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Abstract	
Mindset has been researched extensively in non-organizational context (Grant & Dweck, 2003; 

Dweck, 2017; Fraser, 2018). Recent organizational studies (Kane et al. 2017, 2019), based on 

managerial perspectives, showing mindset as a core determinant of success in organizational digital 

transformation (DT), does not address how mindset affects DT and digital maturity. Moreover, 

though Works Councils could be important stakeholders in value creation through participation in 

strategic decision-making, corporate governance and organizational performance (Goodijk, 2000, 

2002; Looise and Drucker, 2003; Wigboldus et al., 2008), the role of the Works Councils in value 

creation in organizational DT has not been explored. Therefore, we address the following research 

question: How do mindsets of the Works Councils affect the organizational digital transformative 

process to attain digital maturity in the Works Councils and how does it influence the position of 

the Works Councils as a stakeholder in value creation in organizational DT? Through conducting 

and analyzing 14 interviews from Works Councils members and consultants, it was found that 

growth mindset in the Works Councils aids organizational DT thereby promoting their own digital 

maturity. Fixed mindset, in contrary, shows inertness towards organizational DT thereby limiting 

the digital maturity of the Works Councils. Moreover, external factors like management support 

promotes growth mindset and results in positive outcome.  

The main contributions of this study are: first, its exploratory research approach allows to show 

how mindset affects digital transformation and digital maturity in an organizational context, also 

from a non-managerial perspective (cf. Grant & Dweck, 2003; Dweck, 2017; Fraser, 2018; Kane 

et al. 2017, 2019). Second, it demonstrates Works Councils as an important stakeholder in value 

creation in organizational DT (cf. Goodijk, 2000, 2002; Looise and Drucker, 2003; Wigboldus et 

al., 2008). Thus, it expands on the literature on mindset, organizational DT, digital maturity, 

stakeholder value creation and Works Councils.  

 
 

 

Keywords: mindset, organizational digital transformation (DT), digital maturity, stakeholder, value creation, Works 

Councils 
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1. Introduction	
“If people lack the right mindset to change and the current organizational practices are flawed, 
DT [digital transformation] will simply magnify those flaws”.                    (Tabrizi et al., 2019: 2) 
 
 

Digital Maturity is ‘the status of a company’s digital transformation’ (Chanias & Hess, 2016: 4). 

Digital Transformation (DT), and the fourth industrial revolution have been sweeping the way we 

live and do business (Philbeck & Davis, 2019; Bahrin et al., 2016). With the state-of-the-art 

emerging technologies like cloud computing, machine learning, artificial intelligence, big data 

analysis, data driven decision-making and agile working industries across sectors are evolving at a 

fast pace (Zong et al., 2017; Bounfour, 2016; Park, 2016). Digitization drives better company 

performance and efficiency, time and cost savings, better decision-making capabilities, increased 

revenues at the organizational level while improving individual performance and job satisfaction 

(Porter & Heppelmann, 2015; Iansiti & Lakhani, 2014; Sjödin, 2018). Though the necessity for 

incorporating intelligent automation is being increasingly comprehended, most organizations 

struggle to utilize the full potential of new digital technologies and realize clear business benefits 

(Fitzgerald et al., 2013; Kane, et al. 2015). Often the intended strategies lead to unintended 

outcomes leading to disruption. This is because we fail to realize that ‘Digital Transformation is 

not (only) about technology’ (Kohnke, 2017; Kane et al., 2019) but the digital strategy and 

technologies might not be aligned to the company’s intangible asset landscape.  The reasons behind 

could be that the organizational culture is not amenable to change, lack of capitalizing human 

potential impeding effective digital transformation and inability to adopt an experimentation 

mindset (Fitzgerald et al., 2013; Gottlieb & Willmott, 2014; Kane et al., 2017, 2019).  

 

Digitization, at the company level, has caused business reorganizing and restructuring processes 

significantly impacting workplaces, working conditions and jobs leading to more unequal 

economies and societies (Brynjolfsson & McAfee, 2011). Digitization could make standard routine 

jobs irrelevant leading to major disruptions if individuals and organizations are not prepared in line 

with the technological advancement. Hirt and Willmott (2014: 8) cautions about the pace of change 

at which the business models are ‘relentlessly evolving’ that might result in stress and burnout of 

initiative fatigue (Palmer, 2010: 158). Moreover, digitization increases working hours, worsens 
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work-life balance as well as further polarize low and high skill workers in the labor market (Berger 

& Frey, 2016; Groen et al., 2017; Voss & Hannah, 2018). Recent EWC Report (2019) shows that 

the positive opportunities presented by digitization- such as flexible working hours, autonomy, less 

repetitive work or new job opportunities needs to be shaped proactively with active engagement of 

the employees through proper rules and regulations. Hence, there is an urgent need for the Works 

Councils to co-shape fair digital change and avoid risks to capitalize the full potential of digital 

opportunities. One could therefore argue that more empirical research is needed to study the 

emerging role of the Works Councils, as a critical internal stakeholder, to co-evolve with the 

organization in realizing its digital ambitions. 

 

We see several limitations in existing literature. Firstly, recent large survey-based executive studies 

developed from a managerial perspective by Kane et al. (2017, 2019) depicts mindset as a core 

determinant of success in organizational DT and attainment of digital maturity. However, to our 

knowledge, there are no studies providing deep understanding on how mindset affects 

organizational DT using primarily a qualitative approach. It is important to recognize the state of 

mindset, which would construct the individual and social cognitive framework in which the 

individual and groups processes information and acts.  Moreover, extensive academic research on 

mindset has been carried on in students but not in an organizational context (Grant & Dweck, 2003; 

Dweck, 2017; Fraser, 2018). In addition, though Vial (2019) reviews the recent research status in 

the field of digital transformation, academic research on digital maturity is in its nascent stage 

(Remane et al., 2017). Therefore, one of the academic research opportunities is on the ‘integration 

of mature workforce and change in established mindsets’ (Gudergan & Mugge, 2017: 9) and its 

relation to organizational DT and digital maturity. 

 

Secondly, Works Councils could be valuable stakeholders in strategic decision-making, corporate 

governance and organizational performance while support from the Works Councils during major 

changes enables smoother and faster implementations (Goodijk, 2000, 2002; Looise and Drucker, 

2003; Wigboldus et al., 2008). However, there has been a gap in the literature on the Works 

Councils as a stakeholder in value-creation in organizational DT.  
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Thirdly, Works Council is an essential part of the modern organization which is a complex dynamic 

system with multiple interacting elements within it (McElroy, 2000; McKenzie & James, 2004; 

Amagoh, 2008). The literature on DT has been build up mainly from the perspective of the 

protagonists of change. Sturdy emphasizes the necessity to legitimize ‘non-managerial voices’ in 

the change process (Sturdy et al, 2003: 660). It is therefore important to consider the Works Council 

and its interaction with other elements within the complex system in the evolution of organizational 

DT.  

 

To address the limitations of current research, this study aims to answer the following research 

question:  

How do mindsets of the Works Councils affect the organizational digital transformative process to 

attain digital maturity in the Works Councils and how does it influence the position of the Works 

Councils as a stakeholder in value creation in organizational DT?  

 

The main contributions of this study are: theoretically, first, it contributes to the academic literature 

describing how mindset affects digital transformation and digital maturity in an organizational 

context, from a non-managerial perspective (cf. Kane et al. 2017, 2019; Grant & Dweck, 2003; 

Dweck, 2017; Fraser, 2018). Second, it demonstrates Works Councils as stakeholder in value 

creation in organizational DT.  Thus, it fills up the gap in literature on the Works Councils as a 

stakeholder in value creation in organizational DT (cf. Goodijk, 2000, 2002; Looise and Drucker, 

2003; Wigboldus et al., 2008). Third it adds to the literature showing the interaction of the Works 

Council with other elements of the complex organizational system leading to emerging patterns in 

the evolution of organizational DT (McElroy, 2000; McKenzie & James, 2004; Amagoh, 2008; 

Jesse, 2018). Practically, first it presents digital maturity as a status-quo of the current state of 

affairs of the Works Councils in organizational DT. Second, it demonstrates that growth mindset 

in the Works Council promotes better preparedness for organizational DT leading to its own higher 

digital maturity level. Finally, it shows that active involvement of the Works Councils can aid in 

organizational digital ambitions. It is therefore an important point for management consideration 

for a successful organizational DT. 
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The structure of the study is as follows: First we describe the different conceptual constructs in the 

theoretical background. Second, we translate the main research question into methodical research 

design. Third section presents the findings of the study. Fourth, the final section is interpretive with 

discussions and conclusions. 
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2. Theoretical	Background	
2.1 Digitization – a transformative change towards digital maturity 
 
‘Digitization is surely a transformation journey- it has to permeate into business vision and 

strategy, mindset and action, culture and communication, process and capability’ (Zhu, 2015:10).  

Digital transformation falls under the category of second order change that is radical, ground-

breaking, often disruptive and discontinuous (Christensen & Overdorf, 2000, Coghlan & Rashford, 

2006) and results in organizational evolution (Jesse, 2018). Most industries and organizations 

struggle on how to embrace digital transformation and position it as a competitive advantage (Hess 

et al., 2016) resulting in differing levels of digital achievement. This leads to varying levels of 

maturity in an effort to develop as digital organizations (Kane et al., 2017, 2019).   

Digital Maturity is ‘the status of a company’s digital transformation’ (Chanias & Hess, 2016: 4). 

It describes what an organization has already achieved in the transformative process and how it 

systematically prepares to adapt to an increasingly digital environment to stay competitive.  

Framing digital maturity as the new competitive goal, Kane G.C., a professor at Boston College 

known for his work in this field, coined the term ‘digital maturity’ as a measure to assess digital 

transformation (Kane et al., 2017). “Digital Maturity” ‘is aligning an organization’s people, culture, 

structure and tasks to compete effectively by taking advantage of opportunities enabled by 

technological infrastructure, both inside and outside the organization’ (Rader, 2019: 29). Many 

other models also support this view with a core focus on culture and people in addition to 

technology and process (Gill & Vanboskirk, 2016; Schlaepfer et al., 2017; Gunsberg et al., 2018). 

To progress towards digital maturity organizations should ‘implement systemic changes in how 

they organize and develop workforces, spur workplace innovation, and cultivate digitally minded 

cultures and experiences’ (Kane et al., 2017: 3).  

 

2.2 Mindset for digital maturity 

Any transformation involves holistic changes that require a shift in the existing paradigm of our 

perception. We have internal mental frames or mindsets that processes and influences 

interpretations and expectations of the change (Morgan, 2006; Hatch & Cunlife, 2012). While 

individual cognition frames affect information gathering, analysis and interpretations, decision- 



 11 

making requires cognitive matching of the problem and the solution (Benford & Snow, 2000; 

Campbell, 2005) which is influenced by the social cognitive frame of the individuals (Kaplan, 

2008). Lawson & Price (2010) argue that to make change a success, it is essential to persuade 

individuals to change their mindsets to think in a different way about their roles and responsibilities 

and how they work. They claim that mindsets of people should be changed individually, in groups 

and eventually at the level of the organization leading to fundamentally changing the organizational 

culture.  

Digital transformation first requires shifting mindsets (Zhu, 2015) and developing the right mindset 

is crucial to prevent digital disruption (Matzler et al., 2018). Kane et al. (2016: 11) describes that 

the most important ‘employee skills that are the central to success in a digital workplace is a 

change-oriented mindset (e.g., willing to embrace change, be flexible, adaptable, and curious) 

(38%), followed by digital and technology literacy (27%), and strategic thinking (16%)’. Dweck 

(2006) categorizes individual mindsets as growth and fixed mindsets.  Fixed mindset is where 

individuals remain innate and perceives themselves as what they are cannot be changed. In contrast, 

individuals with growth mindset embrace setbacks and challenges as opportunities for learning and 

growth. Flexibility and openness are hallmarks of a growth mindset that enhances conceptual 

elasticity for reviewing the perception of conventional mental frames through learning. Growth 

mindset is positively related to motivation and behavioral outcome in students (Blackwell et al., 

2007; Yeager and Dweck, 2012). Studies have shown that fixed mindset could be modulated to a 

growth mindset that welcomes learning and behavioral changes (Grant & Dweck, 2003). It is 

therefore important to recognize the state of individual mindset as a necessary first step. Thus, as 

companies continue to progress in their digital journey, it is important to recognize that digital 

transformation is not about technology but ‘requires a corporate shift in mindset that companies of 

all sizes and sectors need to embrace to position themselves to successfully compete now and in 

the future’ (Kane et. al., 2015: 44). Therefore, he reckons one should ‘shift in your existing mindset 

before you can leverage digital technologies effectively’ (Kane et al., 2015: 40). 

 

2.3 Openness and preparedness for change  

An organization that values openness to change fosters a willingness to accept, implement, 

promote, and establish a change-oriented mindset, which is essential for mastering digital 

transformation (Hartl & Hess, 2017). Studies in organizational change literature have established 
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openness to change as an initial attitudinal response to change construed through willingness to 

accommodate, accept and support the change while being positive about the potential consequences 

of the change (Miller et al.,1994; Wanberg & Banas, 2000; Devos et al., 2007). At the individual 

levels, it constitutes of motivation, increased change related self-efficacy and self-resilience. 

According to Miller et al., (1994: 60) openness to change is a ‘necessary initial condition to a 

successful planned change’. Furthermore, openness to change depends on individual sense-making 

and the perceived personal impacts of the organizational change initiative (Weick et al., 2005; 

Bartunek et al., 2006; Maitlis & Sonenshein, 2010).  

In addition to increased information on the change, participation in the decision-making process 

enhances the openness to the change. Participation in decision-making reduces psychological strain 

of uncertainty and increases feeling of control (Bordia et al., 2004). Miller et al. (1994) emphasized 

that the quality of the received information for change rather than the information itself is an 

important determinant of an individual’s openness to change. The sense-giving by the change 

agents like the top and the middle management influences the receiver’s cognition, sense-making, 

openness to change and ultimately their actions (Gioia & Chittipeddi, 1991; Balogun and Johnson 

2005; Maitlis & Sonenshein, 2010). Thus, organizations could improve the likelihood of bringing 

about change by supporting employees early in the change initiative (Gigliotti et. al., 2019). 

Wanberg and Banas (2000) argue that a high level of openness to change is arguably critical in 

creating employee readiness for organizational change. Transformative change requires readiness 

for change in regards to technical, process, culture and people (Napier et. al., 2017) where the first 

two elements are easier to manage than the later because of their intangible nature, failure of which 

often leads to resistance (Hughes, 2010; Ford et.al., 2008; Ybema & Horvers, 2017). Studies have 

suggested that one of the primary determining factors of the success of a change implementation 

is the level of readiness among people where the change is implemented (Holt et al., 2007; 

Armenakis & Harris, 2009).  Readiness in change management literature has been centered around 

the concept of attitude and intention for change. Kotter (2008: 1) has emphasized on sense for 

urgency, while Armenakis et al. (1993) has combined readiness and urgency in a model proposing 

measures for an effective change. However, preparedness for change draws little attention in the 

change management literature. Preparedness falls mainly under the domain of literature of crisis 

management, where proactive involvement and action plans are part of the protocol (Fowler et al., 
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2007; Carmeli and Schaubroeck, 2008), beyond attitude and intention, thereby allowing planning 

and assessment of actions.  

In addition, a successful digital transformation also requires an organizational culture that is 

amenable to change (Fitzgerald et al., 2013). Therefore, it is important to ‘make sure the cultural soil 

had been made ready before planting the seeds of change’ to have a receptive environment for a 

cognitive and emotional acceptance of the change (Garvin & Roberto, 2005: 33). In the Delphi study, 

Hartl and Hess (2017) argues that a combination of clan and adhocracy cultural values of which 

flexibility is a key factor, are required to foster digital transformation. Therefore, the culture should 

embody tolerance towards failure, rely on trust, openness to change, willingness to learn with flexible 

mindset, complemented with proper training and development. 

 

2.4 Digital maturity, value creation and stakeholders 

A fundamental understanding of driving value through digital transformation leads to ‘digital 

maturation’ which requires a combination of transformative vision, careful governance and 

engagement with sufficient investment in new opportunities (Westerman et. al., 2011). Digital 

transformation involves changes in value creation in organizations to fully exploit the intended 

effects of digital technology usage (Matt et al., 2015). However, value creation through digital 

technology should not replace but rather complement human capabilities in the value-creation 

processes (Sjödin et al., 2018).  

Stakeholders are integral part of this value creation process and should be considered (Freeman, 

2010) to balance and thrive in the increasingly digital ecosystem (Weill & Woerner, 2015). 

Freeman (2010: 46), one of the founding fathers of the stakeholder approach, defines stakeholder 

in an organization as ‘any group or individual who can affect or is affected by the achievement of 

the organizations objectives’ and emphasizes the need of strategic long-term value creation of 

corporations through this approach. Post et al. (2002: 9) states that ‘the capacity of a firm to 

generate sustainable wealth over time, and hence its long-term value, is determined by its 

relationships with critical stakeholders’. Also, stakeholders have varying amounts of influence on 

firm performance (Bosse et al., 2009). whereby firms that manage their stakeholders well, enjoy 

higher firm performance (Donaldson & Preston, 1995).  
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2.5 Works Councils as stakeholders in digital maturity 

There is evidence that Works Councils could be an essential stakeholder in the corporate value 

creation (Wheeler, 1997). ‘The role of the Works Councils is not simply to be advised by 

management and listen, but to actively participate, through open deliberation, in seeking solutions 

for issues facing the company’ (Ottervanger & Pais, 1981: 400). Studies in the Netherlands 

demonstrates that Works Councils as an important stakeholder, could have influence on 

organizational performance both directly by adding new information and indirectly through 

employee attitudes and management behavior (Wigboldus et al., 2008; Berg et al., 2011). The 

major functions of the Dutch Work Councils are effective communication channels, influence in 

corporate decision-making and checking decisions. Under the stakeholder model, proper utilization 

of Works Councils leads to better and careful decisions by the management, increased employee 

support, better representation of employee interests and reduced power gap between management 

and employees. (Goodijk, 2002; Looise & Drucker, 2003). It is however concerning that even in 

the recent years, the position of the Works Councils is not optimal in many Dutch organizations. 

The Works Councils involvement as a stakeholder to influence corporate governance, encouraged 

by good governance and bottom-up participation, remains underutilized in the Netherlands. 

Research shows that a representative sample of Dutch employees and managers gave a 6.4 and a 

6.2 respectively on a scale of 1–10 for their satisfaction with the Works Councils (Nauta, 2015: 

110). Moreover, trust and relationship play an important role in the nature and outcome of the 

negotiations and management-Works Council consultations (Kerkhof et al., 2003). 

The EWC report 2019 emphasizes the necessity of redesigning the roles and responsibilities of 

Works Councils to counter the planned disappearance of low-added value tasks, remote working 

resulting in disrupting employer-employee relationship, exploitation of data by HRM processes 

resulting in discrimination and the need for employee on-job-learning and development. Besides it 

raises new, fundamental questions about protecting our privacy and the future of our jobs. In 

relation to recent digital developments, the contributions of the Works Councils in the Netherlands 

to aid organization digital transformation is not known, reflecting a general negligence and lack of 

awareness on the potential of their contribution as a critical stakeholder in organizational DT.   

Furthermore, Works Council is part of the modern organization which is a complex dynamic 

system with multiple interacting elements within it that tend to exhibit emergent properties 
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(McElroy, 2000; McKenzie & James, 2004; Amagoh, 2008). This means that it is important to 

consider the interaction of the Works Councils as an element in the complex organizational system 

and study the patterns that emerge due to collective behavior of the components of the system in 

the organizational digital evolution (Jesse, 2018).  

To fill up the gap in literature and further our understanding on the potential of the Works Councils 

as a critical stake holder in organizational DT, we have conducted an exploratory, semi-structured 

interview study. Therefore, we have chosen the Works Councils as the research context. We have 

focused on mindset of the Works Council members on organizational DT to understand its 

connection to digital maturity of the Works Councils and their evolution as a stakeholder in value 

creation in organizational digital ambitions.  The following sections outline the rationale of the 

chosen method of data collection and the analysis. 
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3. Research	Methods	
3.1 Research Design 

Mindset could be a primary detector for the intangible aspects of transformational change required 

in digital transformation that would determine the level of organizational digital maturity 

(Fitzgerald et al., 2013; Gottlieb & Willmott 2014; Kane et al., 2017, 2019; Tabrizi et al., 2019). 

This study therefore aims to explore and understand how the mindsets of individuals and groups 

influence successful digital transformation (DT), and the mindset needed to achieve digital 

maturity. Therefore, an explorative qualitative research design provides methodical fit and captures 

details, richness, and sensitivity to the context (Edmondson & McManus, 2007).   

 

3.2 Research Context 

To deal with the effects of organizational DT and its consequences (Zong et al., 2017; Christensen, 

& Overdorf, 2000) there is an urgent need to redefine the changing roles and responsibilities of the 

Works Councils (EWC report 2019). The current digital status of the Works Councils in the context 

of recent development of organizational DT has not been studied. Also, for the management, the 

opportunities for value-creation in organizational DT through inclusion of Works Councils have 

not been explored. Thus, the Works Councils of organizations has been selected as the research 

context.  

 

3.3 Data Collection 

Within the grounded theory study, purposeful sampling is used for the identification and selection 

of best suitable candidates to include Works Councils members and external stakeholders like 

consultants to the Works Councils, yielding in-depth understanding and insights rather than 

empirical generalizations (Patton, 2002). To gather a wider perspective, members of the Works 

Councils were selected for interviews from 4 different organizations.  Interviews were obtained 

from 5 members of the Works Council in Organization 1 (O1) operating in the financial sector; 3 

members each from organization 2 (O2) and organization 3 (O3) from the manufacturing sector; 

and one member from organization 4 (O4) operating in the public sector. O1 is composed of mostly 

office workers while O2 and O3 have both factory and office workers. O4 has both office and non-

office workers. Further details on the samples and their organization’s focus on employees are 
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presented in Table 1. Also, to add richness to the data, 2 external consultants have been interviewed 

to gather an ‘outsider perspective’ from their long experience of working as consultants to the 

Works Councils.  

 
Table 1: Samples 

 

 

Organization 

Organization’s 

ambition and focus 

2020-2025 

(from company 

website) 

 

 

Employee 

Composition 

 

 

Interviewee 

 

No. of years 

in the 

company/ in 

the Works 

Council 

 

 

Age 

(years)/ 

Gender 

Organization in 

Dutch financial 

sector (O1) 

Ambition 2025: Digital 

competencies in all 

positions. 

Includes focus on 

employees with open 

dialogue and 

strengthening digital 

competencies. 

Mostly office 

workers 

WCM1 20/4 57/Male 

WCM2 21/11 64/Female 

WCM3 

(secretory) 

11/11 58/Female 

WCM4 13/6 months 38/Female 

WCM5 

(Chairman) 

40/10 58/Male 

1st Organization in  

Dutch 

manufacturing 

sector (O2) 

Ambition 2020: 

Includes focus on 

human excellence 

in the company 

Factory & office 

workers 

WCM6 

(Chairman) 

40/15 62/Male 

WCM7 10/3 36/Female 

WCM8 

(secretory) 

12/6 47/Female 

2nd Organization in 

Dutch 

manufacturing 

sector (O3) 

Focus on sustainable 

employability in the 

company 

Factory & office 

workers 

WCM9 

(Chairman) 

39/10+ 56/Male 

WCM10 30/4 61/Male 

WCM 11 31/3 56/Male 

Dutch Public 

organization (O4) 

Ambition: 

Implementation plan 

2019-Participatory and 

digital 

Office workers & 

non-office 

workers 

WCM 12 30/10 55/Male 

Consulting Firm 

(Partners) 

Advising, training 

services to Works 

Councils 

 

- 

WCC 1 28/- 58/Male 

WCC 2 31/- 63/Male 
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Significant attention was given to design a semi-structured open-ended interview protocol based 

on central research question. Data has been collected by this interview protocol leading the 

discussions towards the research question with some degree of control (Neuman, 2000), 

complemented with additional response- based tailor-made questions allowing deep understanding 

of the gathered insights. However, taking advantage of the flexibility in interpretive research design 

in ‘the recognition that the interview questions must change with the progression of the research’ 

(Gioia et al., 2012: 20) the research question was modified during the research following the 

information that was received from the interviewees. Table 2 represents sample questions based on 

the main topics.  

Table 2: Standard Interview Questions 

Theme  Interview Questions 

Area of DT: AI/ Big 

data/Cyber security 

implementation/plan 

What new digital innovations or solutions your organization invested in over the 

past 5 years to enable digital business? 

Experience about 

organizational DT: 

How do you feel about it? Do you like it? How secured do you feel about your job 
in the new digital environment? 
 

Attitude towards 

organizational DT 

Do you think it is necessary/urgent?  

How enthusiastic is the Works Council for the organizational DT? 

Awareness about 

organizational DT and its 

consequences in the Works 

Councils 

Do you know about the digital strategy and implementation plans of the 

organization? 

Are you worried about something that the new change might bring in? 

Recognition of changing 

role and responsibilities in 

the Works Councils 

Do you think the Works Council has added responsibilities for DT in future? In 

what ways? 

Are there changes in the content of advice? 

Preparedness for DT in the 

Works Councils 

Do you think the Works Council need to prepare for organizational DT? 

How distributed is the digital knowledge and skills in the Works Council? 

Management attitude  How transparent is the management with the Works Council with regards to DT in 

the organization and the outcome on the employees? 
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3.4 Data Analysis 

After conducting and transcribing 14 interviews, analysis has been done in the software program 

ATLAS.ti (8.4.4) using a grounded theory approach (Gioia et al., 2012: 18). To execute the coding 

in a structured way and prevent bias, open coding has been used (Charmaz & Belgrave, 2015; 

Strauss & Corbin, 1998), further summarized by distinct codes (Myers 2009: 107). ATLAS.ti 

enabled structuring, refining and regrouping the codes to develop first order categories from single 

phrases by systematically comparing data to the codes and vice-versa. From initial data analysis of 

711 in-vivo codes, 547 were selected to develop first order category of codes under similar themes 

eg. ‘changing nature of jobs’. A more abstract second order theoretical sub-category of themes 

were then developed to build up a larger narrative (Gioia et al., 2012: 20). For instance, first-order 

similar themed codes like ‘changing nature of jobs’ and ‘legal and ethical compliance’ were 

combined in the sub-category ‘changing responsibilities of the Works Councils as a consequence 

of organizational DT’. The second order emerging themes were further distilled and developed, 

based on our data analysis and literature review, into categories to describe the observing 

phenomenon in our research. Therefore, for example, from the theme ‘changing responsibilities of 

the Works Councils as a consequence of organizational DT’ the final category emerged as ‘Works 

Councils as a stakeholder in value-creation in organizational DT’.   

Based on these first-order codes and (sub-) categories, we performed axial coding (Strauss & 

Corbin, 1990: 96) to interpret the relationship between the identified categories. This helped to 

identify the themes that influences the relationship between the categories. For instance, the 

influence of the ‘management’ and ‘organizational culture’ was observed on the categories 

‘mindset’ and ‘digital maturity’. 

Figure 1 represents the data structure thus obtained allowing us to configure our data visually, 

besides providing a graphic representation of how we progressed from raw data to terms and themes 

in conducting the analyses.  Based on the data structure a model is presented in Figure 2 to show 

the underlying phenomena, the relationship between the different (sub-) categories and influence 

of external factors in shaping the outcome.  
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4. Research	Findings	
Based on the categories identified in the data analysis, we propose a contextual model (Figure 2). 

This model allows us to demonstrate how mindset of the Works Council members affect the 

organizational transformative process which is related to the levels of digital maturity the Works 

Councils attain in the process and how it contributes to the value creation in organizational DT by 

the Work Councils as a stakeholder.  

Figure 1: First-order codes and (sub-) categories regarding the mindset and digital maturity in the Works Council 
and their stake-holding in value creation in organizational DT. 

 

Figure 2 integrates all our codes and presents the main themes derived from the data analysis. This 

chapter elaborately reviews each theme with a focus on the most discussed sub-categories per 

theme. The Tables in the next sections summarizes the key findings highlighting the major themes 

with illustrative quotes with their groundedness (the frequency with which they occurred in the 

interviews). The groundedness is classified into Work Council members (WCM) and external 

consultants to Work Councils (WCC). In addition, the groundedness was further classified based 
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on the organizations and grouped into two divisions -O1and O2, O3, O4, wherever appropriate. 

For simplicity’s sake, we only discuss the most often (maximum up to 5) grounded codes per 

category. It should be noted that the quotes function as an illustration for the specific organizations 

in the study. Some elaborate quotes supporting the above findings are presented in Quotes 

Summary (Appendix).  

Figure 2: Model showing the effect of growth and fixed mindsets in the Works Councils in attaining digital maturity 

and its influence on value creation as a stakeholder in organization DT 

 

 
 

4.1 Changing responsibilities of Work Councils for organizational DT  

Digital transformation at the organizational level causes business restructuring and reorganizing 

processes which have significant impact on workplaces, working conditions and the future of jobs 

besides raising new fundamental questions about protecting privacy (Brynjolfsson & McAfee, 

2011; EWC Report, 2019). We explore in this section the level of recognition of the changing roles 

and responsibilities of Works Councils under the changing circumstances of organizational DT 

among the Works Councils members. Table 3 below represents 1st order codes demonstrated by 

illustrative by quotes.  
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Table 3: Changing responsibilities of Work Councils for organizational DT  

Codes on changing 

responsibilities 

Groundedness Illustrative quote 

 Total WCM WCC 

Changing nature 

and shrinking of 

jobs 

42 36 6 “What we like to see as a Works Council is because of the 

changes in the work content, people [employees] would like to 

see that there is more internal rolling of jobs negotiated by the 

Works Council [with the management]”. WCM9 (O3) 

 

Legal compliance 

and ethics in 

organizational DT 

28 24 4 “We also had a discussion about the tracking systems on the 

company cars for engineers and they were not reported to the 

Works Council”. WCM10 (O3) 

 

Increasing 

responsibilities 

18 14 4 “as a Works Council, we are worried that everyone is not aware 

that they need to rescale and upscale to stay employable to be 

able to be work with the changes using digital systems. We are 

worried that we are not ready in time that it needs upscaling 

and rescaling and it need awareness for the employees”. 

WCM3 (O1) 

 

Request for advice 

on new subjects 

8 7 1 “IT department is now outsourced to an external company. The 

advice that we gave to the board of directors was based on a lot 

of points of attention that we discussed together with our 

external experts”.  WCM1 (O1) 

 

 

Table 3 shows that the most frequently discussed change in the responsibilities of the Works 

Councils as a consequence of organizational DT are: changing nature of jobs, legal compliance and 

ethics in digital transformation, increasing responsibilities and request for advice on new subjects.  

A shift towards digital working systems across organizations involves disappearing of manual jobs, 

new ways of working, changing functions and digital workplace leading to shrinking of jobs. One 

of the expectations of the employees was that the Works Council would negotiate internal rolling 

of jobs and flexible working with the management to minimize the impact of the changing nature 

of jobs on the employees triggered by DT. Next important discussion was about the large-scale 
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collection of data and sensitive personal and business information by the digital systems. The 

Works Councils functions as a major compliance body in the regards to DT but all relevant topics 

relating privacy and ethical issues arising from the usage of digital systems are not discussed with 

them. Therefore, the Works Councils have challenges ahead to resolve the ethical issues that comes 

along with the digital technologies, a concern raised also by the consultants. In addition, DT calls 

for re-visiting the responsibilities of the Works Councils and adapt to the changes needed for the 

new digital environment because “if you want to be a real partner in the discussion [with the 

management], you have to add value as a Works Council member” (WCC1). This also results in a 

shift from the traditional requests of advice to the Works Council from the management. Further 

quotes exemplifying the above findings are provided in the Appendix. 

 

4.2 Mindset and Openness of the Works Councils towards organizational DT  

Digital transformation requires change-orientated mindset (Kane et al., 2017, 2019) that is flexible, 

open, motivated, able to learn and adapt to change, which are the characteristics of a growth 

mindset (Dweck, 2006). Table 4 presents most frequently occurring themes on mindset and 

openness to change as: awareness on organizational DT and its consequences, sense-making and 

internal motivation. 
Table 4: Openness of the Works Councils towards organizational DT 

Codes on 
mindset and 
openness 

Groundedness Illustrative Quotes 

Total WCM WCC  

Awareness on 
organizational DT 
and its 
consequences 

57 17 
(O1) 

14 “As a chair of the [Works} Council, I know almost 

everything what is going on in the organization [about 

DT]. I see all the changes and I will be 

informed…[however] there are threats from DT and 

we [the Works Council] need to be vigilant all the time. 

But more will be in future. We have to see what comes 

up”. WCM5 (O1) 

 

“I honestly think that the Works Council is indeed 

behind in knowledge in what is happening and what 

kind of implications it can have….there will probably 

be several things set in motion [in organizational DT] 

and later we will realize that it needed to involve the 

 
 
 
 
 
 
 

26 
(O2, O3, O4) 
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 Works Council as well…the Works Council [also] 

doesn’t realize the speed of organizational DT, and 

that afterwards we have a look and see this is 

something we could have done better. And that is 

worrying. We are not really in control.”. WCM12 

(O4) 

 
Sense-making 

 
44 

 
18 

(O1) 

 
11 “In the Works Council, people are aware that the 

world is changing and we need another way of 

working that would be more digital”. WCM3 (O1) 

“We [the Works Council] don’t have a good idea of 

what that [DT] will bring in the company and on the 

employees. So, on these subjects our understanding is 

low”.  WCM10 (O3) 

15 
(O2, O3, O4) 

 

Internal 

motivation 

 

 
43 

 
31 

(O1) 

 
2 “It’s two things, the skills but also the urgency that 

they [individuals] have to make a change. They have 

to make a move. They have to do something their 

selves..[they need that] awareness, mindset, to 

recognize that it’s you who have to make the change. 

No one else can do it for you… I have the drive within 

me. I always want to know more. I want to know 

everything about some system or whatever I am 

working with. This is also because I cannot accept that 

I don’t know what I am working with”.  WCM2 (O1) 

“Most people in the Works Council are still in an old 

mindset and refuse to get out of that. We want to keep 

it the way we always did it. And that’s how we continue 

to do it,”. WCM12 (O4) 

 

 

10 
(O2, O3, O4) 

 

Our data indicates that the awareness on organizational DT varies among the Works Councils in 

the different sectors, being higher in the Works Council in the organization in the financial sector 

(O1) than that of the other sectors (O2, O3, O4). The following quote further exemplifies this 

finding: 
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“There is no vision on DT overall [in the Works Council]. There is of course cyber security in 

place but in respect to big data and AI, there is not much”. (WCM8, O2) 

 

However, there are huge concerns resonating among all the Works Council members and the 

consultants regarding the impact on jobs, loss of privacy, tracking, security, legal compliance and 

ethical issues as a consequence of DT (Appendix).  

A major factor that determines the openness towards change is the individual sense-making and 

the perceived personal impacts of the organizational change initiative (Weick et al., 2005; Bartunek 

et al., 2006; Maitlis and Sonenshein 2010).  Our findings indicate that the Works Council in O1 is 

positive on organizational DT where “the Works Council is open to [digital] change and 

transformation” (WCM5 O1). However, among the other Works Councils there is apprehension on 

the benefits that the change translates into echoing with the concerns of the consultants. This is 

further validated by illustrative quotes in the Appendix and in the following:  

 

“the realization that the world is going to change and what is needed for that and what we need to 

pay attention to, I don’t think all of that realization is there yet for everyone [in the Works 

Council]” WCM 12 (O4) 

“If the Works Council can work with the SharePoint, the work will be more efficient. If that 

influence the [management] decision-making, I am not sure.” WCM9 (O3)  

Growth mindset is positively related to motivation and behavioral outcome in students (Blackwell 

et al., 2007; Yeager & Dweck, 2012).  “Motivation is the most important thing for learning. If you 

are not motivated, you never will learn” (WCM11, O3). Our findings show that our cohort is largely 

self-motivated towards DT and emphasizes the need for internal motivation. However, it might not 

translate equally to all members of the Works Council specifically in the manufacturing sector, as 

“the members of the Works Council are mostly the operators of the factories” (WCM 9, O3) with 

low education level and digital interests. Interestingly in the public sector organization, it was 

observed that people with established mindsets are not willing to change. The following quotes 

elaborates the resemblance in the observations: 
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 “People should have an internal motivation to be fit for the work that they have to do, not from 

the physical but more from the mental point of view, that you are able to cope with a changing 

environment”. WCM1 (O1) 

“Only if they [Works Council members] have practical consequences, they go for the learning”. 

WCC2 

“If they [Works Council members] have to do it, they will do it but the motivation is not always 

coming from within”. WCM9 (O3) 

To conclude, the motivation and awareness about organizational “digital ambitions” is high among 

the members of the Works Councils in the organization operating in the financial sector (O1). They 

are positive and open about the organizational DT, representing a growth mindset among the 

members. However, low motivation, low awareness and poor understanding of organizational DT 

displays a fixed mindset among the members of other Works Councils (O2, O3, O4).   

 

4.3 Preparedness in the Works Councils for organizational DT  

Digital transformation requires preparedness (Kohnke, 2017) as the positive opportunities and 

challenges presented by digitization needs to be dealt proactively with active engagement of the 

Works Councils. We explore in this section the preparedness of the Works Councils for 

organizational DT.  
Table 5: Preparedness in the Works Councils for organizational DT 

Codes for 
preparedness 

Groundedness Illustrative quotes 

Total WCM WCC 
Capabilities to adapt 

to organizational DT 

51 33 
(O1) 

6 “All the members of the Works Council are very 

much able to adapt to the digital support they need 

for their work. So, they are coping with it”. WCM 3 

(O1) 

 
“I find it very difficult and I am not so comfortable 

with all these modern technologies…..I find it 

difficult in general because my colleagues are 

comfortable with cloud while I am not. So, I feel that 

I am lagging behind…over the years you lose control 

if you don’t know”. WCM8 (O2) 

12 
(O2, O3, O4) 
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Urgency for 
organizational DT 

49 16 
(O1) 

7 “The Works Council is very involved in DT at this 

moment. .. the Works Council knows very well what 

changes are going on, what will be needed in the 

coming years… we think of few scenarios on how we 

expect innovations to come, then we could prepare”. 

WCM3 (O1) 

“we are not yet in power to fully understand what is 

happening [in organizational DT] and what might 

possibly be happening, and we as Works Council 

will have to think about that …. in order to come with 

certain proposals, you have to be able to tell what’s 

currently happening. And I doubt whether that is 

happening… if the constructs with the Works 

Council are not yet fully developed, it will be difficult 

to be a discussion partner”.  WCM12 (O4) 

26 
(O2, O3, O4) 

Distribution of 

digital knowledge 

and skills 

 

26 8 
(O1) 

6 “Most of the people [in the Works Council] are 

digitally skilled. Only a few are less skilled”. WCM2 

(O1) 

 

“We are badly prepared... only a few members in the 

Works Council has good digital knowledge and 

skills. About 50% can work with the computers, let’s 

say more office related skills. 20% has more than 

average interest and skills in digital technologies. 

That means we have 50% have no skills that they are 

able to work with their private smart phones”. 

WCM10 (O3) 

 

12 
(O2, O3, O4) 

 

 ‘It all starts with urgency’ -Kotter (2008: 1). “As long as there is not an urgency, people don’t do 

anything” (WCM2, O1). Table 5 shows the most frequent themes that emerged for the level of 

preparedness were capabilities to adapt to organizational DT, urgency for organizational DT and 

the distribution of digital knowledge and skills. The following quote shows the concerns of a 

consultant on the level of preparedness of the Works Councils:  
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“Regarding Works Councils, they are not so much prepared on digitization…the Works Councils 

are very reactive and in that reactive response are primarily busy with the problems that DT gives 

for employees. it’s more about practical problems and practical consequences that they are 

addressing. They don’t have so much idea about next steps or the consequences of one plan over 

another for the future…I have seldom seen a digital transformation roadmap”. WCC1 

Our findings show Works Council in O1 is better prepared for organizational DT than that of the 

others (O2, O3, O4) with a better awareness of the organizational digital strategy and vision. They 

are more actively involved in the transformative process. Furthermore, the ability to cope with the 

change “depends on the level of education, age and how long they are employed in the company” 

(WCM3, O1). Also, one “needs to have additional knowledge to add value to the quality of a 

decision” (WCC1). The stronger digital skills and knowledge in the above Works Council makes 

the members more capable of adapting to the change and add value to their advice to the 

management. The other Works Councils, in contrast, are not very enthusiastic about the digital 

developments in their organizations and their activities are restricted to incident driven responses.  

In addition, low distribution of digital knowledge and skills leads to fear of inability to cope with 

the new environment creating low self-esteem and making people afraid of the change. The above 

observations are further corroborated by the following illustrative quotes: 

“So, it's [DT] slowly, slowly coming, too, to the agendas of the [Works] Council. But it's not very 

high on the agenda yet”. WCM6 (O2)  

 

“Most of the times the Works Council is not interested in this topic [DT] and certainly not actively 

involved. …the big data and AI are not in the agenda of the Works Council. …most of the members 

are not interested unless there is a specific complaint. Then there are certainly interests if the 

factory employees get a penalty and it is not fair, eg. how does a manager know that the person 

was not there? That is just by incident driven.”. WCM10 (O3) 

  

“What you see that the Works Council is trying to go for the digital topics, but for the 

implementation within the factories is not as easy as we would like to see it…..now even with your 

smart phones you can go digital within the Works Council. We do that but still it turns out that 



 29 

there is a difference between the guys who are used to using the computers and i-phones and those 

that don’t use them”.  WCM11 (O3) 

 

Therefore, we conclude that the preparedness for organizational DT is higher in the Works Council 

in the organization in the financial sector (O1) than those in the other sectors (O2, O3, O4).  

 

4.4 Influence of external factors on the Works Councils  

Works Council is part of the modern organization which is a complex dynamic system with 

multiple interacting elements within it that tend to exhibit emergent properties (McElroy, 2000; 

McKenzie & James, 2004; Amagoh, 2008). This means that patterns emerge due to collective 

behavior of the components of the system. Here we analyze the various dynamic interactions of 

the other elements that influences the openness and preparedness of the Works Councils in the 

digital transformative process.  

Table 6: Influence of external factors on the Works Councils  

Codes on 
influence of 
external factors 

Groundedness Illustrative quotes 
Total WCM WCC 

Management   

communication to 

the Works Council 

58 19 
(O1) 

11 “They tell us nearly everything. So, we get involved in 

all the things that are going around”. WCM5 (O1) 

 

“We [Works Council] get information according to 

what is needed by the law. Sometimes they [the 

management] will say it is not for the Works Councils.  

Sometimes they give information quite late. So, by that 

time decisions are already made and we cannot 

influence anymore”. WCM7 (O2) 

 

28 
(O2, O3, O4) 

Attitude of 

management 

board towards the 

Works Council 

35 9 
(O1) 

15 “The [Works] council is very involved with the process 

[digital transformation], we have meeting with the 

[management] board about the possibilities”. WCM5 

(O1) 
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11 
(O2, O3, O4) 

“For the company, the changes [digitization] are very 

normal. But we never discuss this in the Works 

Council…. something is already decided and 

afterwards we are given an update and it is already 

implemented”. WCM10 (O3) 

 
Management 

support in learning 

and development 

29 13 
(O1) 

5 “The top management is very active to ensure that 

people have the right knowledge and a good level of 

knowledge. They work towards their development…the 

organization has quite a big number of trainings, 

discussions, presentations and forums”. WCM4 (O1) 

 

“if you release a new software tool, the efficiency of 

this tool is not always utilized properly because there 

is no training [from the management] for example”. 

WCM9 (O3) 

 

11 
(O2, O3, O4) 

Attitude of the 
middle 
management 

29 19 10 “in practice sometimes, the managers at the middle 

levels are not really helping. Mostly the middle 

management is blocking [the Works Council] and not 

the board”. WCM 3 (O1) 

 

Organizational 
culture 

30 18 12 “That is the culture [in our organization] where at 

least 300 people are always opposite. They don’t want 

it [the change]”. WCM5 (O1) 

 

Table 6 shows the most frequently discussed themes that shapes openness and preparedness of the 

Works Councils for organizational DT.  They are: management communication to the Works 

Councils, the attitude of the management board towards the Works Councils, management support 

in learning and development, attitude of the middle management and the organizational culture. 

Studies in the Netherlands demonstrated that Works Councils, could have influence on 

organizational performance indirectly through attitude and behavior of the management (Berg et 

al., 2011). Lack of transparency and cooperation of the management to the Works Councils is a 

major concern raised by the consultants.  
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“A lot of companies don’t promote the Work Councils. They [the management] don’t give it any 

incentive. They hesitate to give information [on DT]. They are not cooperative… They feel the 

Works Council to be a restriction. They have to do it [inform] only because the law says it” WCC2 

Our findings indicate that the Works Council in the organization operating in the financial sector 

(O1) enjoys stronger support from the management board having an open attitude towards them 

where they have more voice. In contrast, the management boards in other organizations are often 

bureaucratic and conservative with low transparency and trust towards their Works Councils. Our 

findings indicate further that a conservative or liberal attitude of the management towards the 

Works Council corresponds to the quality of communication and flow of information from the 

management and their support for learning and development. Thus, with conservative boards, often 

information is withheld and is quite late when it is not possible anymore to influence the decision 

and is shared only to comply with the regulations. Moreover, bureaucracy often blocks initiatives 

taken by the Works Councils. In addition, there is less support for training and development.  

Furthermore, the perception of middle managers on the effectiveness of the Works Councils can 

influence the level of engagement of Works Council in strategic decision-making process (Berg et 

al., 2011; Nauta, 2015). Our findings indicate that in general, the Works Council members perceive 

the middle management as controlling who consider Works Councils as barriers and engages less 

with them, are apprehensive towards letting employees to work from home as well as manipulative 

and playing within internal political systems. Finally, overall the organizational culture is not open 

to experimentation, learning and acceptance of failures. Further support for the findings is provided 

in the Appendix.  
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5. Discussion	
The objective of this study was to provide in-depth insights into the mindset for organizational DT 

in the Works Councils. This enables further comprehension of their level of digital maturity and 

contribution as a stakeholder in value creation in organizational DT. Figure 2 illustrates the model 

that we have inductively grounded in our empirical material, where openness to organizational DT 

is followed by preparedness and represents the status of digital maturity. The model demonstrates 

that organizational DT leads to changing circumstances that requires re-visiting of the 

responsibilities of the Works Council as checkpoints in digital legal compliance and ethical issues 

and delivering quality advise on relevant digital issues and implementations. We also show that 

individual growth mindset constitutes of awareness, positive sense-making and intrinsic motivation 

of the Works Council members, in the organization in the financial sector, revealing openness to 

organizational DT. This displays a collective growth mindset in the Works Council facilitating 

better preparedness with a developing-stage of digital maturity, thus enhancing their stake in value 

creation in organizational DT. This is further facilitated by management support, amplifying the 

growth mindset in the Works Council in a positive feedback loop.    

Low awareness, low intrinsic motivation and fear, in contrary, shows inertness towards 

organizational DT in the other Works Councils. This resembles a collective fixed mindset resulting 

in inadequate preparedness, indicating an early-stage of digital maturity, rendering them neutral to 

value creation in the organization DT. In addition, low support from the management forms a 

negative feedback loop, further limiting their capacity. However, in general, a negative attitude of 

the middle management and close organizational culture is observed in all organizations in our 

study. In the following sections we discuss the theoretical and practical implications of our research 

and limitations and future possibilities.  

 

5.1 Theoretical Implications 

The research provides several contributions to the literature broadly in the fields of digital 

transformation and stakeholder mediated organizational value creation in management and 

organizational studies. Firstly, in contrast to earlier studies on growth mindset, carried mainly in 

non-organization context (cf. Grant & Dweck, 2003; Dweck, 2017; Fraser, 2018), our research 
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contributes to the literature of mindset in an organizational context. We demonstrate how growth 

mindset can stimulate positive outcome in organizational DT.  

Secondly, against the recent survey-based executive research reports, from managerial 

considerations (cf. Kane et al. 2017, 2019), our exploratory research approach allows us to provide 

a rich description of how mindset affects digital transformation and digital maturity. Our study thus 

adds to the academic literature on the topics of mindset, organizational DT and digital maturity 

which is still in its nascent phase (Remane et al. 2017; Vial, 2019). In addition, the research context 

in our case being the Works councils, it adds a non-managerial perspective to organizational DT 

literature.  Digital maturity aids us to assess the status-quo for the current state of affairs of the 

Works Councils in organizational DT. We demonstrate that a growth mindset leads to a higher 

digital maturity in the Works Councils.  Thus, this study reinforces the need for capitalizing human 

potential and adapting an experimentation mindset for effective digital transformation thereby 

facilitating to center digital maturity as a competitive goal (Fitzgerald et al., 2013; Gottlieb & 

Willmott, 2014; Tabrizi et al., 2019). 

 Thirdly, most organizations struggle to utilize the full potential of new digital technologies and 

realize clear business benefits (Fitzgerald et al., 2013). Our findings show that greater involvement 

of Works Councils enables better understanding of required regulatory compliances and ethical 

issues, besides providing quality advise in digital issues and implementations, thereby adding value 

as an important stakeholder in organizational DT.  This is in line with other studies showing that 

Works Councils could be valuable stakeholders in strategic decision-making, corporate governance 

and organizational performance while support from the Works Councils during major changes 

enables smoother and faster implementation (Goodijk, 2000, 2002; Looise & Drucker, 2003; 

Wigboldus et al., 2008). However, there has been a gap in the literature on the Works Councils in 

relation to organizational DT. This study fills this gap and highlights the contribution of the Works 

Councils in organizational DT. 

Finally, the Works Council is part of the modern organization which is a complex dynamic system 

with multiple interacting elements within it that tend to exhibit emergent properties (McElroy, 

2000; McKenzie & James, 2004; Amagoh, 2008; Jesse, 2018). In this study, we observe patterns 

emerging due to individual and collective behavior resulting from the interaction of different 

components of the system. Apart from the emergence of a growth mindset from an individual to a 
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collective level, in line with earlier studies (Kerkhof et al., 2003; Gigliotti et. al. 2019), we 

demonstrate that a good relationship with the management based on trust facilitates positive 

outcome in the Works Council in the organization in the financial sector. On the other hand, 

emergence of fixed individual to collective mindset causes limitations. Furthermore, in accordance 

with earlier studies, our findings show that the potential of the Works Council remains largely 

underutilized in the organizations in the manufacturing and the public sector due bureaucracy along 

with lack of transparency and support of the management (Looise & Drucker, 2003; Nauta, 2015; 

Berg et al., 2011). This forms a negative feedback loop limiting their capacity further. Thus, this 

study adds to the literature of complexity theory that focuses on how parts at a micro-level in a 

complex system affect emergent behavior and overall outcome at the macro-level. 

5.2 Practical Implications 

We offer several recommendations for the organizations. Firstly, we present a digital maturity 

model showing openness, representing a growth mindset to organizational DT, is followed by 

preparedness for the change, representing the status of digital maturity. These parameters can be 

used to assess the status-quo of organizations in digital transformation thereby enabling them to 

stimulate an action plan. More specifically, based on our study, we encourage the Works Councils 

to increase their openness towards organizational DT by raising awareness, motivation and positive 

sense-making.  Also, they should stress the urgency of DT among the members, prepare digital 

roadmap, prioritize their digital agenda, allocate specific budget for DT, undertake relevant training 

and participate in seminars and workshops to better prepare for the organizational DT. In addition, 

the Works Council should be aware of the weaknesses arising from differences in the level of 

education of the members and compensate this through complementary usage of knowledge and 

experience through specific work groups focusing on different issues on organizational DT.  

Secondly, studies have shown that fixed mindset could be modulated to a growth mindset that 

welcomes learning and behavioral changes (Grant & Dweck, 2003; Fraser, 2018). Therefore, 

mindset can be an intervention target to stimulate a shift from a fixed to a growth mindset which 

can be applied in a broader organizational context. Based on our study, we specifically encourage 

the Works Councils to stimulate growth mindset by raising awareness about organizational DT, 

encouraging learning and development and enabling positive sense-making among its members.  

Thirdly, this study provides scope for the management to recognize the value of engaging the 

Works Council as a partner in strategic decision-making and organizational performance in digital 
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transformation to realize the organizational digital ambitions. The management should be 

transparent about the digital strategy and implementation plans early and encourage participation 

of the Works Councils to promote better managerial decision-making and mobilize the employees 

for smoother and faster implementation of DT. In accordance with earlier studies (Miller et al. 

1994; Bordia et al., 2004), we encourage the management to provide quality communication to 

strengthen sense-making and reduce psychological strain of uncertainty in the Works Council 

members. The top management should also raise awareness among the middle managers about the 

necessity of fostering partnership with the Works Council for an effective DT. Thus, we encourage 

the management to manage the Works Councils well to achieve the organizational digital 

ambitions, as firms that manage their stakeholders well, enjoy higher firm performance (Donaldson 

& Preston, 1995). This should be effectively translated into the supportive, learning and 

experimenting organizational culture.  

Fourthly, two groups of Works Councils emerged from our study, one at an early and the other at 

a developing stage of digital maturity. We encourage the Works Councils in different organizations 

to create shared platforms, crosstalk and share the best practices.  

Finally, this study has been conducted at a time when the world has suddenly changed to digital 

workplace due to the COVID 19 pandemic. This study provides a thought for reflection on our 

preparedness and adaptability for a growing future digital world. 

 

5.3 Potential limitations and areas for future research 

It should be noted that there are limitations of this study. Although we aimed to develop a general 

theory, the study has weakness from the statistical generalizability as it is based on low number of 

organizations. The results are specific for the organizations in the study and cannot be generalized 

to the overall Dutch system and practices of the Works Councils. To close this gap, quantitative 

research spreading into the Works Councils over more organizations could be designed in future. 

Next, low numbers of interviewees, restricted to office workers in our study might not represent 

the average viewpoint. Future research could use larger sampling including non-office workers. 

Furthermore, the current study is based on a single time point. This limitation could be countered 

by targeting digital maturity and mindsets in longitudinal studies to measure the progress in a given 

context.  In addition, future research could use these targets in broader organizational context in 

digital transformation. Moreover, our study evaluates the status of the Works Councils in 
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organizational DT based on the perceived viewpoint of the members of the Works Councils.  It 

would be interesting to evaluate the contribution of the Works Councils in organizational DT from 

the management and the employee perspectives in future studies to get a holistic picture. Finally, 

the so-called triangle Board of Directors-Supervisory Board-Works Council in the Dutch 

organization system (Goodijk, 2002) also offers possibilities for further studies on the development 

of employee participation at the corporate level for organizational digital ambitions.   
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Appendix:	Quotes	Summary	 	
 

Sub-categories Codes Quotes 

Changing 
responsibilities of 
Works Councils 
as consequences 
of DT 

 

Changing nature 
of jobs  

“It turns out that they [employees] would have to do a very different 

job of what they used to do, that the demand is changing, that is 

something that not everyone sees and understands yet” WCM12 

(O4) 

“We have been involved [with the management] as the Works 

council during the new legislation, the privacy law [GDPR]”. 

WCM6 (O2) 

“We [Works Council] have also one of the sub committees are now 

preparing an initiative to get all employees to have access to a 

specific portal where they can log into and see their personal data. 

We have already discussed this with the board”. WCM9 (O3) 

“So we stimulated that in the Works Council to make it possible to 

work from home”. WCM7 (O2) 

“We as Works Council are now pushing that we want to continue 

with this best practice (working remotely) after the period of lock 

down [from COVID 19]”. WCM10 (O3) 

Legal compliance 

and ethics in 

digital 

transformation 

 

 

 

“They [the management] see DT as an operation excellence tool 

and not as something ethical or moral to discuss. The Works 

Councils are the guiding pillars of ethics and also about the 

assumptions behind the policies….the Works Council has to discuss 

that the management is not discriminating… but that is not 

happening now’. WCC2 

“A year ago or so, there was a discussion about saving the data of 

people, who and when is entering and leaving the building. We said 

from the Works Council [to the management] that it is against the 

law. You cannot do that’. WCM1 (O1) 
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Sub-categories Codes Quotes 

“We have the entry pass and as a Works Council we said that you 

can use the data to check who is in that building, also for emergency 

eg. in case of fire, you need to have that information. But you cannot 

use this information to the managers to check if people are late”. 

WCM3 (O1) 

Request for 

advice on new 

subjects 

“they are new types of request for advice [to the Works Council], 

eg. outsourcing for IT, outsourcing of finance, those are new topics 

which are fitted in an old format of the request for advice”. WCC1 

Openness to 

organizational 

DT 

Awareness on 

organizational 

DT and its 

consequences 

“The employees has to know that his/ her job will not be there 

because of the DT”. WCC2 

“One of the topics is to make the [digital] transformation 

throughout the organization. This means that this impacts all of the 

employees…..in coming days, for the changing ways of working for 

digitization, not all people will make it”. WCM2 (O1) 

“If the changes [due to DT] are in other departments, people would 

not mind but if it concerns their own jobs, reactions will be 

different”. WCC1 

“If members of the Works Councils are also working in the 

departments where digital reorganization is happening and things 

will be more digital, then it’s difficult. Then they see directly that 

their jobs or that their colleagues will be affected. That is always 

difficult”. WCM3 (O1) 

“it all comes with a price we have privacy issues, we have issues 

concerning the ethics of digitization and we have security issues”. 

WCC1 

“The developments in IT is not only in the side of government and 

companies but also the bad side like criminals and social hackers. 

In financial industry there are lot of these things happening”. 

WCM4 (O1) 
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Sub-categories Codes Quotes 

“All the security protections are made by man. That means smarter 

people can crack it. We can get the insurance but we cannot secure 

it to a level that no one can crack it”. WCM11 (O3) 

 

Sense-making 
“In that sense digitization makes people insecure like what am I 

dealing with, what is happening here? What am I supposed to do? 

What are the consequences of choices that I make? That makes it 

difficult to welcome change”. WCC1 

“They [Works Council members] don’t know what the DT will bring 

for them in the organization. Most of them, say 50% don’t know”. 

They are not optimistic. They think it as a process of cost reduction 

resulting in job reduction. They want to have more jobs and retain 

people. They are not optimistic most of the times. They don’t see the 

opportunities. The new jobs that will be created will need other type 

of education and skills. They don’t see how it will benefit the present 

employees or also themselves.” WCC2 

“If the Works Council can work with the SharePoint, the work will 

be more efficient. If that influence the [management] decision-

making, I am not sure.” WCM9 (O3)  

Preparedness of 

the Works 

Councils 

Urgency for 

organizational 

DT 

“[Works Councils, do not know] how to develop jobs and develop 

employees (for DT). They might say they know that it is needed but 

they don’t know in what direction… I think they understand these 

issues but they have hard time developing solutions. So they know 

the problem, but they don’t know how to get together a solution with 

the management and the employees.”. WCC 1 

“The Works Council is more reactive than proactive”. WCM7 (O2) 

Distribution of 

knowledge and 

skills 

“I have some more than average knowledge based on my 30 years 

of experience in the IT and may be one or two colleagues from the 

Works Council has some interest in this topic from some skeptical 

or pragmatic point of view”. WCM10 (O3) 
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Sub-categories Codes Quotes 

“I honestly think that the Works Council is indeed behind in 

knowledge in what is happening and what kind of implication can it 

have… we had a workgroup about privacy, but yeah that gets stuck 

at the level of camera surveillance. I think that there is lack of 

knowledge and skills in the Works Council”. WCM 12 (O4) 

“in the Work Council they don’t ask questions because they simple 

don’t know, don’t have a clue”. WCC2 

“It is connected to the participation on the subject. People who 

knows more, it is easier for them to ask questions and discuss”. 

WCM8 (O2) 

External 

Influences 

Attitude of 

management 

boards towards 

Works Councils 

“The board now is very conservative. We already always said ‘tell 

us’ (Work Council members). But he (the CEO) always says ‘it’s my 

management’s job to communicate’… But we always say it’s a grey 

layer, the management knows but they don’t tell us or to the 

employees. We need to ask the right questions about it because if  

you don’t ask the right questions they don’t give you the 

information”. WCM7 (O2) 

Management 

Communication 

“you have to present a very good story, so people can understand…. 

what do I need to do and why do I need to do it’? WCM1 (O1) 

Attitude of the 

middle 

management 

“sometimes a new manager thinks that he can surpass the Works 

Council. But that is not how the Works Council works here”. WCM1 

(O1) 

“if you have a big organization, with internal political systems, you 

see that managers have to get other people on board for their plans. 

On many occasions they would postpone engaging with Works 

Councils until the moment that they have their own political arena 

clear”. WCC 1 

Organizational 

Culture 

If you do not have a culture where failure is acceptable, the people 

will not start an experiment, because there is no certainty that you will 

succeed. So that is a very old culture and it’s very difficult to change 

that into a culture in which failure is an option”.  WCM1 (O1) 



 49 

	


