, Dario Nehre, Niklas Lott, Larisa Deters,            

Paul Hahndorf  

Introduction 

This documentation provides a comprehensive reflection on the “Reframing leadership” 

workshop, conducted as part of the Strategic Management course at Hochschule Bremen. The 

session explored how rethinking leadership roles, behaviors and assumptions is essential in 

building resilient, future-ready organizations. Positioned within a broader academic program 

on organizational resilience, the workshop aimed to challenge conventional leadership 

paradigms and explore more adaptive, inclusive and human-centered alternatives that reflect 

the complexity of today’s dynamic environments. 

Contribution to organizational resilience 

Reframed leadership contributes to organizational resilience by encouraging adaptability, 

psychological safety and a sense of shared ownership across all levels of the organization. It 

questions outdated command-and-control structures and replaces them with leadership 

models that prioritize empowerment, transparency and continuous learning. By fostering trust 

and cultivating an environment where people feel safe to voice concerns and take initiative, 

reframed leadership enhances organizational flexibility and strategic foresight—two critical 

qualities in volatile environments. 

Leadership reframing also promotes agility and continuous improvement, enabling 

organizations not only to bounce back from adversity but to grow through it. It helps 

organizations transition from reactive crisis management toward proactive transformation, 

grounded in purpose and participatory culture. In this way, reframed leadership becomes a 

foundational pillar of strategic resilience. 

Summary of our input 

Our contribution to the Strategic Management module began with a fully student-led session  

on May 15, centered on the topic of “Reframing Leadership.” The session, which lasted 

approximately two hours and took place at Freiraum HSB, provided us with the opportunity to 

actively engage our peers in a structured exploration of how leadership must evolve in 

response to growing complexity, uncertainty and shifting workplace dynamics. 

Within the broader framework of strategic management and decision-making under 

uncertainty, we chose to focus specifically on the concept of transformational leadership. 

Rather than presenting leadership as a matter of hierarchy and control, we emphasized the 

role of leaders as enablers of change — people who motivate, inspire and empower their teams 
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to act with purpose, especially in challenging situations. Transformational leaders, as we 

explored, focus not on managing tasks, but on shaping vision, encouraging individual 

development and fostering resilience across teams. 

The session was built around a combination of theoretical input and active, interactive 

participation. After a short introduction, we launched into an early engagement activity using 

Mentimeter, where we asked students to respond to the question: “What makes an inspiring 

leader – and why does this help the team to remain strong and resilient?” The live word cloud 

that emerged from the responses served as a reflection tool and discussion starter. It allowed 

us to directly link participants' associations with core elements of transformational leadership, 

including vision, empathy and authenticity. 

Throughout the session, we continued to prioritize interactivity. One of the central elements 

was a group flipchart activity, where participants were divided into smaller teams and given 

specific questions or leadership scenarios to reflect on. Each group was asked to summarize 

their ideas visually on flipcharts and then present their results to the rest of the class. This 

exercise created space for collaborative thinking, peer-to-peer learning, and helped us surface 

different perspectives on leadership styles, expectations and challenges. 

To conclude the session, we conducted a roleplay activity, where participants were asked to 

step into fictional roles as leaders or managers and respond to a practical leadership dilemma. 

The scenario required groups to make decisions, negotiate priorities and think critically about 

how a transformational leader might respond differently than a traditional one. This final 

element brought the concepts from theory into action, allowing students to actively embody 

leadership roles and reflect on how values such as communication, motivation and trust play 

out in practice. 

Throughout the entire session, our aim was to not only introduce theoretical content, but to 

create an engaging and participatory learning environment. By combining structured input with 

practical activities and space for dialogue, we were able to convey the relevance of 

transformational leadership in a way that was both accessible and experiential. In doing so, 

we also practiced what we were teaching — by enabling participation, encouraging reflection 

and adapting our facilitation approach to the group’s energy and feedback. 

Key learnings from the workshop 

The workshop event held on June 5th at the Bremen University of Applied Sciences, led by 

Dr. Komoss together with us, students of the Strategic Management course—not only 

deepened our collective understanding of leadership as a dynamic and relational practice, but 

also offered valuable insight into how leadership learning can be effectively activated in a 

collaborative and participatory setting.The event was structured in a rotating group format, 

where we welcomed small groups of participants in a circular setup. Each group rotated 
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through four different workshop stations, one of which was dedicated to our topic: Reframing 

Leadership. This setting allowed us to present our theme multiple times in a focused, 

conversational format and adapt our delivery to the dynamics and engagement level of each 

group. 

At the beginning of each round, we used a flipchart to ask a central question: 

“What are three qualities that are essential for a leader to have?” 

Participants were invited to reflect and contribute their ideas. These responses were collected 

on the flipchart during each group’s visit and by the end of the session, we had compiled a rich 

set of data reflecting diverse perspectives. Common themes across groups included empathy, 

clarity, accountability, the ability to listen and consistency. This exercise helped to ground the 

session in real-life leadership experiences and also served as a shared entry point into the 

deeper discussion that followed. 

Alongside this participatory element, we provided a brief theoretical input on transformational 

leadership, outlining the core principles that define this leadership style: inspiring a shared 

vision, enabling others to act, encouraging personal growth and leading by example. We 

emphasized the importance of moving away from hierarchical, control-based models of 

leadership and toward leadership as facilitation, trust-building and adaptability—particularly in 

times of crisis or uncertainty. 

Each round also included a discussion segment where we posed two critical reflection 

questions: “What helps a team stay strong and capable of taking action during a crisis 

and how does leadership contribute to that?” and “What happens when not all 

employees want empowerment, or experience responsibility as a burden?” 

These questions triggered thoughtful conversations among participants and highlighted the 

complexities of applying transformational leadership in practice. In particular, the second 

question opened up nuanced dialogue around organizational culture, individual differences, 

and psychological readiness. We discussed that while empowerment is often seen as a 

universally positive goal, it also requires a solid foundation of trust, clarity and emotional 

support to be sustainable. Some employees may initially resist increased responsibility, not 

due to a lack of capability, but due to previous negative experiences or a lack of confidence. 

This insight underlined the importance of tailored leadership—meeting people where they are 

and guiding them through change rather than imposing it uniformly. 

One of the most valuable aspects of the session was the opportunity to embody what we were 

teaching. As facilitators, we had to remain agile, responsive, and inclusive across all group 

rotations. Rather than simply presenting information, we practiced transformational leadership 
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ourselves—listening actively, adjusting our tone and pace, encouraging reflection and co-

creating a space where participants felt heard and engaged. 

Overall, the workshop experience reinforced the idea that leadership learning is most impactful 

when it is experiential, interactive, and dialogue-driven. It showed us that strong leadership 

is not about holding authority, but about cultivating energy, trust and resilience within a team. 

Outlook and future research questions 

As we look ahead, several areas of inquiry emerged that deserve further academic and 

practical exploration: 

1. How can reframed leadership models be sustainably scaled in organizations that 

remain structurally hierarchical or culturally resistant to change? 

Comparative case studies in sectors like education, healthcare and public 

administration could illuminate transferable practices and systemic challenges. 

2. What empirical indicators best capture the impact of modern leadership on 

organizational resilience outcomes? 

A mixed-method approach involving qualitative interviews, performance metrics and 

employee well-being indices could provide rich data for future research. 

3. To what extent do cultural and national values influence the perception, 

acceptance, and effectiveness of reframed leadership practices? 

Cross-cultural research is needed to understand how different sociocultural norms 

shape leadership identity, expectations and legitimacy. 

4. How does leadership reframing translate into the design of hybrid and remote 

workplaces? 

New leadership behaviors and rituals are needed to ensure resilience in virtual, 

asynchronous or distributed work environments. 
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Appendix  

Flipchart results from the group activity addressing the question: “What are the 3 most essential 

qualities a leader needs in your organization today?” – collected and visualized by participants. 

 

Prepared guiding question on a flipchart used to initiate discussion about modern leadership 

competencies in the context of “Reframing Leadership.” 
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Our student team presenting the “Reframing Leadership” station during the Organizational 
Resilience workshop event at Bremen University of Applied Sciences on June 5th, 2025. 
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Challenging Bureaucracy 

Landry Imbola, Mariam Issa 

 

Contribution to Organizational Resilience 

Why we must challenge bureaucracy? 

In an age where the world is changing faster than ever before, rigid bureaucracy is one of the 

biggest obstacles to innovation, efficiency, and progress. Overregulation not only costs time 

and money—it prevents companies, authorities, and citizens from acting flexibly and solution-

oriented. 

A study by the OECD shows that up to 20% of working time in public administrations is lost to 

unnecessary bureaucracy. This means that one in five working days is wasted on forms, 

approvals, and processes that often do not create any real added value. 

Those who do not question bureaucracy risk stagnation. Those who challenge it create space 

for creative solutions, digital transformation, and genuine citizen engagement. Bureaucracy is 

not bad per se but it must never become an end in itself. It is time to rethink rules, streamline 

processes, and put trust before control. 

Summary of our Input 

In our workshop, we talked about how strict rules and complicated processes especially in 

public organizations can really slow things down. We brought up a stat from the OECD showing 

that around 20% of working time in public administration is wasted on unnecessary paperwork. 

That’s one full day out of every five spent on forms and approvals that often don’t change 

anything. 

We looked at different types of organizational setups like team-based, project-based, matrix, 

and traditional hierarchies and compared how each one holds up when things get tough. Our 

goal was to get people thinking about which setups help you move fast and stay flexible, and 

which ones just add more layers to fight through. 

Key Learnings from the Workshop 

One thing that really stuck with us was how important it is to look inward when we talk about 

resilience. It’s not just about reacting to outside problems, it’s about making sure we’re not 

slowing ourselves down from the inside. 

That OECD number sparked a great conversation: if we’re losing so much time to red tape, 

how can we possibly be agile when it counts? 
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We all left with a clearer sense that if we want to build stronger, more resilient organizations, 

we need to let go of some of the things that weigh us down. That might mean redesigning 

systems, cutting unnecessary steps, or just being more open to change. Resilience, in the end, 

starts with how willing we are to rethink how we work. 

Another key learning from the workshop is that they were different aspects when we asked the 

audience what structure they would use if they would be in the position of a CEO (Appendix 

1). Most of the people chose the team-oriented approach because it would be simplifying the 

communication with the other members of the team. The other reason is that it would fit very 

easy if you are working in a start up company so you have a good view of your members 

(Appendix 1) The few dots on the classic straight line structure were very surprising because 

we as a team thought that it would be a lot of work to communicate from bottom to top but 

there were some participants who chose that because they are used to that and the main point 

why they choose it, is that if they work in a bigger company they would like to prefer a better 

linear system as the team oriented system for instance. 

In the second Appendix there was a statement where we would like to see how the audience 

react to it: You have to change structures to be resilient. (Appendix 2). We put the a scale from 

1 to 5 there where 1 is you don’t have to change and where 5 is that you have to change that. 

As you can see from the picture many people where in the middle at number 3. Why? Many 

people argue that there could be some changes but it differentiates in which company you are 

and how big it is or how resilient you are to change that’s why most of the audience put their 

dots mostly at the number 3. 

Outlook and Future Research Questions 

There are some questions or areas that could deserve a deeper exploration which can also 

develop our topic even further. For Instance:  

What are the most effective strategies for reducing unnecessary bureaucracy without 

compromising accountability and transparency. That`s where you can also investigate some 

methods such as agile governance, design thinking in public administration and the trust based 

management models. 

What could be also very interesting is what role does the digital transformation play in a 

bureaucratic reform and where are its limits. There you can also examine where digital tools 

have failed or succeed in simplifying bureaucracy. 

What also be interesting is how do cultural and institutional contexts influence the perception 

and effectiveness of bureaucratic systems? With that question you can compare two different 
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countries like northern countries vs the Southern Europe with their approaches to public sector 

efficiency. 

You can also explore employee interviews or surveys to assess lived experiences of 

bureaucracy within organizations. 

In this topic there are case studies which could briefly help: 

- The Estonian Government - The e-Estonia Initiative (OECD, 2020) 

They focus to a radical reduction of administrative burden through digital services. it also shows 

a working model of nearly paperless, automated governance. 

- Siemens AG- Process Simplification through Lean Management (Hammer, M., 2007) 

They focus to corporate efforts to streamline internal bureaucracy and increase efficiency. it 

also shows ow large corporations combat bureaucratic overload internally. 

- New Zealand - Trust-Based Public Management (Gill, D., Intagliata, D., 2019) 

They focus to shift from compliance-heavy administration to trust and results-based 

management. It exemplifies a cultural shift in bureaucracy and control systems. 

 

Appendix  

Appendix 1: 
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Appendix 2: 

 

 

Appendix 3: 
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Contribution to Organizational Resilience  

Psychological safety contributes to organizational resilience by enabling teams to openly 

communicate, taking initiative, and learning from mistakes, especially in times of change and 

uncertainty (Edmondson & Lei, 2014). It fosters a culture where individuals feel safe to speak 

up and take interpersonal risks, supporting faster adaptation and collective problem-solving 

(Edmondson, 1999). This is especially relevant today, as organizations face constant and 

complex challenges. In today’s complex environment, sustainable resilience requires inclusive 

leadership and adaptive team dynamics that embrace diverse perspectives. When team 

members feel psychologically safe, they are more motivated, collaborate better, and contribute 

actively. This happens because they do not fear judgment or punishment for expressing 

themselves (Detert & Burris, 2007). 

Summary of our Input  

In our workshop, we focused on introducing and fostering psychological safety as a foundation 

for high-performing, adaptable, and resilient teams. Our goal was for the participants not only 

to understand the concept but also reflect on its relevance within their own work environments. 

Through activities like personal reflections, small group discussions, and self-assessments, 

participants were able to connect the concept to their own team experiences and think about 

how psychological safety shows up or how it does not in their everyday work. This made the 

theory more meaningful and relevant to real-world team environments. 

We started the workshop by looking at some of the common reasons people might hold back 

from sharing their ideas or concerns at work. We talked about how these moments involve 

what is called interpersonal risk (Edmondson, 1999), a key idea in Amy Edmondson’s theory 

of psychological safety. We made sure to explain what psychological safety really means, 

feeling safe to speak up without fear of being judged, punished, or embarrassed and cleared 

up a few common misunderstandings. For example, it is not about avoiding conflict or always 

agreeing but about creating a space where people can be honest, even when it is 

uncomfortable (Edmondson, 2023). 

To help participants connect the theory to their own experiences, we used self-assessment 

tools like a 1–4 reflection scale (Appendix 1) and a team environment checklist (Appendix 2). 

These activities made it easier to see how psychological safety can vary from person to person 

and team to team, and they sparked some great discussions. 

Furthermore, the Psychological Safety Performance Model introduced four key areas that 

influence team culture: the individual (Self), the role of the Leader, everyday Team interactions, 

and the broader System or environment. This model helped show how all these factors are 
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connected, and how they all play a role in building or breaking down psychological safety 

(Mitrovic, 2025). 

In the final part of the workshop, we shared a few simple but powerful strategies to improve 

psychological safety in teams, for example Encouraging open communication, promoting 

inclusive Leadership and Supporting risk-taking and honest feedback (Miller, 2024). 

Throughout the workshop, our goal was to make the topic both practical and relevant. We 

shared examples from our own workplace experiences and paired them with interactive 

methods to help participants reflect on their own teams and consider how they can personally 

contribute to building a more supportive, open, and high-performing team culture. 

Key Learnings from the Workshop  

The recent workshop deepened our understanding of psychological safety and trust in teams. 

A key takeaway was that trust is essential for strong performance without it, collaboration and 

openness are difficult (Edmondson, 1999). Respectful communication, empathy, and inclusion 

are critical for building a safe team environment (Brown, 2018). Participants began to see 

mistakes not as failures but as part of learning. The idea that “mistakes are Ok and necessary 

for growth” came up frequently, reflecting a shift toward continuous improvement. 

Another key point: psychological safety goes beyond being nice. It includes fairness, 

accountability, and the courage to speak up even to challenge leadership without fear. It is 

about honest conversations, not conflict avoidance (Edmondson, 1999; Lencioni, 2002). 

Participants of the workshop also highlighted that even early, Initial concepts can stimulate 

innovation when expressed openly. This underlines the value of feedback, collaboration, and 

a safe space for creativity. 

Important Questions Raised 

During the discussions some key questions appeared that challenge common assumptions 

and highlight areas where the current framework could improve. 

• How do we ensure that all voices feel equally heard, especially when sharing new ideas 

or during conflicts? 

• How do we balance performance pressure with a safe culture? 

• What challenges arise when strict compliance rules need to be balanced with 

psychological safety? 

• What role does compliance play in creating a safe environment where employees feel 

psychologically secure to report issues like sexual harassment? 
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These questions challenge common assumptions and highlight key areas for growth. Moving 

forward, our team will continue to explore these questions to deepen our understanding of 

psychological safety and apply these insights in practice. 

Did your own View evolve?  

Our understanding of psychological safety evolved because of the workshop. Initially, we 

understood psychological safety as simply making people feel comfortable. Over time, this 

view has deepened. It is now seen as a foundational element for team learning, adaptability, 

and collaboration. Psychological safety does not emerge on its own, it requires clear structures, 

ongoing effort, and leadership that model’s openness, listens actively, and embraces diverse 

perspectives. A key insight was the recognition that empathy and honest feedback are not 

opposing forces. Psychological safety is not about avoiding difficult conversations but about 

approaching them with respect and purpose (Edmondson, 1999). The workshop also 

introduced practical methods for assessing psychological safety. Observing how other teams 

apply similar tools underscored the value of simple, actionable approaches. 

Practical Insights that could help improve the Framework or its Implementation 

Based on feedback from people using the Psychological Safety Framework, we have identified 

several ways to make it more effective and easier to apply in teams. These suggestions focus 

on integrating psychological safety into everyday team practices and clarifying how everyone 

can contribute. 

1. Make Psychological Safety a Team Priority 

Psychological safety should be a clear team goal, not just an individual responsibility or HR 

concern. Teams can define and display shared values like “Respect,” “Empathy,” and 

“Support” in visible places. This shows that creating a safe environment is a collective effort 

and shapes daily behavior (Edmondson & Lei, 2014). 

2. Encourage Reflection and Small Positive Actions 

Regular reflection meetings such as the Hansei sessions mentioned by participants help teams 

openly discuss mistakes and learn without fear of blame. Promoting simple daily actions, like 

inviting input, thanking people for speaking up, and offering encouragement, builds trust and 

supports participation (6Sigma, 2024).  

3. Provide Clear Conflict Resolution Support 
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Conflict is natural in teams, but many lack the tools to handle it well. Including clear conflict 

resolution guidelines and offering training gives team members the skills and confidence to 

address disagreements respectfully. This helps prevent unresolved issues from damaging 

psychological safety (Jehn & Mannix 2001).  

4. Clarify Roles and Create Safe Spaces for Ideas 

Team members often are not sure how they can support psychological safety. The Framework 

should offer clear, practical steps individuals can take like encouraging others or speaking up 

against harmful behavior. Creating safe spaces for idea-sharing, such as “idea labs” or 

anonymous feedback channels, ensures all voices can be heard without pressure (Detert & 

Burris, 2007; Edmondson & Lei, 2014). 

5. Regularly Assess and Adjust Psychological Safety 

Psychological safety requires ongoing attention. Teams should run regular surveys or check-

ins to gauge how safe members feel and spot areas for improvement. This feedback loop 

allows teams to adapt and strengthen psychological safety over time (Frazier, Fainshmidt, 

Klinger, Pezeshkan, & Vracheva, 2017). 

Outlook and Future Research Questions  

 

Cultural Contexts and Diverse Norms 

Culture shapes psychological safety norms in powerful ways. What feels open and respectful 

in one national or organizational culture may be seen as confrontational in another. As 

organizations operate globally, cross-cultural research, especially within multinational 

companies, can clarify how to build inclusive practices that honor diverse norms while 

promoting safety (Adler & Aycan, 2018). 

Strategic Collaborations and Case Studies 

Collaborating with companies across industries offers valuable perspectives on psychological 

safety. Cross-industry case studies, from technology to healthcare, can highlight universal 

principles and sector-specific strategies. Long-term collaborations, including those integrating 

psychological safety into leadership development, could allow for studying how these practices 

evolve and impact teams over time (Edmondson & Lei, 2014). 
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1. Open Questions & Areas for Deeper Exploration 

To strengthen psychological safety, it is essential to focus on specific leadership behaviors that 

encourage team members to be open and vulnerable. Leadership communication including 

the tone, and their non-verbal actions play a crucial role in creating an environment where 

people feel safe to speak up. When leaders demonstrate inclusiveness, respect, and support 

through both what they say and how they say it, they build trust within their teams (McKinsey, 

2023). Understanding these dynamics helps identify barriers that prevent people from sharing 

their ideas or concerns, allowing leaders to foster a culture where everyone feels valued and 

heard.  

In addition, which conflict resolution strategies most effectively maintain or restore 

psychological safety? Teams need tools to navigate disagreements without increasing tension 

or silencing voices and to consider how culture or organizational norms shape their conflict 

approach. 

Last but not least, how does psychological safety change over time and under stress? There 

needs to be an understanding of what happens during periods of change, crisis, or remote 

work and how resilient teams protect safety when it is most at risk. 

These questions can help guide improvements to the framework and support teams in building 

safer, more inclusive, and more resilient work environments. 

What to Investigate Next 

Future research should observe real team interactions to identify behaviors that support or 

undermine safety. Leadership styles, training programs, and coaching interventions to 

determine what drives meaningful improvement. Cultural differences, especially in global 

organizations, require further study. Finally, advancing measurement tools such as real-time 

feedback, interviews and observation checklists could improve tracking of psychological safety 

over time. 

Company collaborations or case studies that would help 

Collaborations with diverse organizations across sectors, including multicultural and remote 

teams, are essential. Long-term studies can reveal how psychological safety adapts and 

supports innovation and resilience. Partnering with firms that include psychological safety in 

leadership programs will also allow assessment of training impact. 
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Conclusion 

Building safer, stronger teams requires ongoing effort and reflection. By addressing key 

research questions and fostering collaborative partnerships, organizations can create 

environments where everyone feels safe to speak up and contribute even to the most 

challenging moments. 

Appendix- Depth-Elaboration 

B.1 Psychological Safety Rating Activity 

 

To begin, we conducted an activity with the 

workshop participants, asking them to rate 

the level of psychological safety they 

personally experience within their teams. 

They used a scale from 1 to 4, where 1 

indicates that psychological safety is not 

present at all, and 4 signifies that it is very 

present and clearly visible. 

Appendix A 

Key findings: 

The survey of 24 team members found that 42 percent rated psychological safety as “very 

present and visible,” while 50 percent considered it “somewhat present.” Another 8 percent felt 

it was only “a little present,” and no one rated it as entirely absent. These results indicate that 

92 percent of the team perceive at least a basic level of psychological safety, suggesting a 

healthy foundation of trust and openness. However, with half the group viewing it as less than 

fully established, there remains clear potential for improvement. 

To strengthen psychological safety, leaders should model inclusive, respectful behavior and 

listen actively to all perspectives. Engaging with team members who feel less safe is essential 

to understanding and addressing their specific concerns. Moreover, a team builds deeper trust 

by encouraging questions, welcoming differing views, and openly acknowledging mistakes.  

Importantly, after completing the initial scale, participants reviewed a psychological safety 

checklist to better understand what it looks like in practice. When asked if they would rate 
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themselves the same, most said they would place themselves lower, suggesting the reflection 

caused a more self-aware reassessment. 

Psychological Safety Checklist 

To assess how safe participants feel in their workplace, we used a checklist with questions 

about communication, support, conflict, feedback, and inclusion.  

 

 

 

 

 

 

 

 

Key findings: 

The psychological safety checklist reveals that most participants feel their teams have a strong 

foundation, especially in support and inclusion. Seventeen participants agree or strongly agree 

that team members support each other during challenges and feel included and respected. 

Similarly, 15 participants report that different backgrounds and perspectives are listened to and 

valued, indicating a generally inclusive team culture. 

However, the findings also highlight areas for improvement. While many participants (14–16) 

feel comfortable sharing ideas, a noticeable number responded neutrally, suggesting some 

team members may still hesitate to speak up due to uncertainty about how their input will be 

received. Admitting mistakes remains a challenge: only 13 respondents feel comfortable doing 

so, while 10 are neutral or disagree. This indicates that vulnerability is not yet fully supported 

within the team. Feedback culture shows similar mixed results. Although 14 participants say 

feedback is given and received respectfully, 9 do not clearly agree, reflecting inconsistencies 

in how feedback is experienced. 

 

Appendix B 
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The most critical issue identified is conflict avoidance. The statement “Conflicts or 

disagreements are addressed openly and constructively” received the widest range of 

responses, with only 11 in agreement and 7 disagreeing. Workshop discussions confirmed that 

many team members avoid conflict to prevent tension. While this may maintain short-term 

harmony, it risks long-term problems such as unresolved tensions and reduced collaboration. 

On a positive note, 17 respondents say they actively contribute to creating a psychologically 

safe environment. However, 6 do not fully share this confidence, indicating a need for clearer 

guidance on how every team member can take ownership of psychological safety. 

In summary, the team demonstrates strong interpersonal support and openness to diversity, 

but there is room to grow, particularly in embracing healthy conflict, encouraging vulnerability, 

and fostering consistent, constructive feedback. 

B.3 Psychological Safety Priorities as Shared by Participants 

 

Key findings 

The image presents key statements and reflections related to psychological safety, grouped 

into six overarching themes: Openness About Mistakes, Trust and Respect, Empowerment 

and Inclusion, Clear Communication, Pride and Dignity in Work, and Emotional Well-being.  

By organizing these insights visually, we highlight the core principles that support 

psychological safety within a team. Each theme highlights specific behaviors, mindsets, or 

practices that create a safe and high-performing work environment, such as promoting open 

conversations about mistakes, practicing empathy, and encouraging diverse viewpoints 

without fear of judgment. The purpose of this exercise was to create a shared understanding 

of what psychological safety looks like in practice. It serves both as a diagnostic tool and a 
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roadmap, helping teams identify where they are strong and where there is room for growth. 

The image captures the collective knowledge and values discussed in the session and can 

now be used as a reference point to guide ongoing team development and for future teams.  

It serves as both a reflection tool and guideline, helping teams recognize their strengths and 

identify areas for growth. The image captures the collective knowledge and values shared 

during the workshop and now serves as a reference to guide ongoing team development and 

support future teams. 
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Adaptation - PROTECT your company 

Alina Bondarenko, Enie Gröning Talea Hegen, 

Contribution to Organizational Resilience  

The use of “our” PROTECT framework contributes to organizational resilience by helping 

companies identify and prioritize their most pressing external and internal challenges in a 

structured way. By addressing such areas such as geopolitical risk, regulatory changes, talent 

shortages, and technological gaps, the framework enables companies to anticipate disruptions 

rather than react to it. This proactive approach enhances strategic clarity, supports informed 

decision-making, and ensures better alignment between short-term pressures and long-term 

goals. In an increasingly volatile and complex business environment, PROTECT offers a 

practical tool for building adaptive capacity and future readiness. 

Summary of our Input  

In our workshop contribution, we focused on applying the PROTECT framework to help 

companies gain a structured and comprehensive overview of their current situation, while also 

identifying key areas requiring ongoing attention. The PROTECT framework - standing for 

(Geo-)Policies, Rules and Regulations, Opportunities, Technology, Environment, Customers 

and Talent & Labour.  

We guided participants through each element of the framework using targeted questions to 

prompt reflection and discussion. For example, under (Geo-)Politics, we explored how global 

instability or trade barriers create uncertainty; in Rules and Regulations, we addressed 

challenges tied to shifting tax laws, compliance burdens, or labour legislation. Opportunities 

and Technology allowed for a more forward-looking lens, helping teams identify areas of 

innovation and growth they might be overlooking due to resource constraints or lack of clarity. 

Environment sparked conversations about the rising importance - and cost - of sustainability, 

while Customers and Talent & Labour brought attention to market expectations and workforce 

pressures many companies currently face. 

Our angle was practical and diagnostic: to show how the PROTECT framework can act as a 

conversation starter and prioritization tool. By helping participants map out where they feel 

most exposed or underprepared, the PROTECT framework enables them to move from 

reactive problem-solving toward a more strategic and structured approach.  
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Key Learnings from the Workshop  

In our recent workshop, we introduced and applied the PROTECT framework as a structured 

tool to help participants gain a comprehensive understanding of their company’s current 

situation and identify areas requiring strategic focus. The PROTECT framework - which stands 

for (Geo-)Politics, Rules and Regulations, Opportunities, Technology, Environment, 

Customers and Talent & Labour - served as the guiding structure for the group discussions 

and reflections.  

Through targeted questions related to each component, participants were encouraged to 

consider how these external and internal factors and current impacting their business and 

where they might be overlooking risks or opportunities.  

1. Raising awareness and external influences 

One key takeaway was that while companies are aware of external disruptions like geopolitical 

tensions or regulatory changes, they rarely approach them in a structured way. Discussions 

highlighted how political instability or global trade shifts are creating uncertainty in supply 

chains, investment decisions, and overall planning. Similarly, evolving regulatory landscapes 

- from tax reforms to labour legislation - are imposing significant compliance burdens on 

organizations.  

2. Revealing untapped potential and blind spots 

In the sections on Opportunities and Technology, participants recognized that innovations are 

often deprioritized due to limited resources or lack of clarity. The framework helped uncover 

areas where companies could take a more proactive stance, especially around digitalization, 

emerging technologies, and new business models that are often underleveraged. 

3. Sustainability as a growing strategic priority 

Under the Environment category, the growing importance of ecological sustainability emerged 

as a strong theme. Many participants expressed pressure from customers, investors or mostly 

regulators to improve their environmental footprint. At the same time, sustainability efforts were 

often seen as costly and complex. The PROTECT structure allowed teams to integrate 

environmental concerns into a broader strategic discussion, rather than viewing them in 

isolation.  

4. Market expectations and workforce pressures demand action 

The Customers and Talent & Labour categories sparked strong engagement. Participants cited 

changing customers preferences, the need for personalization, and growing expectations for 

ethical and responsive business practices. At the same time, talent shortages and shifting 

employee expectations were seen as critical challenges requiring new approaches in 

recruitment, relention, and leadership.  
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5. From reactive firefighting to strategic planning 

A major insight was how the PROTECT framework enables a shift in mindset - from reacting 

to daily problems toward identifying and prioritising long - term strategic issues. We thought 

that participants found value in using the model as both a conversation starter and a diagnostic 

tool to map out where their organisations feel exposed and underprepared. The structure 

reflection enabled more targeted planning and a stronger sense of direction.  

Conclusion: 

The workshop demonstrated that the PROTECT framework is an effective and practical tool 

for framing complex business challenges. Participants appreciated the opportunity to apply the 

model directly to their own organizations through guided reflection. Asking, after each thematic 

block, “What does this mean for your company?” proved to be a powerful way to bring abstract 

risks and opportunities down to a concrete, actionable level. Beyond the framework itself, the 

workshop offered valuable strategic impulses for navigating uncertainty and driving 

organizational resilience.  

Outlook and Future Research Questions  

Presenting the PROTECT framework to actual business owners and employees allowed us to 

gain important insights into the issues that modern organizations face. Although our model 

addresses the main facets of contemporary organizational risk and opportunity, it was 

reaffirmed that much more has to be understood. Particularly in relation to how these areas 

are interconnected and how businesses are (or are not) equipped to handle them in practice. 

Technology, particularly artificial intelligence (KI), was one of the main subjects of the 

conversation. A number of participants freely expressed their worries about slipping behind. 

Some claimed to be aware of the increasing significance of AI but unsure on how to get started. 

Others claimed that although they are under pressure to use AI-driven products, they are 

concerned that they don't have the time, skills, or budget to do it right. This raises an important 

question: how can small and medium-sized enterprises realistically implement AI in a way that 

aligns with their present objectives and available resources? We think scalable AI solutions 

that are suited for smaller businesses as well as large organizations should be the focus of 

future research. These might be useful toolkits, reasonably priced training courses, or 

government-sponsored programs that encourage the adoption of new technologies. 

Rules and regulations were another important topic that came up. Especially when operating 

in numerous countries, business owners voiced concern with the continuously changing legal 

constraints. Without legal professionals on hand, many people stated it's very impossible to 
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stay up to date on issues like labor rules, tax laws, and data protection.This made us think: 

maybe we need to explore the idea of “compliance-as-a-service” platforms centralized, user-

friendly solutions that help businesses stay compliant across different regions without needing 

a whole legal department. There’s room for research into what kinds of legal tech or digital 

compliance tools could actually reduce this burden. 

The majority of participants acknowledged that they saw opportunities but lacked the 

necessary skills to take advantage of them when we questioned about them. They claimed 

that they frequently lack the time, resources, or team to move their products toward more 

sustainable solutions, whether that means breaking into new markets, utilizing new 

technologies, or changing their offerings. Therefore, one possible research issue for the future 

is: what kinds of outside assistance really assist businesses in taking advantage of new 

opportunities? Does it have funding? Mentoring? collaborations with startups or academic 

institutions? This is particularly crucial if we wish to increase innovation's accessibility and 

inclusivity, not simply for companies with substantial financial resources. 

Something else that stood out was how interconnected the PROTECT categories really are. 

For example, the pressure to stay environmentally sustainable (Environment) often clashes 

with the need to stay profitable (Opportunities), and both are impacted by new regulations 

(Rules) and evolving customer expectations (Customers). This complexity isn’t always 

reflected in current business tools. We think future research should try to model these 

interdependencies and maybe even develop digital dashboards that help companies visualize 

how risks and opportunities overlap, so they can prioritize. We believe the PROTECT model 

itself might be expanded into a straightforward strategic tool, such as an annual assessment 

form, that would allow businesses to consider their areas of greatest vulnerability and potential 

for improvement. This might even be made available as an app or web application that includes 

industry standards and suggestions 

To summarize, our workshop showed us that the PROTECT model is more than just a 

framework, it's a conversation starter. But now, the real work is in helping companies apply it. 

That means more research into tools, support systems, and case studies that make resilience 

something every company can build, not just talk about. 
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Framework: PROTECT your Company 
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Anticipation – Strategic Foresight 

Alongkorn Litschke, Hoang Tien Tino Pham, Shion Katō, Zorbey Okten 

 

Contribution to Organizational Resilience 

Our Strategic Foresight session enabled people to manage uncertainty, which is the main 

prerequisite of organizational resilience. In contrast to the predictive models, foresight 

teaches organizations to expect various probable futures and plan in advance. This helps to 

grow adaptive strategy, build resilience during crises, and ensure organizations survive in the 

face of external factors. 

By practical use we demonstrated that resilient organizations are those who anticipate the 

unanticipated, welcome complexity, and reconsider their strategy in a new light of futures. 

Summary of our Input 

Our workshop was divided into three key components: 

1. Introduction to Strategic Foresight 

We began by defining strategic foresight as a framework to manage uncertainty, not to 

predict it. Key principles included: 

● Identifying plausible futures, not likely ones. 

 

● Avoiding extrapolation from the past. 

 

● Overcoming uncertainty by changing your mindset (curiosity, creativity, awareness of 

cognitive biases). 

 

2. Interactive Activity: Deutsche Bahn Future Assessment (see picture 1) 

Participants worked in groups to: 

● Identify uncertainties affecting Deutsche Bahn (e.g. digitalization, climate protests, 

privatization pressure). 

 

● Classify each uncertainty using the animal cards: 

 

○ Black Swan (e.g. COVID-19) 

 

○ Grey Rhino (e.g. climate change) 

 

○ Wild Card (e.g. Natural disaster) 

 

○ White Elephant (e.g.unfinished projects) 

 

● Put these uncertainties on the Uncertainty-Impact Graph to determine which threats 

are critical vs. secondary. 
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3. Scenario Building (Led by Hoang Tien Tino Pham) 

Using the visualized slides, participants learned to: 

● Define two critical uncertainties (e.g. A: Technological Mobility, B: Market 

Liberalization). 

 

● Choose two extremes per uncertainty: 

 

○ A1: Breakthrough in autonomous systems (e.g. Hyperloop) 

 

○ B1: Full market liberalization in rail 

 

● Build a Scenario Matrix using van der Heijden’s method (2002) 

 

● Apply Backcasting to examine how a specific scenario could unfold and what steps 

would need to happen. 

 

● Use the resulting four scenarios to stress-test Deutsche Bahn’s current strategy 

and suggest improvements. 

 

Key Learnings from the Workshop 

● Strategic animals made it “real”: Classifying Deutsche Bahn’s uncertainties using 

metaphors helped everyone engage more deeply.  

 

● Foresight ≠ Prediction: Most participants had not worked with non-predictive 

planning before. This shift in mindset was one of the biggest takeaways. 

 

● Discussion rounds fostered mutual understanding: The open discussions 

between participants were especially valuable, as differing opinions and experiences 

helped deepen the overall understanding of strategic foresight and its real-world 

applications. 

● Interactive methods increase engagement: The hands-on activities created a 

dynamic learning environment that made the abstract topic of foresight tangible and 

memorable 

 

● Backcasting helped bridge future thinking with present action: It highlighted 

which actions can be taken today to prepare for radically different futures. 

 

Outlook and Future Research Questions 

We see several future directions for deeper exploration: 

● How can foresight be integrated into companies' planning routines? 

 

● What is the role of AI in horizon scanning and identifying weak signals? 
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● How can large legacy systems like Deutsche Bahn balance white elephants (e.g., 

sunk costs) with innovation? 

 

● To what extent can stakeholders (e.g., unions, passengers, regulators) co-create 

plausible future scenarios? 

Appendix 

Participant Feedback 

Some insights shared during the session: 

“The Deutsche Bahn activity made me realize we often ignore the real long-term 

problems.” 

“Good trying to think of many uncertainties, to “expect the unexpected”.”  

 “The use of the animal metaphors really helped me understand how to categorize 

uncertainties. It made a complex topic much more accessible and understandable.” 

“I had heard of strategic foresight before, but this was the first time I experienced it as 

a structured tool. The scenario-building part was especially eye-opening.” 

“I appreciated that we weren’t just passive listeners — the interactive element helped 

us reflect on our own organization’s blind spots. 

Flow of the Workshop Day 

Before the workshop officially began, our team gathered early in Room A01 to prepare the 

setup. We arranged the materials at our station, tested the technical equipment (Laptop, 

Tablet), and did one final practice run to ensure a smooth delivery. 

Each group hosted a dedicated station — ours focused on Strategic Foresight. Shortly before 

the official start, we welcomed the participants, who totaled around 15 people. After a brief 

period of informal conversation, Dr. Komoss, the main organizer of the event, welcomed 

everyone and formally opened the workshop by giving a few introductory remarks and officially 

kicking off the session. 

The participants were then divided into small groups and rotated through the various stations. 

Due to the number of stations, two participants had to sit out during each round, as each 

session lasted only around 15 minutes, including both presentation and discussion. 

We were especially pleased to see that the participants actively engaged in our interactive 

exercise and initiated thoughtful discussions among themselves. A unique situation occurred 

with one participant who arrived late and completed a round alone, or a few stations — 

nonetheless, she showed great enthusiasm and participated fully in both the activity and the 

exchange. 
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Overall, we felt that our core message reached the groups effectively. At the same time, we 

learned a lot ourselves: while most participants had a general understanding of Strategic 

Foresight, they were not familiar with it in the same depth we explored. Many of them 

introduced their own frameworks, often shaped by their professional background, which led to 

interesting comparisons with our own approach of positioning foresight within risk 

management. 

We particularly appreciated the opportunity to learn more about the participants' experiences 

— how they approach uncertainty in their respective fields and whether they would consider 

applying foresight tools in the future. 

At the end of the workshop, Dr. Komoss shared some thoughtful concluding remarks. She 

thanked all participants and emphasized that the frameworks presented at each station are 

still in development — and that such dialogue and engagement are key to refining them further. 

Workshop Poster: 

1. Animal cards and Uncertainty-Impact-Assessment (Dots on the Horizon) 

 
This picture was for the interactive part, where participants had to think about uncertainties 

and also assess which type of animal it could be. After that they had to assess it based on 

the impact and uncertainty on the Graph. 
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2. Strategic foresight Poster 

 

This Part was covered by Alongkorn, he had to introduce the participants to our Topic, by explaining 

it through these posters giving them a brief explanation what Strategic Foresight is. 
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Thank you  
 

We would like to sincerely thank all participants who joined the workshop. Your openness, 

thoughtful insights, and active contribution enriched the discussions and made the exchange 

both inspiring and meaningful. 

We would also like to express our sincere gratitude to Anna Heines, Coordinator of the 

Foreign Business Club, for making this valuable cooperation possible and for her support 

throughout the process. 

My special thanks go to all students who prepared and facilitated the workshop with 

exceptional engagement, commitment and professionalism. Your dedication was central to 

the success of the event.  

 

Dr. Regine Komoss 

 

 


