Dancing with disruption:
now change-ready organizations
thrive in evolving landscapes

By Kathryn Clubb, EVP and Global Head of Strategic Initiatives and
Advisory, and Anne Wilson, SVP and Partner
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Change isn't a moment in time—it's the backdrop of everything organizations do.

It pulses through every strategy, decision, and interaction, shaping how businesses grow,
compete, and evolve.

In the past, change followed familiar rhythms—planning cycles, product launches, leadership
transitions. It felt manageable, something leaders could direct from the top down. But
today, the nature of change has fundamentally evolved. Disruption is more frequent, more
intense, and more interconnected. And it's not just coming from the outside—it's emerging
from within.

A shift in customer behavior or technology can ripple across teams, functions, and markets
in an instant. Traditional structures built for predictability don't just slow execution—they
create drag: delayed decisions, misalignment, and missed signals. Success now demands
the ability to move as one—quickly and without a perfect playbook. Real-time alignment
between strategy, execution, and people is the new imperative.

Certain catalysts—market shifts, leadership transitions, Al integration—make change feel like
a discrete event. But the real story lies between the headlines. It's the steady accumulation of
smaller shifts—in behaviors, mindsets, and ways of working—that determines whether an
organization adapts or stalls. Mastering change readiness means recognizing both the visible
spikes and the deeper, persistent currents.

Yet many change efforts remain piecemeal focused on tools, communications, or isolated
initiatives. That's not enough.
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True change readiness is a dynamic system—built on trust, culture, talent, and leadership, all
guided by purpose.

When these elements operate in silos, momentum stalls. But when intentionally connected,
they unlock the speed, agility, and resilience organizations need to thrive—no matter what
comes next.

This paper explores what it takes to become a Change-Ready Organization, how to build
one, and the leadership shift that makes it possible.

There are three common pitfalls we see leaders make in this “pre-reorganization” stage;
keeping an eye on these watch-outs can smooth your path.

What's different about a Change-Ready Organization?

Traditional change management often treats change as a finite journey—something that
starts and ends, with clear phases and predictable resistance. This mindset positions change
as an emotional hurdle or a technical rollout, suggesting it can be managed linearly and
logically.

But today's reality is far messier. Change doesn't move in clean lines—it evolves through
overlapping waves, simultaneously reshaping people, processes, and systems. It touches
every part of the organization at once, often with little warning.

Clinging to outdated models narrows focus and underestimates both the scale and speed of
change. Leaders end up treating symptoms, like isolated resistance or project delays, rather
than addressing the root: a lack of systemic agility.

To move forward, organizations must rethink not just how they manage change, but how
they perceive it. Change isn't something to get through, it's something to build for.
Attitude about change is the make-or-break foundation
Success no longer depends solely on leaders preparing or executing a defined change plan.
An organization grudgingly following scripted instructions isn't truly change-ready. In fact,
rigid adherence to initial plans often leaves organizations more vulnerable to disruption.
Because attitudes toward change are often unconscious, revealing and understanding these

reactions is the critical first step towards seeing habitual moves in a new light and ultimately
toward creating conditions where change can flourish.
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Common unproductive reactions include:

» Blindly accepting change: L eaders
abdicate responsibility, assuming "“this is
above my pay grade,” retreating behind
hierarchy.

» Defending against change: Leaders cling
to past experiences or wait out
disruption with a “this too shall pass”
mindset.

» Taking charge excessively: | eaders react
to uncertainty by micromanaging or
centralizing decisions, limiting their
teams' autonomy.

All these treat change as a temporary
problem—a threat to control or avoid.
The alternative is embracing change as
continuous, generative, and full of new
possibilities.

Changing how you think about change
fundamentally changes how you lead it.

Engagement in change ust is the root of

delivers commitment entum
Success no longer depends solely on Where trust in leadership is high, employees
leaders preparing or executing a defined engage with change even before fully
change plan. An organization grudgingly understanding every detail of the plan.
following scripted instructions isn't truly Emotional buy-in precedes intellectual
change-ready. In fact, rigid adherence to agreement.
initial plans often leaves organizations
more vulnerable to disruption. Recent research from Gartner's 2025 Future
of Work report reinforces this, showing that
Because attitudes toward change are organizations with high levels of employee
often unconscious, revealing and trust and psychological safety are 3.5 times
understanding these reactions is the more likely to outperform their peers in
critical first step towards seeing habitual change initiatives. In rapidly evolving and
moves in a new light and ultimately uncertain environments, these organizations
toward creating conditions where change cultivate cultures where people feel safe to
can flourish. challenge the status quo, share candid

feedback, and take calculated risks.
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What does a Change-Ready Organization look and feel like?

n They embrace customers' real-time signals as catalysts for
continuous change and act on them

Customer obsession and centricity are longstanding ideals—but today, the stakes are higher
and the environment far more complex. Customers continuously send real-time signals
through buying behaviors, usage patterns, and sentiment—providing vital insights that fuel
agile strategic pivots and new ways to partner with clients on the part of organizations.

Making customers the true engine of change unlocks innovation, sharpens competitiveness,
and renews organizational energy and purpose. Aligning leadership and teams around these
customer-driven insights is central to effective go-to-market strategies and sustainable
transformation.

This next generation customer-centric approach exemplifies the Change-Ready
Organization in action. It requires decentralized decision-making, fluid alignment, and
a culture rooted in trust and continuous learning—the very pillars of change readiness.
Organizations that excel here embody the agility and mindset shifts required to thrive
amid complexity and uncertainty.

They embrace customers' real-time signals as catalysts for
continuous change and act on them

Change-Ready Organizations don't just tolerate diverse perspectives and spirited debate—
they encourage and reward it. They know that robust dialogue leads to better decisions and
stronger alignment.

But embracing dissent challenges organizational norms that prioritize harmony over
conflict. These well-meaning norms can discourage honest debate by casting disagreement
as disruptive, making dissent feel risky, and causing people to fear retaliation, exclusion, or
damaged reputations.

Trust and psychological safety are foundational to success. When deeply embedded in culture,
they empower individuals to experiment, take risks, and speak up without fear. This fuels
innovation, surfaces critical insights, and builds the agility organizations need to thrive.
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For example, a global technology company facing aggressive
growth targets challenged its leadership team to reimagine its

S o strategy. Rather than defaulting to consensus or a single
S top-down plan, the executive team formalized three distinct, bold
%“ growth options, each rooted in ideas that had been circulating

informally across the business. They facilitated a cross-functional
series of "what if" scenario planning sessions, where leaders were
.' encouraged to test assumptions, raise objections, and interrogate
“ risks without fear of undermining authority.

By inviting structured dissent and surfacing tensions early, the
organization sharpened its thinking, strengthened alignment, and
built deeper commitment to the final direction. Even leaders whose
preferred strategy wasn't chosen left the process more invested—
because they had been heard, challenged, and engaged in shaping
the future.

They focus on teams as the center of gravity—
where complexity meets capability

In Change-Ready Organizations, teams aren't just execution engines—they're the central
mechanism for learning, alignment, and adaptation. Whether ad hoc, intact, or cross-functional,
teams are where complex challenges get decoded and collective intelligence turns into forward
motion.

A team isn't just a group of people working side by side. It's a dynamic system—anchored by
shared purpose, mutual accountability, and the ability to act as one in the face of change. Unlike
individuals operating in isolation, teams integrate diverse skills, perspectives, and real-time
insights to make decisions, solve problems, and adapt as they go.

Change-Ready Organizations embrace teaming as both a mindset and a core capability.
High-performing teams move fast, draw on diverse inputs, test ideas quickly, and adjust
course as needed. They operate with clear direction, aligned goals, and the autonomy to act.

Why teams? Because in fast-changing, complex environments, no single individual has all the
insight, capacity, or authority to respond effectively. Teams outperform individuals by
synthesizing perspectives, accelerating learning, and creating space for challenge and iteration—
leading to better decisions and sharper execution. Shared ownership builds resilience. Teams
absorb shocks and distribute pressure more effectively than any one person can.
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Research reinforces this. A Wharton-led study published in PNAS found that when tasks are
complex, well-structured teams can match the speed of the fastest individual—and outperform
the most efficient individual by drawing on broader problem-solving capability.

The takeaway: in complexity, teaming isn't just helpful—it's decisive.

What makes this possible is trust—flowing in both directions. Leaders trust teams to bring the
right mix of skills, make smart decisions, and own the outcome. In return, teams trust leaders to
be transparent about priorities, honest about unknowns, and present when it counts.

This mutual trust, combined with shared ownership, turns teaming into a force multiplier. It's
what allows Change-Ready Organizations to align quickly, execute in real time, and harness
disruption to move faster, learn smarter, and stay ahead of what's next.

From team support to enterprise catalyst: How leadership activates change readiness

Change-Ready Organizations don't just work differently—they're fueled by a different kind of
leadership. Teams may be the engine of agility, but leaders are the ones who set the conditions
for them to thrive.

We're not shifting focus from the system to the individual—we're going a level deeper into how
the system works. And leadership is a powerful lever. The beliefs, behaviors, and choices of
leaders shape how people respond to uncertainty, how quickly organizations adapt, and how
effectively change takes hold.

These leaders don't just execute plans—they spark movement. They foster clarity in ambiguity,
invite honest debate, and model adaptability in action. Their influence flows through every team,
decision, and interaction—making change readiness not just possible, but scalable.
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The leadership shift that powers Change-Ready Organizations

The leadership playbooks that dominated the 20th century were shaped by the demands of their
time—industrial-era models built for scale, consistency, and control. In relatively stable markets,
with linear supply chains and clear hierarchies, leadership was defined by predictability: set the
direction, manage the plan, minimize variance.

These models offered real value. They helped organizations grow, professionalize, and deliver
results with efficiency. But they were built for environments where the future looked like a slightly
faster version of the past.

Today, the landscape is different. Complexity is nonlinear. Change is multi-directional.
Stakeholders are more empowered, interdependent, and vocal. The pace of disruption—
technological, geopolitical, social—requires leaders not just to respond, but to anticipate, adapt,
and evolve in real time.

That's why the definition of effective leadership is changing. It's not that past approaches are
obsolete—it's that they're incomplete for what this moment demands.

This shift is visible in the everyday behaviors leaders must now embrace: how they engage teams,
make decisions, communicate trade-offs, and navigate pressure. It's not about having all the
answers—it's about creating an environment where the best answers emerge.

Here's how that shift shows up in practice:

From To

Focusing only on shareholder value * Rallying people around
or growth metrics that don't customer-centric, purpose-driven
resonate with employees reasons to change

Ignoring or dismissing emotional
reactions to change

Welcoming conflicting views and
feelings to deepen understanding

Overly focused on short-term or
long-term without balance

Balancing present realities with future
possibilities

Seeking "safe" input and
controlling decisions

Encouraging diverse perspectives and
holding teams accountable

Creating crises or "burning
platforms” as change triggers

Embracing paradox and complexity as
sources of new opportunity
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These aren't theoretical shifts. They are lived behaviors that shape how organizations perform
under pressure. When leaders make these changes, they don't just show up differently. They set
new conditions for how their teams think, respond, and move together.

The power behind this new way of leading to deliver change-readiness

This leadership shift goes beyond doing things in new ways to expand what organizations are
capable of under pressure. When leaders show up differently, organizations align faster, learn in
real time, and act with greater coherence—even when the path ahead isn't clear.

Adaptability has always mattered. But today, the convergence of compounding disruptions —
technological acceleration, rising stakeholder expectations, geopolitical volatility, and the erosion
of traditional planning cycles — are creating an urgency like never before. These forces aren't just

increasing the pace of change—they're reshaping the terrain entirely.

In this environment the differentiator is execution under uncertainty—and that requires
leadership behaviors and organizational cultures that can metabolize change continuously.

This isn't just a mindset shift—it's a wholescale shift in ways of working. One that enables
organizations to turn volatility into velocity, and complexity into forward motion.

Change-Ready leaders can shape environments where insight travels fast, action scales smart,
and people are ready to move—before they're forced to.

Four things great leaders do after the reorganization

www.bts.com Copyright © 2025 BTS | 9



Change readiness: Your edge in a future
unexplored

Becoming a Change-Ready Organization
isn't a transformation you complete. I's a
capability you cultivate. It's not about
building for a single future. It's about
staying ready for whatever version of the
future shows up.

This is the real shift: from treating change
as a disruption to manage, to recognizing
it as the default operating condition. The
question is no longer if you'll face
disruption—but how prepared your
organization is to learn, respond, and
adapt in real time.

Organizations that embed change
readiness into their culture, leadership,
and ways of working won't just survive
volatility—they'll shape what comes next.
They'll respond with alignment, execute
with speed, and unlock innovation in the
very moments that stall others.

The future belongs to those who can
make clarity out of complexity, movement
out of ambiguity, and momentum out of
constraint.
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Change readiness isn't a fixed foundation.
It's a living capability that separates those
who navigate change from those who
shape it.

Wondering if you are a change ready
leader? Reach out to us to learn more

about our Change-Ready Leader
Assessment.

(S sy

s

S

f

7
(i

-

0

| //”mﬂl q'
0
II.;'I:::II-" | &

Copyright © 2025 BTS | 10



Strategy made

bts



