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Bertelsmann: The Most International Media Group
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Development of Bertelsmann

1950 1980 1990 200419701960

16.8

0.4
3.0

0.1
1835

7.4

Bertelsmann today
• Revenues: ~ EUR 17,500m
• Employees: ~ 78,000
• Companies: > 400

• Countries: 46
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Our Values - The Bertelsmann Essentials (excerpt)

Partnership

Entrepre-
neurship

Creativity

Citizenship

• Mutual trust and respect are hallmarks of
our participatory leadership approach. 

• We believe that individuals strive for autonomy and self-
fulfillment at work and contribute to the success of the 
company. According to our principle of delegation,
motivated individuals enjoy autonomy to the greatest 
extent possible. 

• Comprehensive information and participation in 
decision-making as well as in the financial success of the 
company are a basis for identification and willingness to 
take on responsibilities.

• We are committed to the professional development of our 
employees.
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Orientation and Focus of Health Promotion at Bertelsmann

• The promotion of employee health is an integral part of our corporate 
culture: A true partner should be attentive to employee‘s most basic need.  

• We use a wholistic definition of “health” that goes beyond being “free of disease”; 
health includes mental well-being at work.

• This comprehensive understanding is based on the interdependence of body and 
mind (“mens sana in corpore sano”) and the connection between psychological 
stress factors and symptoms of physical illness.

• We especially aim at preventing psychological problems from arising in the first 
place instead of healing them after the fact. Thus, a natural focus in our corporate 
culture lies on the relation between people.

• According to the principle of subsidiarity, supplemental facilities and services 
should be developed wherever there is a lack of governmental benefits.

• The ultimate goal is to establish self-sustaining and self-regulating systems.
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System for Further Development of a Corporate Culture of 
Partnership at Bertelsmann

Indicator Instruments Survey

Learning System

Corporate
Culture

Measuring

Instru-
ments

Common 
goals

Goals have been set after broad 
discussions in 1992, 1998, 2005 
(previously discussed in 1970, 
1978 , 1985).

Instruments secure sustainable 
development of corporate 
culture.

Employee survey (since 1977) 
and Learning& Reporting 
System (since 2001) measure 
potential of goals to become 
instruments.
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Health Promotion Is a Direct Issue with ….

• Health task forces have been set up at all 
larger companies

• Coordinating Corporate Health Committee 
for developing nationwide actions and filing 
annual report to Bertelsmann Board and 
Works Council on activities in the 
companies and on corporate level

• High quality Health Check Ups for 
executives and all employees from 45 on

• 70 free exercise courses weekly attended 
by 29% of employees at main location. 
Innovative well-accepted 15-minute 
lunchtime Stretch for Health program. 
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…Important Institutions like BKK, Social Services and …

Bertelsmann BKK serves currently 27,000 members 
with 40,000 insured parties, offering the fifth-least 
expensive rate of contribution of all public health 
insurance companies that provide coverage 
throughout Germany. Success to a large degree is 
based on intensive work directly at the “basis” (e.g. 
annual screenings) in the companies and good 
cooperation with works council members on its 
governing board. 

Company Social Services provides guidance to 
employees under heavy psychological strain. Unlike 
in other German companies the service is attached 
to the BKK instead of HR – although financed by the 
companies. Thus the service has access to 
diagnoses and medical records and very effectively 
at an early stage lends a preventive and helping 
hand to employees at risk of sliding into an 
(expensive) psychiatric disorder.
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“Learning&Reporting System on Corporate Culture” – It shows
the Quantity of Instruments in Each Dimension to Focus on Best 
Practice as Example For Others and Potential to Learn From Others
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…and Employee Surveys Cover Health Topics as well
• Bertelsmann started employee 

surveys in 1977; took lead in 
standardization of questionnaire 
together with 20 German companies.

• By now, international online and 
offline surveys with more than 
50,000 participating employees in 
45 countries and 20 languages. Over 
400 companies with more than 6,500 
departments receive their own results.

• The enormous wealth of data allowed 
thorough analyses with new statistical 
methods (Structural Equation Model 
or Path Model) for finding effects of 
corporate culture.
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Why Should We Measure Corporate Culture and its Effects?

The academic:
“If you can't measure it, 
you can't manage it.” 

The entrepreneur:
“It is much easier to judge 

whether a culture or any of its 
constituent systems are on the 

right track if their outcomes are in 
a form that can be measured and 

evaluated.”

Peter Drucker
Reinhard Mohn
in “An Age of new 
Possibilities”
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Autonomy and Self-Fulfillment at Work and Company Policy Strongly 
Influence Employees’ Rating of the Factor “Health Protection”

Health ProtectionSupervisor

Autonomy & Self-Fulfillment

Orientation, Transparency, 
Job Security

- Company provides effective 
introduction and orientation

- Clear mission and business strategy
- Job security 

- Gives opportunity to work 
independently, makes decisions 
and takes responsibility

- Considers my opinion on decisions 
involving my work

- Recognizes and praises 
good performance

- Discusses my responsibilities 
and performance objectives

- Can use my skills and abilities in job
- Have freedom in decisions to get my  

job done 

- Protection from work-
related health problems

- Physical working 
conditions

- Balance between work 
and private life

R2 = .24

R2 = .62

.31
.32R2 = .48

R2 = .14
.38

Work Schedule
.69

.49

.39
.11
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Long-term Effect of Partnership Culture on Sick Leave
Quota (Divisions in Germany)

Group B Group A
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Group A: top 50% in 
identification and partnership

Group B: Sick
Leave Quota
increases
permanently from
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Leave Quota
decreases
permanently from
2001-2003
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Scientific Studies Prove Relation between Autonomy at 
Work and Health

• According to a study by British Heart Foundation, stress at work causes 
one third of all heart attacks.

• People who invest a lot of energy in their job but do not receive 
appropriate compensation have a doubled risk to die of 
cardiovascular diseases. This is the result of a study by doctors at the 
University of Helsinki who based their study on 812 employees they 
accompanied for a period of 25 years. They found out that especially 
those who were exposed to a lot of pressure and at the same time had 
less responsibilities were at risk, and those, who could not achieve a 
balance between workload and compensation.  
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Autonomy at Work is as well THE Driving Factor for Identification

Identification with
job and company

Development & 
training

Autonomy & 
Self-realization

Business strategy

Working
conditions

Compensation

R2 =.94
.11

.79

.09

.21

.20

.31

R2 =.46

R2 =.42

R2 =.33

R2 =.45

R2 =.24

Cooperation in & 
between teams

Employee 
orientation of 
senior leadership

Direct
supervisor

r=.49

r=.45

r=.49

.37 .22

.65

.38

.25

.17

.12

.06

.19

.25

.21

.27

Structural equation model for
identification

SuccessIdentificationPartnership
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The Relative Weight Of Key Factors’ Influence On Identification

Work schedule/
workload

Compensation

vs. Autonomy

Partnerschaftliche 
Führungvs. Autonomy
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The numbers in the graphs represent the percentage 
of positive responses to the Identification index.
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The Relative Weight Of Key Factors’ Influence On Identification
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The numbers in the graphs represent the percentage 
of positive responses to the Identification index.
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SuccessIdentificationPartnership

3.1.3 Employees’ Identification Strongly Correlates with 
Company Success (163 major Bertelsmann companies)
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94%

These factors account for 94% of our employees’ identification 
with their job and company.

Key Factors For Identification

Success of 
the company

Identification 
with job and 
company

Autonomy and 
self-
actualization

Structural Equation Model
(simplified)

Development 
perspectives

Participatory 
leadership



24

The Results Are Backed by Analyses of Other Institutes
Example: ISR study on "Employee Commitment”

Source: International Survey Research, 2002: "Employee commitment in Europe: Characteristics, causes & 
consequences”
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Win-Win-Situation for Employees and Company

Corporate Culture of 
Partnership 

Health

Identification

Success of Company
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Conclusion

Reinhard Mohn

„The notion of corporate culture clearly shows the way 
forward. Under this system, everyone is better off. … 
Profitability and innovation are improved, enabling us to meet 
the demands of international competition.“
– Humanity Wins

“Under the aegis of the enterprise culture system the learning 
opportunities that are now available are put to the best 
possible use, since by building on the staff’s strong sense of 
identification these opportunities enable the principle of 
delegated responsibility to be realized on a large scale. …. 
With good reason and complete conviction I therefore strongly 
recommend that the huge untapped potential of the people’s 
power of identification and commitment be activated by the 
introduction of enterprise culture!”
– An Age Of New Possibilities



The End


