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Deep dive into the transformation:  
research interest and database   
Industries and entire economies are undergoing dramatic upheavals that relate to products and 
business models and raise new questions about skills and employment. Even if the various forecasts 
differ in the figures, a significant proportion of the workforce is and will be affected by this upheaval. 
Management, executives, works council and employees are faced with the special task of successful-
ly mastering the associated diverse challenges in the company. Central drivers of the upheaval are 
the digital and ecological transformation. They affect the automotive industry – as a key sector of the 
German economy – simultaneously and more massively than other sectors.   

The quantitative effects of digitization and e-mobility on employment and qualification in the auto-
motive industry have now been researched quite well. At Volkswagen, too, the expected quantitative 
effects of the dual transformation of e-mobility and digitization were researched with a view to the 
year 2030 (Bauer et al. 2020). What has so far been less well examined is how the transformation 
processes are currently qualitatively present in employment relationships, how employees experi-
ence and cope with them and what wishes, expectations and hurdles result for them. This study is 
dedicated to this triple research gap with regard to the transformation experience, the transformation 
resources and the willingness to transform. Thus, the results of this study also provide an insight into 
the – possibly underestimated – resources and potentials that are available in the company and can 
be developed more systematically for a successful transformation process. Our study “Work and 
Qualification 2030” (Pfeiffer/Authors’ Collective 2023; hereinafter: AQ2030) on the basis of Volks-
wagen, it is precisely these processes that have so far been poorly examined (on the understanding 
of transformation and the foundation of the research perspective → AQ2030, Chapter 1). 

On the initiative of the Volkswagen Sustainability Advisory Board, Volkswagen AG organized the corre-
sponding survey possibilities within the company in order to be able to provide a unique insight into the 
engine room of transformation at Volkswagen with this study and the empirical material collected.  
This study is based on a bottom-up approach that focuses on the subjective perceptions of em-
ployees: Within the framework of 11 work-sociological case studies, almost 200 employees, mana-
gers, experts and stakeholders were interviewed in over 100 qualitative interviews and numerous 
workshops, shared their subjective impressions and brought to life what transformation “in the ma-
king” means in concrete terms; over 3,520 employees give an up-to-date impression of their trans-
formation experience, transformation resources and willingness to transform via a quantitative survey. 
Overall, this approach provides a unique quantitative and qualitative data set, supplemented by an on-
line survey with over 600 employees in the automotive industry outside Volkswagen and an industry 
analysis based on the BIBB/BAuA Employment Survey 2018. This summary and the underlying long 
version focus on the surveys at Volkswagen (on methods and sampling → AQ2030, Chapter 2). 
The basis for the selection of employees for the qualitative survey formats and quantitative analyses 
is the division of different profession groups into so-called transformation clusters. This refers to pro-
fessional groups for which, due to the transformative processes of digitization and e-mobility, the 
study “Employment 2030” (Bauer et al. 2020) quantitatively particularly predicts strong positive or 
negative changes. AQ2030 groups these professional groups into three Transformation Clusters (for 
the construction of the transformation clusters → AQ2030, Chapter 3): 
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1. Changing Champions: Professional groups that stand for the previous and current value crea-
tion and that have not only mastered but also “made” every technical and organizational 
change so far – but which are assessed as rather negatively affected by the dual transforma-
tion: These include – in each case individual – areas in engineering, production, logistics and 
maintenance as well as in the commercial area. 

2. Challenged Stars: Professional groups that are currently and, in the future predicted to be 
upgraded, including activities in UX/UI design, IT security or data science. 

3. The third transformation cluster – the Masters of Transition – is a partly cross-departmental 
and cross-professional cluster of those employees that have already embarked on the path 
of transformation, either through a longer further qualification within the framework of Facul-
ty 73 or through a strong professional change within the company (case Plastics Technology).  

This abstract gives a small insight into the scientific results of AQ2030 and is only an excerpt from 
the rich pool of work-sociological findings of the project. Decisive factors of the transformation pro-
cess are examined on different levels and from different perspectives. This also calls into question 
common narratives of the current transformation discourse, which often accuses employees of defi-
cits and anxiety. In contrast, the results reveal a pronounced creative will of the workforce, a funda-
mental – but not blind – trust in management and works council in the transformation process as 
well as a pronounced willingness of employees to further training and personal change.    1

In the engine room of transformation:  
An alternative view at employees 
Every transformation – especially one that is not directed to something “finished”, but to something still 
in the making – must also help to develop its specific model of transformation (Reißig 2009: 127). In 
this sense, Volkswagen's dual transformation cannot – as is often discussed in a simplistic way – simply 
be an adaptation to the Tesla model (or a tech giant), if only because Tesla itself was highly dependent 
and is highly dependent on the innovative capacity, expertise and experience of the supposedly "old" 
industries, especially in Germany. (Büchler 2021). There may be blueprints for incremental change, but 
not for the transformation of an entire industrial industry that has grown over many generations. Or in 
other words: Transformation is not only the adaptation to a supposedly known goal, but also requires 
the paths of transformation itself to be designed “on the fly”. The path itself develops, so to speak, whi-
le walking. This is only possible with and through people – in their different operational roles and func-
tions (for the detailed derivation of the research perspective → AQ2030, Chapter 1).  

The image of employees who do not want to change is diverse: In management research, for examp-
le, employees' willingness to change is predominantly seen as something that must first be genera-
ted in the course of change processes with various measures on the part of top management (Krüger 
2006), thus individual willingness and ability to change become a fundamentally problematic object, 
which can only be set in motion by a complex change management (Ullrich et al. 2017).  

 Please note: The surveys for this study took place between autumn 2021 and early summer 2022 - they are a snapshot wit1 -
hin a dynamic transformation process. At the time of publication of this study, many of the results presented here may therefo-
re already have been overtaken by developments and many of the recommendations made in the conclusion may already have 
been implemented. 
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Against the background of the current transformation processes in the automotive industry, executi-
ves, workforces and works council are equally credited with high persistent forces and a tendency to 
stick to proven patterns and routines of action, if the risks of the new did not seem manageable or too 
high to them as for example Boes and Ziegler (2021: 201) claim; Although often enough the goal and 
content of training formats are open in transformative processes, managers and HR in companies 
often complain about a lack of willingness and/or ability of their employees to undergo further trai-
ning – e.g. currently with regard to the unused training opportunities during pandemic-related short-
time working hours (Bellmann et al. 2021). On the other hand, other studies prove the fundamental 
willingness to lifelong learning in view of digitization among the majority of employees and largely 
regardless of their level of education (Initiative D21 2020: 56).  

The discussion of both transformations from the perspective of job cuts is predominant (e.g. Bauer et 
al. 2018; Bernardt et al. 2022; Dengler/Matthes 2015). An assumption that cannot be dismissed out 
of hand, after all, since the beginning of industrialization, technology has always been used in the 
corporate context for rationalization in the sense of reducing living work. It is usually underestimated 
that transformation itself makes work and that the experience of the employees as well as their pro-
fessional ability to act represent a central resource for the design of the transformation (Baumhauer 
et al. 2021; Huchler 2019).    

Without question, there are many reasons for employees, works council and executives in the auto-
motive industry to view the current transformation processes with mixed feelings. Against this back-
ground and beyond the effects of the labour market, AQ2030 sets out in search of the hitherto largely 
invisible experience of transformation and asks the questions: 

• ➜ What of the two transformations (e-mobility and digitization) already reaches the employees in 
real and concrete terms – and how do they experience (and move) this transformation(s)? 

• ➜ Which potentials – underestimated in science and practice – are there among employees and 
in the company that could be important resources for shaping and coping with the dual transfor-
mations by 2030? 

• ➜ What wishes, expectations and hurdles do employees associate with transformation-related 
changes such as a job change or larger and time-consuming further training? 
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Highlights transformation experience: Design – trust – future  

The actively shaping the transformation instead of passively accepting it  
Transformation is no longer an abstract corporate strategy at Volkswagen but has become the norm 
in a variety of ways. Figures from the quantitative survey provide insight into the surprisingly strong 
internal mobility. Beyond all clichés, employees in the Group have long been highly active when it 
comes to further training, job search and job changes. Both the quantitative and qualitative surveys 
show the experience of change that has long been experienced as normal: Employees at Volkswagen 
have always been on the move – not only since and in the current transformation (for the transforma-
tion experience in detail, see → AQ2030, chapters 4–7).  

Doing Transformation – in the sense of “transforming oneself” is therefore not a new phenomenon. A 
group like Volkswagen in particular offers numerous opportunities to change through further training 
and/or job changes. Such far-reaching changes are usually preceded by longer individual considera-
tions, trade-offs and search processes. A look at the broad spectrum can be dared here on the basis 
of the quantitative survey data. 

This section deals with the tentative search for change options by employees in the form of (proac-
tive) information, first steps of change (applications) and differences between company and division 
affiliation as a feature of already completed change.  

The bar charts in Figure 1 show a very high level of proactive information about courses and courses 
of a shorter nature. Here, the Challenged Stars are the leaders with 88 percent, but with 75 and 76 
percent respectively, the vast majority of Changing Champions and Masters of Transition have also 
informed themselves about courses and trainings. This is particularly remarkable for the latter, who 
are already constituted as a group by the interest and/or implementation of longer further training.  

Masters of Transition are also the employees who have most frequently informed themselves about a 
possible job change: 71 percent have done so in the last 12 months. But changing champions and 
challenged stars are also very interested in changing jobs: 66 and 58 percent respectively have in-
formed themselves about it. Contrary to the usual clichés, however, it is above all the Changing 
Champions who do not leave it at informing, but with 46 percent have most often applied internally 
several times (see → AQ2030, Chapter 4.2). 

The willingness to change is even more evident when comparing company and divisional belonging 
(bar graphs in Figure 1, middle): The figures for the Changing Champions are likely to be the most 
surprising: Despite the significantly longest length of service (41 percent have been with Volkswagen 
for more than 20 years), they still have a high proportion of respondents who have been working in 
the current field for less than 5 years at 40 percent. This is proof of the transformation dynamics in 
the company and of the willingness of long-standing employees to transform. 
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Figure 1: Information and activities on training and job changes 

In terms of content, too, the change to the technically different world is perceived as a known nor-
mality, so to speak, and not as the great caesura, because “you always have to make friends with the 
product you make”, according to the statement in a Challenged Stars interview. The fact that on the 
one hand the work is constantly changing and on the other hand that many tasks – albeit in a strongly 
changed context – remain very the same is an experience often described in the interviews of the 
production-related case studies. Both transformation directions are experienced and described again 
and again and sometimes simultaneously. And from this perspective, the current or expected trans-
formation of one's own workplace is also partly classified as unspectacular change.  

The need to break up encrusted structures on the part of employees and to reenforce professional 
mobility within the company is proving to be a myth: Volkswagen employees already have a very high 
degree of mobility, willingness to undergo further training and motivation for further development 
within the company. Both the quantitative view in the broad as well as the qualitative view in the 
depth show an overarching picture:  

• ➜ of “change as normality” and not of “change as treat” and 

• ➜ of actively shaping the (own) transformation instead of passive expectations. 
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Employee trust in stakeholders:  
A leap of faith and commitment in equal measure  
Large transformation processes require decisions in management, in the committees of the works 
council and regarding framework conditions in politics. When it comes to more than incremental 
change, namely strategic directional decisions whose success or failure may not become apparent 
until years later, these decision-making levels are under greater pressure on the one hand and have 
less clear coordinate systems available for their decisions on the other. Employees have a say in co-
determination, but – as in politics in general – not always directly and often only through indirect and 
long-term procedures, which can also give the feeling that they have no individual influence at all. At 
the latest when other possibilities of influence or control are de facto blocked, the question of trust in 
those who decide becomes all the more important. Do employees trust that the relevant decision-
making levels follow the right strategies and make the right decisions? The content of this was 
queried for a) strategically and economically correct decisions and b) for decisions about job security 
and/or further training, each for the three levels of management, works council and politics (see → 
AQ2030, Chapter 4.4).  

 

Figure 2: Trust in decision-making levels 

Overall, Figure 2 draws a positive picture on management and the works council: the more or very 
optimistic assessments on both topics are well over half. Conversely, the very or rather pessimistic 
assessments are consistently significantly lower, are always and sometimes well below 20 percent. 
However, there are also differences: management is trusted more in the economic sector than in the 
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works council and this in turn more in the areas of job security/further training, and trust in politics is 
significantly lower than in management or the works council. 

Overall, therefore, a predominantly very positive picture. Experiencing and coping with change is one 
thing, trusting the transformation strategies of the various decision-making levels is another; these 
data show that employees' trust in economic competence and in terms of job security and further 
training vis-à-vis management and the works council is quite high across the board. Trust in the poli-
tical decision-making level, on the other hand, is significantly lower, it is – as statements in the quali-
tative surveys also show – less in the focus of the subjective transformation experience and is hardly 
perceived as a “helping” or relevant instance. 

The answers to several questions regarding future assessments – on the left, those for products (or 
brand), plant/location, group and the automotive industry in Germany as a whole can be found in Fi-
gure 3. On the right there are two assessments for the change in one's own work content and the se-
curity of one's own workplace.  

 

Figure 3: Future assessments by sample   

Figure 3 shows that respondents see the future of the industry as a whole as the least positive: 18 
percent are rather/very pessimistic about the future and 45 percent rather/very optimistic. This in 
itself also shows a very positive mood, but still more negative than the assessments for the own 
Group (71 percent optimistic), the own plant (62 percent optimistic) and brand/product (64 percent 
optimistic).  
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The personal assessments of the future of work content are also very positive at 59 percent and the 
security of one's own workplace at 65 percent (both for rather/very optimistic) and, above all, signifi-
cantly more positive than the assessment of the future of the industry as a whole. 

In transformative times, however, the predominantly positive picture of trust in the company players 
and the assessment of the future from the Group to one's own workplace are not a matter of course – 
this is also shown by the not inconsiderable values in the middle (partly/partly). Trust in the decision-
making levels and in the future must be won and established again and again. These predominantly 
positive assessments are therefore both feedback and assignment.  

This overwhelming trust in the decision-making ability of corporate management and co-determina-
tion compensates for some of the uncertainty of the transformation processes. The individual, retro-
spective descriptions of the transformation experience (→ AQ2030, Chapter 6) show that the pre-
vious achievements and investments on the part of companies and co-determination in a successful 
transformation are certainly seen by the employees. The fact that the respondents systematically 
assess their future prospects as part of Volkswagen better than the situation of the automotive indus-
try as a whole is also to be seen as a leap of faith for management and works councils, which is ne-
cessary to bridge disruptive phases – but must be worked out again and again. 

Change as normality: Ideal starting point for the current transformation 

Even if the dimensions and dynamics of the dual transformation are of their own quality: in terms of 
content, the change to a technically changed world is perceived as a known normality, so to speak, 
and not as the great caesura, because “you always have to make friends with the product you make” 
– that would be nothing else, as if you were to switch from the “camshaft to the connecting rod and 
into the crankshaft, “you have to “first make friends with” so an interviewee of the Challenged Stars. 
As already said, the fact that on the one hand the work is constantly changing and on the other hand 
that many tasks – albeit in a strongly changed context – remain very the same is an experience often 
described in the interviews of the production-related case studies. Both transformation directions 
are experienced and described again and again and sometimes simultaneously. And from this per-
spective, the current or expected transformation of one's own workplace is also partly classified as 
unspectacular change, according to another interviewee of the Challenged Stars: “So the work beco-
mes different, the work does not fall away. The work will just change. So, there will just be a tur-
naround, that those who do the work now are more likely to keep the processes alive, to respond to 
disturbances, that it just shifts in this direction.”  

The mobility of the workforce, which is documented above regarding to job changes and further train-
ing, is confirmed here: The continuous further development of technologies in the automotive sector 
socializes employees in their professional activities as actors capable of change and design in pro-
ductive events. The awareness of the need to keep one's own competencies at least up to date, to 
realign oneself for the future if necessary and to contribute the previous competencies and experi-
ence to other parts of the company is, so to speak, part of Volkswagen's DNA. This basic attitude is 
also reflected in the broad acceptance and even desirability of a more comprehensive digitization 
that supports one's own job tasks and requirements well (on the different digitization experiences 
and expectations → AQ2030, Chapter 5).  
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What is perceived as new, transformative, or disruptive is strongly influenced by the state of digitiza-
tion that is already lived as a matter of course – sometimes so self-evident that this is not even 
thought of in connection with the terms of digitization or transformation or is thus addressed in the 
interviews.  

A great willingness to change in further training and job changes can be found, among other things, in 
those areas that are usually assumed to be lagging digitization. While the digitization discourse usu-
ally assumes that digitization is faster and more disruptive than employees would like, the interviews 
also contain numerous contrary assessments, namely the desire for newer and better supportive dig-
itization in one's own workplace. 

The difficulties of transformation are more evident in concrete doing, especially when an area with sev-
eral hundred employees is completely transformed. For example, those involved have reported what 
was completely underestimated at the beginning: to ensure the still ongoing processes in the transfor-
mation area, while at the same time not wanting to deny employees the individual transformation op-
portunities. An important premise for the direct superiors is usually: “If a very, very good employee has 
really received a really good offer, he has not been kept,” is the assessment of an interviewee in the 
Cluster Masters of Transition.  

This willingness is also experienced when the change of an employee leads to bottlenecks in the previ-
ous department: “Because you have simply accompanied this whole path of this transformation and 
you knew that you would not let him go now, he would not get the job he deserves” (ibid.). Only “so in 
the middle of the transformation process” does the idea arise to agree on a core team list: “Core team 
list means that we have looked at which really good employees we need until the end, but not only 
good ones, but also, I say, the pearls that no longer shine so brightly.” For these employees, a concept 
is developed, a “pamphlet” as expressed by a person in the Insight workshop, in which the respective 
transformation wishes of the employees were recorded and this was signed by all those involved in the 
plant management, “that exactly this employee gets exactly this job” (ibid.). Even if, as in many cases, it 
is possible to create new perspectives that are individually perceived as good and fit for the future, 
which some see as a “stroke of luck” – the farewell to the old team and the partial devaluation of previ-
ous expertise and experience as well as recurring uncertainties over the entire length of the entire 
transformation process are often accompanied by emotional stress.  

Basically, the company offers various opportunities for networking and exchanging ideas about work 
opportunities (e.g., “cafés”) – but the uncertainty that can also be associated with major change pro-
cesses is only partially absorbed: “Maybe no one can say that at all, how long will we still need these 
jobs in which we are currently sitting? That's just the uncertainty that still drives us”, as an in-
terviewee of the Challenged Stars describes it. Employees even have a certain degree of understand-
ing that a transformation of this magnitude inevitably entails open questions and unclear develop-
ments that cannot be clarified ad hoc by management. Nevertheless, it is important to them that 
enough orientation is offered so as not to maneuver themselves ‘accidentally’ into a professional 
dead end. For employees, the central challenge of the transformation is that they can no longer as-
sess future developments as well as before, so that their own career orientation and planning will be 
significantly more difficult, but a reorientation will be inevitable for many. 
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The change in technologies and the adaptation to changing conditions in the automotive industry has 
always been the norm for the workforce to a certain extent. This is accompanied by the fundamental 
willingness to change in the course of a transformation through further training, job changes or “on 
the job”. But this also requires the appropriate framework conditions. 

In the sense of a successful transformation, this willingness also needs orientation on the part of the 
organization and ongoing support, as the individual transformation on the part of the employees can 
be accompanied by high personal costs. The core challenge is to give employees the right impulses 
for a sustainable personal transformation/further development right from the start in order to gene-
rate a corresponding return on transformation costs for both companies and the workforce – where-
by costs and returns do not include only the monetary. 

Highlights transformation resources:  
Dealing with change, complexity, and uncertainties  
Digital transformation is not falling from the sky but must be brought “onto the streets” by the 
workers. Employees who have so far often had to deal with change, complexity and uncertainties in 
their workplace are particularly well prepared to cope with a more disruptive change. This bundle of 
competences is referred to as “Labouring Capacity” (Pfeiffer/Suphan 2020; Pfeiffer 2018).  

The variables used are located at the task level and describe requirements in the dimensions: change 
(increase in structural complexity), (situational) complexity and (situational) imponderables as well 
as relevance of experiential knowledge. The index assumes values between 0 and 1, where 0 stands 
for a very low and 1 for a very strong handling of change, complexity, and imponderables.  

Measured are the requirements of the workplace, the complementary competencies of employees 
develop in dealing with these requirements. In other words, humans themselves could always deal 
confidently with change, imponderables, and complexity - if the holistic nature of the work task lay-
out, corresponding scope for autonomy and sufficient training time were given (see LCI and context 
resources regarding Artificial Intelligence → AQ2030, Chapter 8). The following representation in the 
form of boxplots shows - almost like a top view of the distribution curve - the position and dispersion 
of the mean values. 

Figure 4 shows that the very employees who are often prematurely accused of being incapable of 
change, do cope with change on a daily basis, and have developed the according competencies. As a 
reminder, the index not only measures situational complexity, but also the increase in structural 
complexity - which is a typical phenomenon of transformative processes. Correspondingly high LCI 
values do not mean that all the skills and abilities needed for specific job requirements in the context 
of dual transformation and its implementation have been developed. But - and this is an underesti-
mated resource - they show that employees are already dealing with change, complexity, and impon-
derables to an above–average extent.  
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Figure 4: Labouring Capacity Index – Dealing with change, complexity and imponderables 

The potential to shape the transformation is therefore strong in all three transformation clusters. La-
bour capacity develops in dealing with the requirements in work. That is why it is both an expression 
of and a prerequisite for transformation processes.  

The extent to which the Volkswagen workforce already deals with change, complexity and impon-
derables in the workplace today is measured by the study using the so-called Work Capacity Index 
(LCI). This shows very high index values for all Volkswagen employee groups – also compared to the 
industry (without figure), i.e., the requirements for dealing with change, complexity and impon-
derables are already very high. Conversely, this means that dealing with this uncertainty, which is 
characteristic of the transformation is in particular learned and lived practice and in times of “acute” 
transformation proves to be a valuable but often underestimated resource that is not systematically 
included in its design. 
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Highlights transformation readiness:  
Motivation and hurdles for further training 

Content-driven change motivation drives one's own transformation  
Getting involved in longer training in adult life or “transforming” into another workplace is accompa-
nied by a variety of expectations and wishes or even conditions. Based on the qualitative surveys, 
nine variables were developed that query the expectations of employees regarding to the effects of 
continuing training or largely similar for internal job changes. A first important piece of information in 
continuing education is the preferences for length and time structure in relation to working hours: 25 
percent prefer a part-time model; 47 percent prefer full-time offers – whereby the proportions de-
crease with increasing length: only 6 percent want full-time training that lasts one year or more; 28 
percent do not name any preferences (Figure 5 upper bar chart).  

 

Figure 5: Expectations of continuing training and job changes 

Figure 5 shows a more content-related than instrumental attitude to the topic of continuing educati-
on: the three highest values of important or very important can be found with 97 percent for “Content 
according to interests/inclinations” and with 95 percent each for “Learning new” and 92 percent for 
“Job with a future”. Despite this strong content orientation, the respondents consider the “change in 
an appealing department” with 82 percent and “more interesting work” with 87 percent somewhat 
less important – possibly an indication that the current position is already perceived as appealing and 
interesting. The two highest values for "less important" and “not important at all” can be found clear-
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ly and by a clear margin with a higher status with management responsibility – 64 percent see this as 
a less important or not at all important outcome of further training activities. More money as a goal of 
further education is anything but unimportant to the respondents (28 percent: very important, 39 
percent important), but reaches the second highest values at the other end: 32 percent do not find 
this important. Figure 5 does not show that employees in the direct sector (8 percent in the sample) 
are very interested in a future-oriented job with 66 percent.  

When changing jobs, good geographical accessibility at a new location is a very clearly important cri-
terion: only 8 percent say they do not attach importance to it. Otherwise, there are largely similar pat-
terns of expectations when changing jobs as in the case of continuing training. However, the status-
related effects seem to be a more important motivator here than in continuing education: 89 percent 
have a financially positive effect (very) important when changing jobs and 61 percent aspire to a posi-
tion with management responsibility. These are much more pronounced drives than in continuing 
education. However, the expectations of money and status are not associated with a trade-off with 
content-related expectations: future viability and an interesting job that matches one's own inclina-
tions achieves similarly high demands as in further education.  

The expectations of further training and job changes are predominantly content driven in the sense of 
an intrinsic motivation to deal with content, interests, and new things. In contrast to the classic in-
centives such as management responsibility and more income, the focus is thus on a future “return” 
as the high values for the question “Job with a future”. Overall, the results indicate that the transfor-
mation readiness is fed by motives that fit the transformation requirements and does not focus on a 
short-term realization of status advantages. Interpreted positively, even more complex, and lengthy 
transformation processes can be designed well, even if changes do not yet generate visible added 
value for the workforce in the short term. 

Hurdles for re-/upskilling: Living environment and information needs 
Despite the pronounced transformation readiness of employees, there can always be individual hur-
dles to not or only hesitantly engage in longer training paths, at least at the current time. Empiricism 
shows the highest values among respondents who do not seek change through further training be-
cause they are satisfied with their current team or current job: 31 percent perceive their current work 
as so good that they do not intend to further training and for 27 percent the team is the – in this case 
positive – hurdle for further education (without figure). These are anything but low values and they 
show that there are also positive reasons in the current work situation that – at least for the moment 
– speak against further training and not only – as is also often assumed – fears and negative feelings 
regarding the further education itself.  

And another lever for training motivation is becoming more visible in a comparison of the three trans-
formation clusters: Interestingly, the support of superiors is rated as the most uncertain at 20 per-
cent, while the Changing Champions with 17 percent and the Challenged Stars with 12 percent each 
feel more secure of this support (without figure). Perhaps this has to do with an observation that can 
also be found again and again in the qualitative surveys: The contradiction that the often most effi-
cient and motivated employees are also the ones who are most likely to engage in further training (or 
job changes), which leads or could lead to a change from the department of origin. Here, benevolent 
superiors are also in a dilemma: If they support the employees who are particularly valuable to them 
in the direction of further training and promotion, they take the best away from themselves.  
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Figure 6 gives an overview of more individual and personal hurdles for further training. Overall, the 
time factor is the most striking factor: 38 percent lack the time for further training, because the nec-
essary time expenditure in addition to the job and the requirements of family and/or leisure activities 
currently stands in the way of a larger further education.  

 

Figure 6: Personal barriers to continuing training 

Above all, those who can or have to take less account of private living circumstances have embarked 
on the path of further education. There are also numerous statements in the interviews – especially 
at the Masters of Transition, who have embarked on a transformation path or had to get involved and 
therefore have concrete considerations and burdens regarding to work-life-balance behind them.  

In the lower bar chart in Figure 6, with the second-highest value of 22 percent, there is also a topic 
that addresses company and political scope: More than a fifth of those surveyed are undecided which 
further training would be the right one for them. Obviously, the need for good consulting services tai-
lored to the specific and individual situation for one's own further training is not sufficiently covered 
here. From the qualitative part of this study, this can be underpinned by two worlds of justification: 
On the one hand, there is the unanswered question – for more than one fifth of respondents – as to 
what the future-oriented step in continuing education could be in terms of content, and on the other 
hand, there is a rather structural lack of information with regard to existing offerings. These are two 
dimensions of information deficit: 

• On the one hand, a systematic, transformation-related problem becomes apparent (due to a 
fundamentally and well-known unclear future in a disruptively changing world of work, even 
with relevant specialist expertise), which above all leaves the “what” of the content open. 
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Attractive and low-threshold, discursive formats between actors from vocational education 
and training, HR, works councils and a science willing to transfer as well as offers to reflect 
on experienced and anticipated change for employees are certainly helpful here. 

• On the other hand, it is more about weighing up perspectives based on the individual em-
ployment and career development and with regard to an increasingly differentiated subject of 
continuing education offers. Classic advisory services can react to this from a company, labor 
market regional or professional perspective. 

The fact that the supposed non-information of the employees has more to do with the inner quality of 
the transformation and less with individual difficulties to make themselves aware of existing informa-
tion is also suggested by the more detailed look at Figure 6 (bar graphics above): With 23 percent, the 
Changing Champions are somewhat more often unclear what the appropriate further training could 
be, but for the other two transformation clusters, the values are not much better at 19 percent each.  

Apart from the time restrictions and the uncertainty in the choice of the appropriate training or the 
physical-mental constitution, these figures also show that personal training hurdles are rather low on 
all topics closely related to the person – this does not justify a systematic limit for the transformation. 

Finally, it can be noted – and this ultimately applies to all the continuing training hurdles collected in 
the study and only partially presented here in their overall view – although continuing training deci-
sions can be promoted or made more difficult with appropriate company and labor market policy 
measures, influenced and channeled in terms of content – this will always have its limits, precisely 
because such decisions are embedded and to a very large extent shaped by  constellations which are 
subject to institutional design only to a limited extent. Instead of negating this and fighting in other 
fields, which can only ever represent a part of the decisive screws, it seems more promising to take 
these barriers seriously and to design measures from this perspective that also recognize and ad-
dress what is ultimately not influenceable – for example, in which further education formats support 
the compatibility of private living circumstances/work-life-learn-balance or systematically integrate 
contact with the previous team.  

In the context of the transformation at Volkswagen, the supposedly transformation-hindering, indivi-
dual training hurdles have no systematic character. If these are formulated by employees, they have 
predominantly positive connotations (e.g., no change desired because work/team is good) or address 
current private living circumstances hurdles. In view of transformation-related “normal” uncertain-
ties with regard to the appropriate and future-oriented continuing education offers, there is an orga-
nizational need for action with regard to more suitable exchange and individual reflection formats. 
The personal obstacles to further education regarding current living conditions (time for family, etc.) 
cannot be created by companies, works council or politics separately and alone. So that not the “eli-
mination” but the integration of these living circumstances must be the goal of successful transfor-
mation measures. 
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From the engine room back to the lookout:  
gaining knowledge and classification  

Some highlights, some basic insights – summarized     
The core messages of the empirical results of this study are clear: There is a high readiness among 
employees to personal transformation in the form of job changes and further training. From the em-
ployees´ point of view, the current transformation process is linked in many respects to a change 
that has already been experienced as very dynamic – this perceived normality is expressed in both 
qualitative and quantitative data. Confidence in the future is quite high regarding the company's own 
group and its own products and is also much more positive than the future assessments of the indus-
try as a whole. There is widespread trust in company managers and works council, both in terms of 
economic decisions and decisions with regard to job security and further training prospects, while 
trust in politics on both topics is clearly lower.  

However, the majority views positive into the future and the equally pronounced trust in the opera-
tional decision-making levels and actors are not blank cheques. For example, the more pessimistic 
and undecided shares of the respondents are anything but residual variables and signal a clear one: 
“It depends.” Or in other words: Trust and positive views of the future are anything but self-runners 
in dynamic times of transformation but must be developed organizationally again and again.  

This “it depends” has nothing to do with a skepticism about technology or transformation or even 
fundamental fear. Fear of change, immobility and perseverance may be found in individual cases, but 
the data from all surveys in this study show a great transformation readiness – which can neverthe-
less be individually and in phases associated with worries and uncertainties. And which is often com-
bined with criticism of and productive ideas for concrete implementations as well as not always 
comprehensible organizational hurdles exposed.  

That is why one of the decisive courses of this study was so important: to leave the well-trodden paths 
of scientific prognosis and to dare to take a deep look into the engine room of transformation. However, 
because such an unprecedented transformation process does not already have its suitable organiza-
tional structures in its suitcase, so to speak, the paths (means: processes) for a bottom-up communica-
tion in the sense of a transformation improvement process need to be systematically created yet.  

At the same time, the expectations of digitization are thoroughly grounded, and we have long been 
aware of its limits and the importance of manual and non-digital processes. Serious and lived partici-
pation in the design and implementation of today's digitization are thus the best guarantee for accep-
tance for the digitization of tomorrow.  

A second central focus of this study was on the transformation resources of employees. Here, too, 
AQ2030 takes a different view than usual: instead of always assuming a deficit, the empirical search 
focused on overlooked, underestimated and only emerging resources in the transformation process, 
which can also be made fruitful in a targeted manner. One just has to recognize them, and in a world 
that often attaches competencies to the objectifiable – i.e., to grades or certificates – the informal, 
procedural, personal and experience-related contextual knowledge quickly loses sight of it. This is 
precisely why these resources are not so easy to map in figures. Based on qualitative data, it can be 
shown how versatile employees are and how much they not only cope with the hurdles associated 
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with the transformation, but also reduce them and thus design more transformation-appropriate pro-
cesses “on the fly”, so to speak, where the organization cannot yet map this.  

The ability to deal with change, imponderables and complexity are also informal and difficult to ob-
jectify skills. In the quantitative survey, this working capacity was mapped with an index and the fig-
ures confirm what is evident in the qualitative descriptions of the transformation experience: The 
transformation not only affects employees with high LCI values (working capacity index), it also de-
mands these skills and develops them – they are also particularly high in comparison to the industry 
– at Volkswagen, but also relatively evenly distributed across the three Transformation clusters. The 
informal resources for coping with the transformation are therefore not only there, but very highly 
pronounced. And this connection can be shown in a comparison of the experienced proximity to the 
current transformation technologies with the characteristics of the working capacity with hard data.  

In view of the uncertainties that exist due to the transformation regarding to the appropriate training 
paths, the transformation of technically specialized specialists into new areas should not only be ac-
companied by an HR perspective and a comparison of formal qualifications with supposed require-
ments. It could be systematically supplemented by engineering expertise that understands the ex-
pertise required at the component level and identifies similar requirements between the old and the 
new at this level. This job itself could in turn be both an employment perspective and a qualification 
option for elder and experienced engineering employees. Such a model of component-related com-
petence assessment could be passed on for the level of professionally trained and further trained 
specialists.  

Both in the workshops and in the other surveys, there is a very high transformation readiness and 
further educate. Basically, there is an awareness of the necessarily openness and indeterminacy of 
future developments in transformation. Even if digitization is not perceived per se as a threat to one's 
own workplace, there is uncertainty among some employees. In this respect, first of it is all a matter 
of taking the fears, evaluations, and misgivings of employees seriously and addressing the conse-
quences of organizational changes for the individual consequences that must be borne in each case. 

Quantitative results were collected on expectations of the effects of longer training or job changes and 
concrete individual training hurdles. A central message: Content-related and intrinsic motives strongly 
dominate from more instrumental ones such as more money or leadership position. Even the “escape” 
from shift work is not as consistently found as a driver for further training or job changes as often 
claimed. The most important barriers to the transformation readiness depend very strong on the cur-
rent living circumstances (family), which must be considered accordingly in any possible measures.  

Transformation in the making: Classification in the overall context  
“Transformation by Disaster” or “Transformation by Design” (Bormann et al. 2018: 5) – this is one of 
the questions that are often addressed to the automotive industry from the outside, be it through the 
media or science. This study would answer for the areas examined at Volkswagen: Transformation in 
the Making. Far away from disaster, but also to design only on sight. Without question, the Group has 
proclaimed a clear strategy that addresses the transformations of digitization and e-mobility dis-
cussed here in their context – which is factually hardly separable anyway. And in the empirical in-
sights of this study impressive design components were found: Everywhere is being transformed. But 
precisely because the whole thing is as comprehensive as it is profound; Precisely because breath-
taking speed and agility are required on the one hand and strategic thinking and organizational shak-
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ing on the other hand, some things also take time. Non-simultaneity is thus probably one of the pre-
dominant experiences in all processes that are not only change, but transformation. What has started 
to move is impressive: new products and business models; new and completely changing locations; 
painful farewells to areas with tradition and full of lived producer pride, such as in the field of plastics 
technology; the emergence and constant restructuring of ever larger software areas; Start-up feeling 
and pair programming meet large corporate structures; a subject of competence, personnel and or-
ganizational development measures that can hardly be catalogued; highly innovative qualification 
pathways such as Faculty 73 or École 42; Billions are invested in technology, millions in the upskilling 
(further training in an existing position) and reskilling (retraining to a new job) of the employees; 
thousands of employees undergoing digital training; a doubling of qualification costs in a short time; 
new qualification paths (e.g. electrician or electric traction) and contents (e.g. cybersecurity, electro-
static discharge) – etc. etc. This list goes on and on.  

It would not be a transformative quality if all the necessary competencies for the future, which was 
assumed to be so different, were already there. And it would be amazing that people would not hesi-
tate and procrastinate instead of running right away, if – which is also the essence of transformation 
– the goal is only vague, and the exact path is still unknown. In this respect, the scientific and media 
reflex to focus on tomorrow instead of today and on problems instead of resources is more than 
comprehensible – but only partially helpful for the current management and the design of the trans-
formation. This also requires a look into the here and now (transformation experience), at the poten-
tial of the employees (transformation resources) and at the necessary conditions to bring them in 
(transformation readiness).  

This excerpt from the first presentation of AQ2030 results – like the study itself – is also intended for 
those who are in the middle of the transformation and who are currently not helped by more comple-
te analyses that will only be available in a few years. This snapshot from the engine room of the trans-
formation is primarily dedicated to those who are not only in this engine room, but also rebuild and 
shape it: the people within the Group and the industry. 
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