Change Without End: Why Perpetual Restructuring is Breaking the Workforce

An Executive Briefing on Governing Change Capacity as a Finite Corporate Portfolio
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System Capacity

‘ ’ ’ Threshold
ORGANIZATIONAL STABILITY: 92% [OPTIMAL] DISRUPTION INDEX: 358% [CRITICAL]
CAPACITY UTILIZATION: 65% [SUSTAINABLE] CAPACITY OVERLOAD: 115% [FAILURE RISK]

SYSTEM BREACH DETECTED: PERPETUAL RESTRUCTURING MODE ENGAGED

Sourced from ‘Change Without End’ by Jonathan H. Westover, PhD | Human Capital Leadership Review

Human Capital
W Innovationg



Continuous
Frontline
Adaptation

5X Increase in Volume

The average employee
experienced 10 planned
enterprise changes in
2022, up from just 2

in 2016 (Gartner). 2016 2022

0

Overlapping
] Episodic :
- Top-Down Shocks

The Change
Saturation
Point

Collapse in Support

Employee willingness Capacity
. threshold
to support enterprise =~ -\ --------
change plummeted from
74% to 43% over the

same period.

The 2026 Reality
39% of employees v @
report going through a »&
restructuring in just A -

the past 12 months
(Workday).




Four distinct macro-forces are currently colliding to drive
a relentless pace of enterprise disruption.

Cost Pressures & Al Integration

78% of CHROs say Al requires
complete workflow redesign.
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Structural Redesign (Speed/De-layering)

- Amazon 2024 5-day RTO + forced ]
\\ 15% ratio increase of ICs to managers
- Bayer: “Dynamic Shared Ownership”

\ ehmmatmg thousands of layers

I Intel: 15% workforce reduction / 2025_I 7 .
- Microsoft: 15,000 roles eliminated
L 4 {

Strategic Reversals
Restructuring to undo prior restructuring.

-

I Nike: 2024 D2C shift reversed to
2025 sport-unit reorg

- Starbucks: Repeated corporate
cuts and $1B restructure

/ / / / Public Sector Reform

- NHS England: 2025 command
restructure, continuing a cyclical
decade-long pattern
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Pushing past the capacity threshold causes measurable, systemic
damage to the human machine.

Vitals Monitor

B Cardiovascular & Mortality Risk-j
(The Finnish Cohort Studies)
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Baseline Post-Downsizing
(>18%)

2X increase in cardiovascular
mortality among employees remaining
after a major downsizing, with
risks peaking in the first four
years (Vahtera et al.).

System Absenteeism

Stable State l/

2.17X higher medically certified
sickness absence rate following
major downsizing (Kivimaki et al.).

Chronic Job Insecurity

Otherwise

39%
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During Fundamental
Organizational Changes

70% of workers report that job

insecurity significantly affects
their stress during fundamental
organizational changes, compared

to 39% otherwise (APA, 2025).
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The organizational blind spot: change feels entirely different
depending on whether you are designing it or receiving it.

—

The Workforce Divide Diagnostic Matrix

The “Front-Runners” (14% of workforce)
- Profile: Designing the change,
highly resourced.

- Trust: 75% trust top management;
82% trust immediate managers.

- Resources: ~80% report high access
to learning resources.
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{S% @_ The “Engine Room” (56% of workforce)

Profile: Receiving the change,
structurally constrained.

- Trust: Only 33% trust top management;
40% trust immediate managers.

- Outlook: Only 20% feel optimistic
about the organization's future.

- Resources: <40% report access to
learning resources.

Executives evaluating change from the ‘Front-Runner’ vantage point systemically

underestimate the friction, anxiety, and resource depletion occurring in the ‘Engine Room.'’
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PREMIUM MANAGEMENT CONSULTANCY

The financial illusion:; excessive change triggers a rational

workforce coping mechanism that destroys ROI.

The Initiative Decay Curve

=
Phase 1: The Announcement Spike

~— Surface Compliance: Organization
records the initiative as launched.

Phase 2: The Decay Drop-Off
Initiative Decay: Excessive volume forces
employees into coping strategies. Minimal
compliance replaces deep behavioral shift.

Visible Adoption

Phase 3: The Withdrawal Plateau

Waiting It Out: Employees rationally
assume the change will be superseded
before completion. False ROl is generated.
(Sourced: Stensaker et al., 2002)

Time

46% of workers
experiencing
recent change
plan to look for
a new job within
a year, compared
to 15% without
without recent
change.

Informal
knowledge walks
out the door
mid-transition.
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PREMIUM MANAGEMENT CONSULTANCY

Without intervention, organizations become trapped in a
self-accelerating cycle of cynicism and reactive restructuring.

The Change-Cynicism Cycle

i
Poorly Paced / Unfair Change

(e.g., sudden restructuring, lack of
procedural justice, unexplained rationale).

Leadership initiates another
reactive restructuring to fix
the failure of the first.

=l
=
Initiative Failure
(Low adoption, high turnover).
1L
29% of employees believe
STAGE 3 management has a hidden agenda;
= 28% believe real reasons are
Eroded Trust & Withdrawal covered up (APA).
34% of affected workers simply STAGE 2 =
do not trust their employer (APA). - . :
Trust in management fell Negatlve EmOtIOI‘I & 'nsecurlty
7 points YoY globally (PwC, 2026). (Prolonged uncertainty, inadequate
L resources).
=
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PREMIUM MANAGEMENT CONSULTANCY

The paradigm shift: moving from episodic change
management to holistic enterprise portfolio governance.

The Paradigm Shift Matrix

Traditional Change Management

Change Portfolio Governance

Evaluation Lens

Evaluating initiatives one at a time for
localized ROI.

Managing change as a finite, enterprise-
wide portfolio with hard capacity caps.

The Manager's
Role

Managers as scripted distribution
channels for executive messaging.

Managers equipped as local sensemakers
with decision latitude.

Implementation
Cadence

Endless, overlapping transitions
driving cumulative load.

Deliberate pacing, sequencing, and
protected recovery anchors.

Workforce Role

Passive recipients of finalized
top-down blueprints.

Active co-designers involved before
decisions are locked.




The Sustainable Adaptation Engine: An integrated architecture
for pacing change without breaking the workforce.

PORTFOLIO GOVERNANCE
(THE GOVERNOR)

Inventorying, pacing, and capping total
enterprise load.

FAIR PROCESS & INVOLVEMENT
(THE GEARS)

Explaining the “why," transparent

criteria, and frontline co-design. EQUIPPED MANAGERS

(THE DRIVE SHAFT)
Filtering top-down noise and
PROTECTED RECOVERY managing local sensemaking.

(THE COOLANT)
Deliberate change-free

stability anchors to restore
system resources.

Removing any single component from this engine reintroduces friction, accelerates fatigue, and risks systemic failure.
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1. Govern the Portfolio: Stop evaluating initiatives in isolation
and enforce a hard capacity ledger.

The Portfolio Sequence Blueprint

High-Load Team Q1 Q2 Q3 | Q4 ™
‘ —» X
\
1 Enterprise Tech Rollout (Active)
2 Return to Office Mandate (Active) -—’ |
3 Operating Model Reorg
4 Change-Free Stability Window i
. >
The Right Way: The Warning Sign:
Ford’s Weekly Business Plan Review—a single, Amazon’s 2024 bundled dump—announcing 5-day
shared view of every major initiative where RTO, structural management cuts, and new reporting
cumulative load is visible, discussed, and paced. channels simultaneously, overwhelming localized
absorption capacity.

Human Capital
W Innovationg



2 & 3. Mandate Fair Process & Co-Design: When change involves
loss, the fairness of the process becomes decisive.

Panel A: Upstream Co-Design
(The Operating Model)

- Concept: Set the destination centrally; allow teams
latitude over implementation.

- Case: Buurtzorg's 8,000 self-governing nurses.
When teams own work design, imposed change
transforms into self-directed adaptation (8%
overhead vs 25% industry avg).

Panel B: Downstream Procedural Justice
(The Restructure)

- Concept: Acknowledge the real rationale (cost, not
just ‘transformation’). Apply transparent selection
criteria. Prevent prolonged limbo.

- Case Contrast: Microsoft’s 2025 cuts (perceived
gap between stated values and rapid layoffs damaged
survivor loyalty) vs. Meta's 2022/2023 limbo
(announcing cuts but leaving employees waiting to
hear who was affected, triggering a morale crisis).
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PREMIUM CONSULTANCY [

——+—— The Manager as Sensemaker Model

Executive Mandates & Noise
(Volume of strategic shifts,
metrics, restructuring
announcements)

The Manager

Structural filter translating
chaos into daily, executable
meaning

Employee Anxiety & Friction
(Job insecurity, workflow
disruption, cynicism)

4. Equip the Transmission: Middle managers are not
distribution channels; they are critical sensemakers.

Key Directives for the C-Suite

- Brief First: Give managers advance
notice to process changes before

explaining them.

- Equip, Don’t Script: Provide decision

rights and raw rationale, not just

corporate talking points.

- Peer Forums: Build lateral spaces
for managers to compare notes, as

informal sensemaking happens
peer-to-peer.

[ =
I_-Data Check: 24% of managers currently admit_T

they find change difficult to manage (PwC).
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PREMIUM MANSULTANCY [

Designating rigid blackout
windows (e.g., one quarter post-
reorg) where no new structural
changes may be introduced.

— Actionable Mechanics of Recovery

1. Change-Free Periods: 2. Explicit Anchoring:
e —_—

5. Protect Recovery: Implement uncompromised
stability anchors to restore the capacity ledger.

Clearly communicating what
will not change (e.g., team
composition, core
compensation, reporting lines).

3. Compressing Transitions:

Minimizing the timeline
between announcement and
resolution. Prolonged uncertainty
is physiologically damaging.

The Cost of Failure

‘S / / S S S S / '/
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NHS England's repeated
reorganizations have bred a
systemic belief that no structure
will last long enough to be worth
investing in.

Intel's multi-stage, rolling cuts
(2024 to 2025) meant employees
could never trust that a round of
cuts was truly the last.
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PREMIUM CONSULTANCY |

6. Build Adaptive Capacity: Long-term adaptive capacity
requires building permanent infrastructure, not relying on

individual resilience.

Crown
Pillar 3: Resource Capitalization

Closing the skills gap. 79% of workers know the skills they need, but
only 66% say their employer helps them develop them (Workday, 2026).
Resilience demands resources, not just demands.

A S

Core Pillar
Pillar 2: Measurement Rigor.
Tracking change fatigue, readiness, and
trust as leading indicators in the exact
same executive forums that review
financial and operational results.

|
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Base

Pillar 1: Trust Infrastructure. Standing channels for employee voice that exist before crises hit.
Keeping small commitments reliably so the organization has capital to spend during major transitions.
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The Executive Mandate:
The Executive Mandate: Change capacity is finite. Govern it accordingly.

B\
\

Human >
Adaptive Adaptive

Capacity & pacity

£

Leaders who treat each transformation initiative in isolation will continue to
overdraw the workforce’s capacity account, yielding false ROI, chronic health
impacts, and systemic cynicism.

By governing change as a rigorously paced portfolio—anchored by fair process,
equipped managers, and protected recovery—organizations can sustain
continuous adaptation without breaking the people who make it possible.

Sourced from Jonathan H. Westover, PhD.




