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Focus on the following competencies: 
change management, flexibility adaptability and creativity
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Overcoming mental barriers
The need to overcome mental barriers 
through change of mindset in SMEs
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Overcoming mental barriers

What is a mental barrier? 

Mental barriers arise when there is a problem by implementing a task. Here, problem 
means a question that is difficult to answer, as a result of which the actual task fulfillment 
cannot be achieved despite considerable efforts. The obstacle here is often mental barriers 
that make it difficult for the individual to move toward the desired, positive target situation. 

The solution of the actual problem is accompanied by overcoming the mental barrier. This 
requires mental resources and problem-solving ability. 
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Sources: Schwarzenböck (2014) 

https://www.google.de/url?sa=i&url=https%3A%2F%2Fphaidra.univie.ac.at%2Fdownload%2Fo%3A1306306&psig=AOvVaw3S-N72_8ryXUGe-mhj0eOZ&ust=1670410841382000&source=images&cd=vfe&ved=0CBEQjhxqFwoTCODL67br5PsCFQAAAAAdAAAAABAE


Overcoming mental barriers 
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Sources: Heller (2022); Schwarzenböck (2014); Tücke (1998), p. 159 
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1. Mental barriers in digital transformation 

What are typical mental barriers (“killer phrases”) in digital transformation?

My business must stay what it always was.
• “We have always done it that way.”
• “We have seen many trends before and survived them all.”
• “It won't work for US.”
• “It doesn't suit our company.”
• “It won't work, others have failed before.”
• “But we are not the others, for us it will not work.”
• “It's all happening too fast for me.”
• “There are more important things to do.”
• “So far we've managed quite well.”
• “It's all just grey theory.”
• … 
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Overcoming mental barriers
What are mental resources and problem-solving ability? 

Mental resources are my abilities of thinking, such as optimism, 
gratitude, acceptance, compassion etc.

Problem-solving ability means to identify needs and problems, 
and to resolve conceptual problems and problem situations in 
digital environments. To use digital tools to innovate processes 
and products. To keep up-to-date with the digital evolution. 
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Sources: DigComp Framework 2.2 

https://joint-research-centre.ec.europa.eu/digcomp/digcomp-framework_en


Change of mindset 
What is a digital mindset?

Digital mindset is a basis for digital transformation and has a positive impact on the company’s 
success as well as the satisfaction of the members of the organization. The following aspects were 
identified with the “digital competence indicator”: 
• openness and agility
• proactivity
• creativity and design motivation
• customer centricity
• critical faculties
• open-mindedness in dealing with failure
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Change of mindset 
Digital competence indicator and digital roles  
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Sources: Knorr (2020)

DIGITAL QUESTIONER

• result-orientated

• self-critical

• gives stability for the system

DIGITAL ADVOCATE

• open to new technology

• inspires and mobilizes people for 
digital change

• acts as an opinion leader in the system

DIGITAL NERD

• high technical affinity and creative

• sees failure as an opportunity

• is the technological driver in the 
system

DIGITAL BRIDGE BUILDER

• entrepreneurial and high social skills

• thinking of systems holistically

• manages people for changes in the 
system



Overcoming mental barriers
What is change management?
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2. Change Management 
What is change management?

Change management comprises all managerial tasks and personnel development measures of an operational 
change with the aim of implementing new strategies and developing behavioral routines as well as optimizing 
structures and processes. The following steps include change management:

1. aware initialization: determining the need for change and activating people 
2. desired conception: setting desirable goals and developing a participatory change program 
3. informed mobilization: communicating change program, collaborating and encouraging for change 
4. empowered implementation: implementing tasks and projects by participation and reflected practice
5. continues change: anchoring the results of change, reinforcing and securing willingness and ability to change
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Sources: Freyth (2019); Krüger (2009), p. 40; ADKAR-Modell (Hiatt, 2006)  

https://www.google.de/books/edition/Pers%C3%B6nliche_Ver%C3%A4nderungskompetenz_und/XBKLDwAAQBAJ?hl=de&gbpv=1&dq=kr%C3%BCger+5+phasen+modell&pg=PA10&printsec=frontcover
https://www.google.de/books/edition/ADKAR/Te_cHbWv-ZgC?hl=de&gbpv=1&dq=ADKAR-Modell&pg=PA43&printsec=frontcover


Change Management 
Emotional reactions because of digital transformation
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Sources: Zelesniack & Grolman (2022); Streich (2008), p. 45 

SHOCK

“Covid19 pandemic - they are closing 

our business. this can't be true ...”

FRUSTRATION

“Maybe digital technologies are a 

possibility after all ...”

REJECTION

“Digitization can't help us here ...”

INTEGRATION

“We take digitization for granted ...“

TRY & LEARN

“I'll try the technical means ...”

DESPERATION

“Technical ones could 

really help us ...”

REALIZATION

“Digital media actually works ...”

time

self-efficacy

https://organisationsberatung.net/change-management-modelle-im-vergleich/


Change Management 
Mental resources in times of digital transformation
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Sources: Zelesniack & Grolman (2022); Mengelsdorf (2020)

SECURITY

“"In our current business model, 

I feel more secure ...”

SELF-COMPASSION

"Digital transformation is it a 

big challenge for me ..."

PRESENCE

"I am considering the following 

possibilities in the digital change ..."

GRADITUTE

"I value what I and others have 

contributed to our digital change ..."

SOLUTION ORIENTATION

"I can take steps to find a solution to 

digital transformation ..."

MINDFULNESS 

"I notice a desperation when it 

comes to digitization ..."

OPTIMISM

"I will find a good solution strategy to 

digital transformation ..."

time

self-efficacy

https://organisationsberatung.net/change-management-modelle-im-vergleich/


Change Management 
Mental resources can drive digital transformation
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Sources: Zelesniack & Grolman (2022); Lewin (1947) 
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Reflective exercise 
Mental resources & digital mindset

Answer the following questions for yourself: 
• What mental barriers and killer phrases do I observe in 

my own thoughts?
• What about my mental resources, especially my 

capacity for optimism, acceptance and self-
compassion?

• How do I assess my digital mindset? Which digital role 
can I identify with? How can I use this role in the sense 
of our digital transformation?

• Which emotional reaction phase of the digital 
transformation am I in? What mental resources can 
carry me through this phase?
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Overcoming mental barriers
New strategies in change management
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3. New strategies in change management 
How to foster change in organisation?

Organizational resilience enables SMEs to anticipate and adapt to fundamental change and sudden 
disruptions in order to keep the business going. There are two approaches of organizational resilience which 
can be categorized into defensive (“stopping bad things happen”) and progressive organizational resilience 
(“making good things happen”). Organizational resilience requires: 

• control (risk management) and compliance (standard operating procedures)
• proactive management that is focused on noticing and responding to threats and opportunities
• improvement, refinement, extension and exploitation of existing assets and paradigms
• changing before the cost of not changing becomes too great
• learning new things by changing underlying values and assumptions 
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Sources: Denyer (2017)  

https://www.cranfield.ac.uk/-/media/images-for-new-website/som-media-room/images/organisational-report-david-denyer.ashx#:~:text=Organizational%20Resilience%20is%20the%20ability,order%20to%20survive%20and%20prosper.


New strategies in change management 
Organizational resilience 
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Sources: Denyer (2017)  

PERFORMANCE 
OPTIMIZATION 
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ADAPTIVE 
INNOVATION
imagining and 
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PREVENTATIVE 
CONTROL

monitoring and 
complying

MINDFUL 
ACTION

noticing and 
responding

following rules AND 

taking ownership of 

emergent problems 

meeting productivity 

goals AND operating 

dependable processes

optimizing processes 

AND modernize 

processes and doing 

something new

exploring new business 

opportunities AND 

responding rapidly to 

shifting problems

direction and 

coordination of work 

AND developing 

responsabilities

focus on internal 

consistency AND try to 

adapt to external trends

https://www.cranfield.ac.uk/-/media/images-for-new-website/som-media-room/images/organisational-report-david-denyer.ashx#:~:text=Organizational%20Resilience%20is%20the%20ability,order%20to%20survive%20and%20prosper.


Overcoming mental barriers
The concept of lean management & establishing 
a successful lean culture at SMEs: pros n cons
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4. Concept of lean management 
Lean Management principles 

Lean management is a corporate philosophy for the effective ("doing the right things"), efficient (“doing things 
right”) customer-centric design and continuous improvement of the value chain including its processes, 
workforce and purpose. The Japanese management approach focus on avoiding “waste” (activities without any 
customer value) including by reducing of errors. Lean Management includes a set of tools, such as Kanban, 
Kaizen, Six Sigma etc. based on the following lean principles are:

• understand and define customer value (“everything that your customer is willing to pay for”)
• identify and map the value stream by using the customer’s value as a reference point 
• identify waste, eliminate and reduce unnecessary processes and create a flow with value-adding activities 
• adopt and transform to a pull-based system for inventory
• continuous improvement by pursuing perfection 
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Sources: Do (2017)   

https://theleanway.net/The-Five-Principles-of-Lean


Concept of lean management 
Waste and customer‘s value

Lean management is based on the consistent elimination of 
waste and focuses on three aspects:
• Muda: all activities that do not create value are considered 

as “wasteful activities“
• Muri: losses caused by unevenness during the work 

processes, such as stress, are called „overuse“
• Mura: losses due to missing or incomplete harmonization 

of capacities are identified as „overburden or imbalance“
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Sources: Womack (1996), MudaMaster (2014) [picture] 

transportation, e.g. moving 
resources and materials

waiting time, e.g. goods waiting for 
delivered or to be fixed

inventory or overstoock to meet 
unexpected demands often go along 
with quality degradation

overproduction exceeds customer‘s 
demands which leads to additional 
costs

defects causes rework and 
resources loss

over-processing, e.g. extra features 
given to a product but customers 
have not required

motion means unnecessary 
movement of ressources which 
extends the production time

https://www.researchgate.net/publication/200657172_Lean_Thinking_Banish_Waste_and_Create_Wealth_in_Your_Corporation
https://www.mudamasters.com/de/lean-produktion-theorie/das-toyota-3m-modell-muda-mura-muri


Overcoming mental barriers
Planning future actions for applying change
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5. Planning future action for applying change
Four Sight Method

Change Management involves a leadership agenda for organizational resilience, especially for complex 
problems and critical business cases. The difficult thing about such challenges is that many 
stakeholders often must be involved, there are gaps in knowledge and at the same time many 
opinions are circulating. Rather, such situations require a change in behavior, a change in values and 
re-prioritization. To mobilize people, you need to respond and creation disruptions and opportunities: 

• foresight: anticipate and prepare for future
• insight: interpret and respond to your present conditions
• oversight: monitor and review what has happened and assess change
• hindsight: learn the right lessons from your experience 
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Sources: Denyer (2017)  

https://www.cranfield.ac.uk/-/media/images-for-new-website/som-media-room/images/organisational-report-david-denyer.ashx#:~:text=Organizational%20Resilience%20is%20the%20ability,order%20to%20survive%20and%20prosper.


Reflective exercise 
New change strategies & planning future actions

Answer the following questions for yourself: 
• What about our organizational resilience? Are we more of a 

defensive or a progressive organization?
• To what extent do we have risk management and standardized 

process flows? To what extent do we use opportunities proactively 
or are we able to react abruptly to threats? To what extent do we 
learn from our actions and change?

• What are our activities that create customer value? To what extent 
do we live a continuous improvement process and try to reduce or 
eliminate processes without customer benefit?

• How prepared are we for trends in our industry? How do we assess 
the current framework conditions? What evaluation methods do we 
use to accompany the digital transformation? What are our 
empirical values?
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Overcoming mental barriers
Success stories of SMEs 
that were able to overcome mental barriers
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6. Successful stories of SME during Covid-19 pandemic
“Donaustern” integrated online shopping and virtual tour through the store
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Sources: https://www.donaustern.de/

https://www.donaustern.de/


7. Successful stories of SME during Covid-19 pandemic
“Kekszauber” uses social media for customer acquisition and retention 
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Sources: https://kekszauber.de/

https://kekszauber.de/


Reflective exercise 
Successful stories 

Answer the following questions for yourself: 
• What impresses me about these examples? What are 

their success factors? How can these be transferred to 
my company?

• What good examples do I know? What do I take away 
from it? How can this help me in my current situation?
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