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Abstract 

Many organisations have moved into an activity based workplace (ABW), and this have led to 

great changes for the employees’ ways of working. The workplace is supposed to provide with 

different workstations/environments for the employees, where they can choose the 

environment that best suits their task at hand, such as concentration areas or open space. This 

means that the employees do not have assigned seats, and they are free to choose between 

different workstations. The ABW is supposed to improve factors such as collaboration, 

satisfaction, flexibility and productivity. In order for the employees to work in ABW, the 

employees’ ways of working needs to change, and this is usually referred to as New Ways of 

Working (Newwow). It is not unusual that organisations have had problems with the 

implementation of Newwow, where the implementation have not been as successful as hoped.   

This master thesis looks into the problems that occurs when Newwow is implemented, and 

what factors that are important when organisations changes from traditional ways to 

Newwow. This thesis has been a qualitative study, interviewing people from three Swedish 

organisations that have implemented ABW, as well as interviewing consultants that helps 

customers with the implementation.    

The human factor is important in the change, and there is a need to get people on-board in 

order to create a workplace where the employees can thrive. Many different things needs to 

be done in an implementation of Newwow and ABW, such as physical workplace, digitalisation, 

work culture and more. In this master thesis the human perspective have had more focus, as 

humans are going to work in the workplace and the goal is to improve their work. Many of the 

difficulties is usually to get humans on-board with the implementation. Making some 

deviations from the ABW is ok if the reasons are justified, for example someone gets to sit on 

an assigned seat due to health reasons. A clear and open communication has proven to be 

important factors for a successful implementation. 

Further research in Newwow and ABW is important, as many organisations are moving to 

ABW, which affects many employees.  
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Sammanfattning 

Många företag har flyttat in till aktivitetsbaserat kontor (ABW), vilket har lett till stora 

förändringar för de anställdas sätt att arbeta. Arbetsplatsen ska tillhandahålla olika 

arbetsplatser/miljöer för dem anställda, där de kan välja det som bäst passar uppgifterna de 

har för stunden, så som koncentrationsområden eller  öppet plan. Detta innebär att de 

anställda inte har bestämda platser och kan fritt välja mellan olika arbetsplatser. ABW har för 

avsikt att förbättra faktorer så som samarbete, tillfredställelse, flexibilitet och produktivitet. 

För att de anställda ska jobba i ABW, så behöver deras sätt att arbeta förändras, och det är 

oftast kallad för New Ways of Working (Det nya arbetsättet, Newwow). Det är inte ovanligt 

att företag har haft problem med implementeringen av Newwow, där implementeringen inte 

varit så lyckat som man hoppats på.  

Detta examensarbete tittar på problemen som uppstår när implementering av Newwow görs, 

och vilka faktorer som är viktiga för att minska motståndet när företag går över från 

traditionellt sätt att arbeta till Newwow. Det här arbetet har varit en kvalitativ studie, där 

intervjuer har gjorts med personer från tre svenska företag som har implementerat ABW, så 

väl som konsulter som hjälper sina kunder med implementeringen.  

Människofaktorn är viktig i förändringen, och det finns behov av att få med sig folk för att 

kunna skapa en arbetsplats där de anställda kan lyckas i. Många olika saker behöver göras i en 

implementering av Newwow och ABW, så som fysiska arbetsplatsen, digitalisering, 

arbetskultur med mera. I detta examensarbete har människoperspektivet haft mer fokus, då 

människorna ska jobba i arbetsplatsen och målet är att förbättra deras arbete. Många 

svårigheter är oftast att få människor ombord på implementeringen. Vissa avvikelser från 

ABW är ok om det finns välbefogade anledningar, exempelvis att man får sitta på bestämd 

plats av hälsoskäl. En tydlig och öppen kommunikation har visat sig vara viktiga faktorer för en 

lyckad implementering. 

Fortsatta studier i Newwow och ABW är viktigt, då många företag flyttar in till ABW och det 

påverkar många anställda.  
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1. Introduction 

1.1 Background   

The working life is undergoing big changes, and many companies have chosen new working ways, 

moving in to activity based workplace (ABW). As many companies have chosen to implement ABW, it 

has led to great changes for employees’ ways of working in the workplace (Appel-Meulenbroek, 2015). 

In an ABW people do not have assigned seats, they move to a workplace that fits the task they have at 

hand, e.g. going to quiet space when they need to concentrate, meeting rooms for meetings, open 

space for spontaneous meetings and collaboration (Appel-Meulenbroek et al., 2015; Koetsveld & 

Kamperman, 2011). In order to work in ABW the ways of working needs to change, and requires 

something that is usually referred to as New Ways of Working (Newwow) (Blok et al., 2012). In this 

paper the terms Newwow and ABW will be used somewhat synonymously. According to Blok et al. 

(2012) Newwow is about changes in four aspects, the physical space, organisation & management, 

information and communication technology (ICT) and work culture. For the physical workspace it gives 

more flexible working arrangements for the employees, such as working from home, flexible working 

hours and flexible workplaces where they sit at a workplace that fits the task they have at hand. For 

organisation & management it is about a new leadership style, that is based on trust on the employees, 

as they are not always visible in the office, since they can choose where and when to work. Here it is 

more about focusing on the output from the employees rather than how often they are in the office, 

managers are supposed to give employees autonomy, where they are self-leaders and takes initiatives 

in their work. ICT enables employees to be mobile, they can choose where and when to work, with the 

help of technology they can stay connected with their colleagues from anywhere and have access to 

company materials from home. The work culture becomes more open with Newwow, where 

employees are encouraged to collaborate and share information (Blok et al., 2012).   

The reason for implementing ABW and thus Newwow is according to researchers: to give employees 

flexibility and autonomy in their work, to choose time and location, and how to do their work (Palvalin 

& Vuolle, 2016). Increasing communication and collaboration, and reduce costs are also reasons for 

implementing ABW. Another objective is to increase productivity (to work more effectively and 

efficiently), as the collaboration is improved and employees in ABW can choose workplace that best 

fits their work at hand. Implementing ABW is supposed to increase employee satisfaction (Brunia et 

al., 2016; Koetsveld & Kamperman, 2011; Laihonen et.al., 2012). In traditional workplace where 

everyone have their own seats, a lot of the workplaces are not in use, at least one third of the 

workstations are not in use according to Bruyne et al. (2014), with ABW it reduces the use of space, 

and thus reduces the cost for the organsiation.   

However studies show that Newwow also have problems with the implementation. What can be seen 

from the case study in the paper of Blok et al. (2012) is that the implementation of Newwow has not 

been as successful as hoped, not all of the changes in the four aspects in Newwow (described above) 

were successful, mainly unsuccessful changes in management and work culture; and some employees 

were not accustomed to the changes. 43% of the observations of companies with ABW collected in 

Appel-Meulenbroek et al. (2015) shows that the facility was not in use, which implies that there could 

be a wrongful amount of workplaces/stations in the office for the employees or that spaces could be 

reduced. When the workplace and users are not suited for each other, it could lead to stress in the 

workplace for the employees and reduce productivity. The paper of Appel-Meulenbroek et al. (2015) 

also shows that not all employees have fully understood how to work in ABW.   
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The study from Appel-Meulenbroek et al. (2011) show that ABW is not always used as intended, and 

that personal preferences have greater impact on the way people use/choose the workplace. 

Employees might resist the changes in the organisation and claim spots. Managers struggle from the 

fact that it is harder to check on if employees are at work, as they have flexible working arrangements, 

and do not sit at a specific workplace (Kuan and Black, 2011). Another aspects is that employees feel 

lack of privacy in ABW, where they do not have assigned seats (Appel-Meulenbroek et al., 2011; Been 

& Beijer, 2014).  

 

1.2 Problem and aim 

What can be seen from the research discussed above of Newwow is that there can be certain 

difficulties of implementing Newwow, and the result of it is not always as expected. Major changes in 

organisations such as Newwow, usually needs effective management and leadership for it to be 

successful (Yukl, 2010). Two of the four aspects of Newwow discussed above, changes in organisation 

& management and work culture have proven to need more effort according to the results in Blok et 

al. (2012).  

There have been studies about implementation of Newwow and ABW, but there are still problems for 

many companies with implementing it, so that is why this topic is of interest to study. This research 

will look at three organisations that have implemented ABW, which are Vasakronan, Swedbank and 

Vinnova. To see the goals these organisations had when they implemented ABW and to see what 

factors are important in order to succeed with the implementation, and to compare it with literature.  

The aim in this research is to answer the following questions:  

 What are the goals for the three organisations that has implemented ABW, the things they 

wanted to achieve?  

 What are the important factors in order for them to reach the desired results? 

o What are the main challenges? 

o How to reduce the resistance to change? 

 

1.3 Limitations 

The collection of data/empirical studies has been limited to Sweden, studying the implementation of 

Newwow from the perspective of three Swedish organisations through interviews, these organisations 

have all implemented ABW. There have also been interviews with consultants that help their 

customers with implementing ABW, to see it from a strategic perspective. To see what has been the 

important factors for a successful implementation. The aspects such as the design of the physical 

workplace, sound issues, digitalisation, are relevant aspects for the implementation of ABW, and it has 

been discussed in this paper, though it has not been the focus of this paper, more focus has been put 

on the human perspective.  
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2. Theoretical Framework/ Literature Review  

As discussed in the introduction, Newwow is not always implemented smoothly in organisations, 

where there are difficulties with the implementation, and the results do not always meet expectations. 

Newwow leads to great changes in the organisation. When major changes happens in an organisation, 

change management is an important perspective to look at. Change management is a broad field for 

approaches (such as process, tools and techniques) to manage change in an organisation in order to 

reach the required outcomes (Atkin & Brooks, 2009; Prosci, 2016). In order for changes to be successful 

in the organisation, management has an important role (Yukl, 2010). The literature below will discuss 

topics relevant for the questions and aim for this thesis.  

 

2.1 Change Management 

For change management one needs to have much planning before implementing and involving all the 

stakeholders so the transition will be smooth. It is to help the organisation to transition from its current 

way of operation to a new way, but at the same time keep focus on the company’s business strategy. 

Change is usually not welcomed by the people in the workplace, as they want to keep things as it used 

to be, so communication with the stakeholders is important, especially the employees as they will be 

using the spaces the most. Giving them the appropriate education to why the changes will take place 

(Atkin & Brooks, 2009). 

One of the most important things of leadership is to lead the organisation through changes, effective 

leadership plays an important role for a successful organisational change (Yukl, 2010). The top 

management are usually the ones that guides major changes in the organisation, and for the case of 

this thesis implementing Newwow. With other words they are important when major changes are 

implemented in the organisation and should not be overlooked at. Leaders can affect the 

organisational culture, develop visions, implement change and encourage people of the organisation 

to learn and innovate (Yukl, 2010). Leaders can influence the behaviour, thoughts and feeling of others 

around them, with their behaviour, words and how they act. So to implement changes, leaders should 

start with themselves first (Dievernich et al., 2015).  

For a successful implementation of changes, it is important for management to understand why people 

are pro or con to change, different sequences of the change process in the organisation, and to 

understand the problems in the organisation. In order to get the employees committed to changes in 

the organisation, they need to trust the management, believe in the changes and that it will lead to 

better results for them and the organisation (Yukl, 2010). 

 

2.1.1 Resistance to change 

Resistance is a usual circumstance when changes happen in organisations. It is important to identify 

why people resist it and then come up with a solution (Yukl 2010).  

When change is implemented in an organisation, such as new process is introduced, it leads to that 

the employees’ mistakes in carrying out the work increases, as they are not used to it. The changes will 

lead to some inconvenience for people, as they need to change what they are familiar with, and 

performance is also lower during the transition period (Yukl 2010; Dievernich et al., 2015). When there 
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is increased stress for employees, they tend to choose to go back to familiar processes (Gardner 2012 

in Dievernich et al., 2015).  

Even when changes are beneficial for the organisation, it can still be resisted. The employees could 

think of the changes as risky for themselves, such as layoffs, paycuts, suffer economic loss or benefits,  

job insecurity (e.g. replacing people with technology). This could be independent of what the reasons 

for the changes are stated by the organisation and the ones implementing the changes (Krüger 2010 

in Dievernich et al., 2015; Yukl, 2010).  

Other reasons to why people resist major changes in the organisation is described in Connor (1995 in 

Yukl 2010) as: 

1. Lack of trust. Where they do not believe in people who advocate and implement the changes, 

perhaps thinking that there are hidden agendas and similar.  

2. Not believing changes are needed. Where they believe current ways of doing things are successful 

and that there are no major problems with it. And when problems are recognised at the end, responses 

are usually to do gradual change to current ways of working. 

3. Fear of personal failure. People with low self-confidence could fear that they are unable to adjust 

to the changes and be able to adjust and learn new ways of doing the work. The proposed changes are 

more likely to get support if people are provided with help to adjust to the new ways to work.  

4. Losing power and status. When new strategies are taken in the organisation that will need new 

expertise, it will lead to some shift in power and status, people that currently enjoy their status and 

power have a higher tendency to resist the changes. 

5. Threat to values and ideals. Strong values and ideals in an organisation could lead to resistance in 

change, if the changes are not in line with the values and ideals of the organisation.    

It is a natural reaction for people to resist changes as they want to protect their self-interests. That is 

why it is important that people responsible for the changes have conversations with people affected 

by it, to understand their concern and get suggestions for them to improve the changes. 

 

2.1.2 Implementing change 

To implement large-scale change in the organisation it is important to have top management’s support 

as mentioned above, otherwise it is likely to be unsuccessful. When implementing change, the top 

management should provide support, encouragement and resources needed to help with the change. 

They should formulate an integrating vision and general strategy for implementing the change, guide 

and coordinate the process by which the strategy is implemented. The middle and lower-level of 

management should be encouraged to lead the change in their own units that is consistent with the 

vision and strategy (Yukl, 2010).  

To make people in the organisation to support radical change, it is important that there is a clear and 

attractive vision that shows a better future for the organisation. This vision allows the people to be 

willing to make sacrifices that the change will require. The vision helps guide and coordinate the people 

of the organisation in the process of major change. The vision should be appealing to the values, hopes 

and ideals of the people in the organisation and other important stakeholders. In order to make an 

appealing vision it is important to understand the organisation, its culture and the needs and values of 

the employees (Yukl, 2010). 
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Changes in organisational culture is usually needed in order for large-scale change in the organisation. 

By changing the culture, management can have indirect influence on the employee’s behaviour and 

motivations.  

2.1.2.1 Guidelines for implementing change 

Guidelines based on several researchers are discussed in Yukl (2010), below shows a table of the 

guidelines.  

 

Table from Yukl (2010) p.315 

A short summary of the guideline in the table above 

It is important to make the people in the organisation understand the need to do major changes (why 

it is necessary and urgent to do the changes), mainly the key people in the organisation, so they will 

support for the proposed changes. A vision for what the changes will do to achieve shared objectives 

and values is very helpful in order to gain commitment. Identify whose support is necessary for the 

changes to succeed and who is going to resist. Having a coalition of people with power to facilitate 

change will be helpful for a successful change in an organisation. The coalition will help persuade 

people to support the change. Top executives, middle and lower management are important 

supporters. It is important that the people in key positions for implementing the changes has 

commitment to the vision and that they communicate it clearly, as they are responsible for 

implementing the change. Top management should if possible give authority to the people responsible 

(e.g. project manager) for implementing the change. As these people have the competences to do the 

change, they should be empowered to implement the new strategy or new program in the way they 

think is the best, to reduce the strain on them and increase success (Yukl, 2010). 

If people are unable to deal with the stress that comes with the change, they are likely to be against it 

and unhappy. It is important to prepare people affected by the change, to make them understand how 

it will affect them and how they can deal with it. Listen to experience from people that have 

experienced similar change, and how they successfully dealt with the change. Support groups to help 

people, electronic network for the organisation members to get advice from each other. As it is 

impossible to predict all the problems and obstacles that will be encountered with the changes, 

monitoring the process is necessary to learn. Collecting feedback about the effects of the change will 

be useful to analyse and evaluate how the progress is in the organisation and come up with ways to 

improve the performance (Yukl, 2010).  
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It is important to keep people informed about the different steps that has been taken, and changes 

that have happened and the improvements, to keep them enthusiastic and to ensure people that the 

changes are going to happen. Leaders who are identified as the main advocate for the change, need 

to show continued commitment and attention to it, so that the employees know that the leaders are 

serious and intend to see the changes be successful. When problems and obstacles in the changes are 

encountered, people lose their enthusiasm for the change as it leads to sacrifices and inconveniences 

for them. Here it is important that leaders keep showing enthusiasm and determination to see the 

changes through, this is to prevent supporters from disappearing and that opponents to increase 

resistance. Time, effort and resources should be invested by leaders in order to solve problems and 

obstacles (Yukl, 2010).  

 

 

2.2 New ways of Working 

As discussed in the introduction Newwow changes four aspects in the organisation, which are changes 

in the physical workplace, Information and Communication Technology (ICT), organisation & 

management, and work culture. In order for the Newwow implementation to be successful all four 

aspects should to be completed, according to Blok et al. (2012). From Laihonen et al. (2012) Newwow 

is a multidisciplinary concept, that includes at least Human resource management, information 

technology and facilities management. Human resource management should include people doing the 

work, how management act; information technology are the tools to perform the work; and facilities 

management is the working environment.  

Haynes B. P. (2012) says that nowadays the facilities are becoming more important in order for the 

employees to work in a good way. Thus Corporate Real Estate Management (CREM) has gotten more 

attention and should be higher up in the corporate ladder. According to Haynes B. P. (2007) and Blok 

et al. (2012) more and more of the work today is about collaboration and to together be more 

productive. The workplace is thus an important place for knowledge sharing amongst the employees. 

Workplace strategy is about finding smart solutions for the workplace to support the activities of the 

organisation and inspire stated in the article of Haynes B. P. (2007). It is not about maximize the space 

usage and save costs. Laihonen et al. (2012) discusses that in order to improve the productivity of the 

knowledge workers, there is a need for new working methods, e.g. continuous improvement of the 

workplace that enables collaborative working methods. The paper further states that Newwow is 

supposed to increase the satisfaction at work, the motivation and the productivity of the worker. 

Though it has also brought some negative impacts on the employees such as the recognised privacy 

and job satisfaction (Laihonen et al. 2012).  

Leadership in the organisation also needs to change as this Newwow is implemented, which is one of 

the four aspects discussed above. The employees in the Newwow are supposed to be self-driven, think 

for themselves and have more responsibilities. This changes the management’s role, where their task 

switches from more micromanagement into coordinate the work of the co-workers and operate in the 

relationships between them, to stimulate people to cooperate more (Blok et al., 2012). 
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2.2.1 The workplace  

As stated above the workplace is important in order for people to work better, e.g. to be more 

productive and collaborate more. Organisations implement Newwow and ABW to improve these 

aspects (Brunia et al., 2016). Koetsveld & Kamperman (2011) discusses that the ABW is an office 

concept that recognises that people are different (such as ages, genders, personalities and ethnicities), 

with different workstyles and they work the best with their own style. The paper further discusses that 

during the workday people do different activities that needs different work environment and 

technology to support the activities, the concept of ABW support the activities.  

As ABW is non-territorial with no assigned seats, it gives possibilities for employees so they can choose 

anywhere they want to sit and do the work (also outside the office, e.g. home), they sit in 

workplace/environments that best suits the work they have at hand (Bruyne et al., 2014; Appel-

Meulenbroek et al., 2011). With the different workplaces and environments in ABW it gives the 

employees choices, such as quiet spaces for concentration, meeting rooms for meetings, open spaces 

for adhoc meetings, project tables for working together in project and so on (Appel-Meulenbroek et 

al., 2015). With the help of ICT it is possible for workers to stay connected from anywhere they are, 

and have access to company materials (Blok et al., 2012). ICT has thus given flexibility and mobility in 

the workplace, and also possibility to work whenever it suits the employee and the employee has the 

possibility to choose the location to work. The need for workspace decreases in the office with ABW, 

as people do not have assigned seats (one work desk for each employee) and they can work at other 

places as well (Bruyne et al., 2014). 

According to Appel-Meulenbroek et al. (2011) the design of the office, e.g. amount of different 

workplaces/spaces needs to be determined by the organisation itself, so the work process and 

activities of the employees are met in the workplace. Consequently there is no one real answer for the 

office layout that fits all organisations. Every organisation is unique and should come up with a solution 

that best fits their need.  

What can be seen from different literatures is that, the development of ABW needs to take into 

account how the organisation’s work process is, it should be accommodated to the organisation 

individually. One organisation cannot just copy from another and expect the results to be the same 

(Koetsveld & Kamperman, 2011; Appel-Meulenbroek et al. 2015). One example from empirical studies 

in Skogland (2017), about a Norwegian professional service network provider that had implemented 

ABW with 700 employees, in their organisation they had different departments on different floor. One 

department in that organisation had more collaboration and mobility in their daily work, thus that 

department received more workplaces for project and informal meetings. Whereas for another 

department that had more individual work, received more individual workplaces and concentration 

areas.  

 

2.2.1.1 Reasons for implementing ABW 

A usual advantage of ABW is that it reduces the need for space for the employees in the workplace 

(Bruyne et al., 2014). ABW reduces the cost of space by up to 30% according to Kuan & Black (2011). 

Bruyne et al. (2014) states that an average of approximately 33% of the workplaces/stations in 

traditional offices are not in use. People could be away on holidays, sick leave, away on business, on 

meetings, with clients, travelling, working outside the office etc. Since there is a lot of unused desks in 
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a traditional office, the spaces can be used more efficiently without assigned seats, i.e. ABW (Bruyne 

et al., 2014). From Appel-Meulenbroek et al. (2011) and Bruyne et al. (2014) it is discussed that ABW 

also reduces the cost when the organisational changes occur, such as personnel changes (e.g. people 

quitting, new hire, switching departments), as it is not needed to renovate the office or get new 

furniture such as desks and chairs.   

In ABW the employees are supposed to get increased satisfaction and well-being in the work (Palvalin 

& Vuolle, 2016). One reason for increased satisfaction is because that the employees get more control 

over their work situation, such as where and when to work, the workplace provide different work 

environments for different activities. Reasons for increased job satisfaction in ABW is in the paper of 

PETERS et al. (2014) due to improved relationship with co-workers, and they have more trust in each 

other, and it leads to that employees are more satisfied at work. The paper also discusses the 

autonomy employees get in ABW, where managers have trust in their subordinates, this is also a factor 

that leads to satisfaction for the employees. Brunia et al. (2016) describes a similar thing where 

personal control over the environment along with freedom of choice of workplace to execute the work 

are important factors for employee satisfaction and productivity.  

In Brunia et al. (2016) it is described that Newwow is supposed lead to increased productivity, this is 

because employees gets autonomy to choose where and when to work (workplaces that fits the 

activity at hand), and that the workplace stimulate collaboration and communication amongst the 

employees (better collaboration). Employees can do both concentrated work and collaborative work 

when it is needed. 

As there are more flexible working arrangements with Newwow, where employees can choose 

wherever and whenever they want to work (also working from home) (Palvalin & Vuolle, 2016), it could 

save time for the employees as they do not always need to commute to the workplace if does not suit 

them. This would also save cost of commuting, which is also beneficial from environmental aspect, 

with less CO2 emission from commuting.  

Organisations also want to implement Newwow and ABW in order to attract a new generation of 

workforce, the generation Y (people born from 1981 to 2000), this generation values flexible working 

arrangements, where worktime and spare time is intertwined (Haynes B. P., 2011; Bouvier & Eriksson, 

2014). In the paper of Bruyne et al. (2014) it is discussed about “war on talent”, where organisations 

implement Newwow and ABW in order to attract the talent of the future, to stay competitive. 

Improving the image of the organisation is also a factor when organisations implement Newwow and 

ABW (Koetsveld & Kamperman, 2011).  

From Blok et al. (2012) and Kuan & Black (2011) a usual result with ABW is that employees can easier 

work with groups that they are doing projects together with at the time, as employees can choose 

where they want to sit. They do not need to always sit with people from their department, this would 

increase the collaboration and communication with people outside of the own departments, and thus 

improves the relationship with co-workers outside the own department (Kuan & Black, 2011). 

 

2.2.1.2 Usual problems and challenges 

Implementing Newwow and ABW is not unproblematic, and organisations do not always achieve the 

intended goals, like the ones discussed in the section “Reasons for implementing ABW”.    
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A usual negative aspect of ABW is that employees cannot personalise the space they are using, as they 

do not have their own assigned seats, this could affect the satisfaction in the workplace in a negative 

way (Kuan & Black, 2011). Being able to personalise one’s workplace has shown according to Veitch et 

al. (2007) to have a positive impact on the job satisfaction and on the well-being of the employee. As 

Newwow and ABW will not give people possibility to have their own workplace, it could have negative 

impact on the job satisfaction. This would lead to opposite effect of some of the theory above.  

It is not uncommon that ABW is not used as intended as discussed in the introduction, it could be 

because of ignorance or that they do not like the changes (Appel-Meulenbroek et al., 2011). Some 

employees might resist the changes as they are used to their routines and do not want move to 

workplace that suits the task they have at hand, as it was intended for (Kuan & Black, 2011). From the 

empirical results in the paper of Appel-Meulenbroek et al. (2011) it is shown that people do not switch 

seats during the whole day on average (68%). There are also people that people claim spots 

(approximately 28%) with e.g. coats, and that some people avoid sitting on seats that another person 

usually sit at (35%) (Appel-Meulenbroek et al., 2011; Appel-Meulenbroek et al., 2015). An encloased 

space in the empirical results of Appel-Meulenbroek et al. (2011) that was intended for employees to 

do concentrated work, have been observed to be used for meetings instead. Another result from 

Appel-Meulenbroek et al. (2011) is that over 50% of people gets distracted by conversations in open 

workspace.   

When the workplace does not fit the employees or is not used in the right way, e.g. when there is a 

wrongful amount of workplaces for the employees to support their work, it could lead to stress for the 

employees, less productivity and dissatisfaction (Appel-Meulenbroek et al., 2011; Appel-Meulenbroek 

et al., 2015). 

In Blok et al. (2012) and Kuan & Black (2011) it is discussed that managers will not be able to monitor 

their employees as close as they used to, a readjustment is needed, as well as change in their authority. 

A conclusion from PETERS et al. (2014) is that implementing change in the organisational culture, such 

as changes in management style, trust and collaboration takes a long time and needs much effort to 

succeed. These implementations usually meets much resistance from the employees (with managers 

included). Mutual trust is needed between managers and subordinates, performance of the work 

should be measured rather than the hours the employees are in the office (Kuan & Black, 2011; Blok 

et al. 2012). This require that employees are self-driven.  

For employees in ABW the communication and relationship with co-workers in other departments 

would improve, though the team/own department’s cohesiveness would be affected negatively, as 

they do not sit together in their team/department (Kuan & Black, 2011). It would lead to that casual 

meetings with those in the team would not be as good as before, and requires booking of meeting 

rooms to have discussions (Kuan & Black, 2011).  

 

2.2.2 Guides for Newwow 

As discussed in the section of “usual problems and challenges” there could be misuse of the workplace, 

which would lead to bad results for the Newwow and ABW. In the paper of Appel-Meulenbroek et al. 

(2011) it is discussed that in order to prevent employees from misusing the ABW and resisting the 

changes, it would be wise to have the employees involved early in the process of implementing new 

workplace design. The paper further states that substantial training programs for employees to learn 



17 
 

Newwow is important so they will adjust to the changes. One of the unwanted behaviour was when 

some employees were claiming spots, which was not allowed Appel-Meulenbroek et al. (2015).  

In Appel-Meulenbroek et al. (2015) many observations of the workplace showed that it was not in use 

(43%), as stated in the introduction, which shows that there could be wrongful amount/combination 

of workplaces/stations in the office. Thus the workplace would need constant follow up even after the 

implementation of ABW, to see the user preferences and change the office layout if needed.  

Even as it has been discussed by several authors that Newwow and ABW provides factors that brings 

satisfaction and productivity for employees in the workplace; there are several surveys based on 

employee evaluations in Brunia et al. (2016), that show that many are dissatisfied with the lack of 

privacy, inadequate storage space and lack of support for high concentration work.  

It is hard to define what characteristics in the work environment that exactly leads to positive or 

negative effect in the ABW. As there are many factors that together affects the satisfaction. Some 

factors for the physical environment are spatial layout, flex ratio (available workplace per person), 

level of openness, comfort and ergonomics, physical working conditions (e.g. indoor climate). 

Nonphysical factors are satisfaction of the organisation, work process, colleagues, employment terms 

(e.g. wages and career), these could have mediating effect on satisfaction of ABW (Brunia et al. 2016).  

For factors that could lead to successful implementation of new office (ABW) is:  

1. a good communication with the employees affected by the change.  

2. Clear understanding of the change 

3. Analysis of the organisation, how the work process is and how the current accommodation is. 

To see what is expected to be successful and what will meet resistance. 

4. Having clear objectives and goals 

5. The top executives and employees in the organisation have commitment and shared 

perception of the change 

Brunia et al. (2016) studied 52 cases in 21 different organisations, that looked into the satisfaction of 

employees that are in flexible offices (ABW) mainly in the Netherlands, where the respondents were 

doing white-collar work. Less than 40 percent of the employees in the study of Brunia et al. (2016) are 

satisfied with indoor climate, privacy, archive facilities, places to do concentrated work, and sharing 

ideas of the work environment.  

The studies show that case specific factors affect the satisfaction score for different cases, even though 

the office concept is similar (ABW) for the studied cases. For instance for communication where 69% 

on average from the respondents liked the possibilities to communicate, but in some cases only 35 % 

were satisfied and in other cases 92% were satisfied.   

They also made more in depth case studies of four cases, where two are successful and two are 

unsuccessful cases.  

Some factors for satisfaction in ABW from Brunia et al. (2016): To have a well combination of space 

for communication and concentrated work, open spaces is to be alternated with enclosed spaces. 

Acoustics needs to be reviewed, in order to avoid distraction. Large open areas of more than 15 people 

should be avoided, as it often leads to problems in privacy and concentration. Larger area should be 

dived into smaller areas, in terms of visual and acoustic. Meeting spaces being close to the work spaces, 

which eases ad hoc/unplanned meetings. Personal control for the temperature and air quality is also 
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important, as well as comfort and ergonomics in the workplace. Being clear about the rules of how to 

use the workspace. 

For the implementation of ABW, it was shown that the commitment of management is very important 

for the success, and that they also used ABW (i.e. did not have assigned seats). High end-user 

involvement in the implementation. There should be good communication about the concept, 

teaching the employees about ABW.  Possibilities for employees to discuss about their thought of the 

work environment, e.g. have workshops (Brunia et al., 2016).  

Empirical studies of a few organisations from Sweden in Bouvier & Eriksson (2014) shows that one of 

the biggest challenges in implementing the ABW is for the management to convince the  employees 

that it will lead to a better working environment and their productivity. Another thing is to have a clear 

strategy in the implementation. It could take 12 to 18 months to plan and implement ABW in a 

workplace. Changes in the employees’ need will happen with time and it is important that 

management have a continuous assessment of the needs of employees and develop the office layout.  

A conclusion from Bouvier & Eriksson (2014) is that there should not just be activity based in the office, 

if there is a need for assigned seats for some personnel, e.g. managers, they should be able to have it. 

The goal of ABW is to give alternatives in working places/stations.   
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3. Method  

The research is conducted with initial literature review above, to have a good understanding of the 

research topic, with the literature review as a framework it will help form relevant interview questions. 

This paper is taking more of a deductive research approach, based on theory and there after 

conducting interviews to come with a conclusion (Saunders et al., 2016). 

The literature review provides knowledge of existing theory of why organisations implement ABW, 

successful factors for the implementation, about the challenges they face etc. The literature review 

will later be compared with the empirical results, to see if the interviewed organisations have 

implemented ABW in accordance with literature, if there are anything new that has not been brought 

up in the literature and if there are anything that differs from literature.  

In order to find answers to the research questions, about the goals for the organisations that 

implement ABW and what factors have been successful for their implementation, to get the best 

results from Newwow; interviews have been conducted with organisations that have undergone 

changes in the workplace to ABW. By interviewing these organisations it shows the user perspective 

(employees) and implementation perspective (those leading the implementation project). Interviews 

have also been conducted with companies that strategically helps customers with the implementation 

(consultants). Interviewing consultants is to see it from a strategic perspective, the consultants have 

helped many customers with ABW and they have been involved with many implementations of ABW.   

 

3.1 Choice of method 

Qualitative method has been chosen, which fits the research well, since the data is non-numerical, and 

the research wants to get a deeper understanding of why and what organisations have done in their 

implementation. That is why qualitative method is a fitting method for this research. Interviews are 

usually conducted for this method, and there are mainly three different interview categories: 

Structured interview, unstructured interview and semi-structured interview (Saunders et al., 2016).  

Structured interview is when there are a set of predefined questions that the interviewee is supposed 

to answer according to the predefined order of the questions, which is more of a quantitative method. 

Unstructured interviews are used to explore more in-depth of an area, and for this kind of interview 

there are no predefined questions, but the interviewer needs to have a clear idea about the aspects 

that are going to be explored. Here the interviewee can speak freely about the topic and decides the 

direction of the interview. For Semi-structured interviews the interviewer has some core questions 

that are asked. For this type of interview some questions can be skipped, and some questions can be 

added depending on what is talked about during the interview (e.g. if there are any ambiguity in the 

answers, the interviewer can follow up with a question), the order of the questions can also be 

rearranged depending on what comes up during the interview. Both semi-structured and unstructured 

interviews are qualitative methods (Saunders et al., 2016). 

 

Semi-structured interview has been chosen for this research, which is by the author seen as a fitting 

method. Since the interview has the purpose to get a deeper understanding of how organisations have 

done their implementation, and has some core questions that needs to be discussed. This also gives 

possibilities for new ideas to come up as the interview occurs (e.g. things that the interviewer did not 
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think of before), and possibilities to focus more on some questions depending on what the interviewee 

says during the interview. With other words it gives flexibility to explore the topic (Saunders et al., 

2016).  

 

3.2 Conducting the interviews 

The interview started with the interviewer (the author) presenting the goal of the thesis and what the 

interviewer wants to know, before starting the interviewee was asked if it was ok to record. As 

mentioned above the interview questions were semi-structured with some core questions that has 

been explored, during the interview follow up questions have come up as the interviewee answers the 

core questions.  

After the interviews were conducted, they have been processed. Each interview has been summarised 

by listening to a small part of the recorded interview (approximately 30-60 seconds) and then 

summarising that part, this process has been done through the whole recorded interview. The 

summarised interviews have then been analysed and the parts of the interview that are relevant for 

this research has been written down in the results chapter; the parts that are interesting for the 

research questions. Information such as why organisations implement ABW, what factors have been 

successful, what has been challenging and similar are considered relevant for this research, and these 

things were taken into account in the results. All of the interviews were in Swedish, the information 

from the interviews have later been translated to English in this paper.  

The results have been looked at from a strategic level, implementing level and user (employee) level, 

to see different viewpoints in the implementation of ABW. Interviewees have been people of these 

three categories/levels.  

 

3.2.1 Interview persons (interviewees) 

The three organisations that have been selected for interviews are organisations that have 

implemented ABW as mentioned in the introduction of this paper. People interviewed from these 

organisations are either those that have been leading the implementation or users (employees) in the 

ABW, i.e. from implementation level and user level. Complementary to these interviews, there have 

been interviews conducted with consultants from three different organisations, that have helped 

customers with the implementation of ABW. These are of the strategic level. All of the interviewed 

organisations have implemented ABW.   

Organisations that offer workplace strategy help: Vasakronan, Niras, Cushman & Wakefield.  

Organisations that have implemented ABW: Vasakronan, Swedbank and Vinnova.  

Below shows the different interview persons and the organisation they are from: 

Vasakronan: 

Britt Lindqvist, Development manager (Chef utveckling) and Project manager for Vasakronan’s 

implementation of ABW.  

Henrik Eriksson, workplace strategy and tenant advisory. 
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Sofie Persson, Purchaser. 

Lotta Hellstrand, IT department.  

Eva Thomsson, Head of accounts ledger. 

Ylva Forslund, HR Partner.   

Niras: 

Hanna Mossfeldt, workplace strategy, Niras. 

Cushman & Wakefield: 

Marie Cronström, occupier services, Cushman & Wakefield. 

Mattias Labraaten, occupier services, Cushman & Wakefield. 

Swedbank: 

Maria Ericson, Leadership Training Manager, involved in training managers for working in ABW. 

Anna Lundholm, HR, part of project group that is currently working with Swedbank’s restructure of 

how they are going to work in ABW. 

Jeanette Laewen, Assistant to Head of Group Cards. 

Linda Spelès, Head of Chargeback Issuing. 

Vinnova: 

Leif Callenholm, Administrative Director (Förvaltningsdirektör), responsible project manager for 

Vinnovas implementation of ABW. 

Johan Lundholm, HR Partner. 

Ann-Mari Fineman, Head of IT Applications & Services Department. 

  

3.3 Evaluation of Methodology 

3.3.1 Reliability  

Reliability refers to if the same research can be conducted by another researcher with same research 

design and still get the same results, then the research is reliable (Saunders et al., 2016). This research 

has mainly used semi-structured interviews as a method. As some questions in semi-structured 

interviews can be skipped and some can be added depending on the circumstances, it might be hard 

to get exactly same results. The results may also depend on the time and place the interview is 

conducted. Though it is evaluated by the author that semi-structured interviews is fitting for this 

research (as discussed above) and that the answers for the core questions from the interviews should 

not differ too much, if it is repeated by another researcher. During the interviews the interviewer 

(author) has been as neutral as possible (in facial expression and tones) to minimise biases that could 

happen in an interview.  
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3.3.2 Validity 

Validity is about how suitable the methods has been, how accurate the analysis of the results is 

(internal validity) and generalisability (external validity) of what has been found from the study 

(Saunders et al., 2016). For how suitable the method is, has been discussed above. For internal validity 

it is judged as good in this study. For external validity that is about if the findings in this research can 

be generalised for other scenarios and groups. Generalisability is about how well the findings in a 

research is applicable to other scenarios, if there can be any generalisations drawn. If there is a small 

case/sample as it usually is for qualitative researches, there could be problems with generalisability 

(Saunders et al., 2016). Since this thesis (research) also has literature review as a basis, results from 

interviews are compared with literature, to see the similarities between the findings and 

literature/theory, and if there are any differences. By doing so it shows that the findings in this thesis 

has a broader theoretical significance, and that there can be some general conclusions made for 

organisations that are similar to the ones interviewed in this thesis (Saunders et al., 2016). Since the 

interviews has been for Swedish organisations, it might have less external validity for other countries, 

especially countries that are not close to Sweden in terms of for example culture.  
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4. Results 

This chapter will summarise the important results from the interviews that is relevant to this study. 

They will be divided in two parts, the first part shows the reasons to why the organisations have 

implemented ABW and the second part shows ways to reduce the resistance to the changes. 

 

4.1 Goals and what ABW means to the organisations 

Below shows the results from the interviews about the goals and why these organisations have chosen 

to implement ABW. 1. Communication and collaboration, 2. Increase satisfaction by flexibility, and 3. 

Effective use of office space, are the most evident reasons to why the organisations have implemented 

ABW.  

4.1.1 Communication and collaboration 

Improving the communication and collaboration between the employees is an important factor for 

implementing ABW according to the results from interviews with the organisations (75% of the 

interviewees have expressed it). One example from Lindqvist (Project manager, Vasakronan) is 

”Overall we wanted to improve the collaboration between people and create a place where people 

meet and integrate”, as a reason to why they implemented ABW. She further stated that they wanted 

“For people to mix with each other in the workplace” and “There are incentives for people to talk to 

each other in the ABW”. By having a workplace environment where there are no assigned seats, 

different people can meet each other.  

For Vinnova they have much collaboration over different departments, and working in ABW would 

support their work. Callenholm (Project manager, Vinnova) said “It was a lot of work across 

departments, but the different departments sat by themselves. Now it is easier to work in ABW.” This 

is also the case for Cushman & Wakefield according to Labraaten (Occupier Services) as they 

collaborate with different persons depending on the project they are doing, so being in ABW would 

suit their work. 

4.1.2 Increase satisfaction by flexibility 

The interviewed organisations have stated that increasing the satisfaction among the employees as a 

reason to why they implemented ABW (approximately 82% of the interviewees thought so), where 

employees get increased satisfaction by having more flexibility and freedom in their work. They can 

choose different environment in the office for the different tasks that they are doing, e.g. with 

workplaces for concentration and workplaces for collaboration (which could be workplaces such as 

couches, project tables, meetings rooms, or open areas). This allows the employees to choose 

environments that they think is best for their tasks. With Newwow and ABW the work culture changes 

as the employees get more flexible working arrangements, and are allowed to work outside the office, 

such as at home. I.e. the employees get more control over their working situation. Forslund (HR 

Partner, Vasakronan) stated “I think it is more freedom now, before everyone knew that I was going to 

sit at this seat, when I go away, move around etc. Now I am in constant movement.” Here she means 

that in the previous office where they had assigned seats, people would know if she is on her seat or 

not, or going elsewhere, now in the ABW she is allowed to move around and do not have to sit in the 

same seat all the time.  
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The interviewed organisations have had different office solutions before implementing ABW, where 

some employees have had open office solutions, and others have had own room (e.g. managers). They 

have implemented ABW for those that come from open office solution to get more areas for 

concentration, whereas those coming from own room get more contact with others, the 

communication with others increases.   

Mossfeldt (Workplace Strategy, NIRAS) stated “It was hard to concentrate in the open office, as it was 

very big and it was easier for people to be disturbed, many people sat at home for example when they 

needed to write report.” By implementing ABW it would make the employees more satisfied as they 

can do concentrated work in the workplace.  

Having flexibility in their work is useful for the employees, since many employees have children to take 

care of or other errands take care of during the day, and being in ABW where people can choose where 

and when to work would save time. One example from Persson (Purchaser, Vasakronan) is “Some days 

I work from home, then it is often related to my family, where I got to pick up my kids or leave them at 

school, dentist appointment, which would lead to that the working day will be too short if I would be 

forced to get into the office and put time to travelling time to it.” It would save time to be able to work 

remotely when it is needed. Spèles (Head of Chargeback Issuing, Swedbank) also have a similar 

statement, “people usually look at if they have dentist appointment or if there is something with the 

children (such as illness), then they save travel time to the office, by working from home.”  

4.1.3 Effective use of office space 

The interviewed organisations wanted to improve the effectiveness and flexibility of their office usage, 

this would be possible by working in ABW as it facilitates the organisational changes, such as when 

they hire new employees. 87.5% of the interviewees expressed that effective use of the office space 

was a reason to implement ABW. It would save organisational cost, where they do not always need to 

buy new furniture when they hire new people. An example stated by Mossfeldt (Workplace strategy, 

NIRAS) “it facilitates when we hire new people, as there is no need to buy new desks”. Fineman (Head 

of IT Applications & Services Department, Vinnova) said ”If we look at how it was during that time, it 

was work desk everywhere, big lockers filled with papers.” This statement is about how it was in 

Vinnova before they implemented ABW, where the workplace was full and it was “hopeless” to get 

work desk for new employees. That is why it has become easier today when organisational changes 

happen, as they have implemented ABW.  

The interviewed organisations have stated that their previous office was not used to the fullest, as 

people were not always in the office, they had many empty seats during the day. With ABW the office 

will be used more effective and not be as empty, since employees do not have assigned seats. Lindqvist 

(Project manager, Vasakronan) stated “We wanted to create pulse in the workplace and that people 

want to come here. Before it was less people coming to the office.” Vasakronan wanted to create an 

attractive workplace where the employees would want to be at, as a reason to why they implemented 

ABW. As described in the section “Increase Satisfaction by flexibility”, ABW provides different work 

environment that suits the employees’ work, which would encourage them to come to the workplace. 

Vinnova had similar goals as Vasakronan, where they wanted to encourage the employees to be in the 

workplace.   
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4.2 Ways to reduce resistance to change 

A result from the interviews with the different organisations is that they have all experienced 

resistance in the implementation of ABW. Where employees avoid information meetings, have not 

understood what the changes will mean for them, or that they do not follow policies that Newwow 

and ABW brings. Employees have resisted the changes that happens, such as free seating policy (where 

no one has assigned seats), where some have taken a seat as their own or that they leave their things 

on the table even when they leave their seat. Also that some people in the top management have not 

fully supported the changes and thus have led to problems in communication, where things such as 

free seating have been ambiguous. When employees do not have a good reason to why they are 

implementing ABW, it will be hard for them to be on-board with the changes.   

This section will show ways to reduce resistance to the change based on the interviews, it is divided 

in the following sections: 1. Clear communication 2. Clear goals 3. Enthusiasm and Support 4. Some 

deviations from the concept is ok. 5. Other. 

4.2.1 Clear communication  

All of the interviewees have in some way expressed the need of a clear communication, as an 

important factor for a successful implementation of ABW, where the organisation should be open and 

active in their communication with their employees.  

4.2.1.1 Openness 

Based on the interviews it is important to have an open communication, where all information about 

the changes is available for the employees during the change, this would make them confident and 

relaxed about the changes that is happening. Lindqvist (Project manager, Vasakronan) stated “people 

feel that it seems to be going well if they (project group) can put things out in the open, then there is 

no problem in this project”.  

Similar results was found from Vinnova where the information from meetings and the process of the 

implementation were put on the intranet as well, where everyone could get access to the information. 

The project group was very open for opinions and questions, J. Lundholm (HR Partner, Vinnova) said 

“There was nothing that I thought the project group or top management were trying to hide in anyway.” 

Consultants in Cushman & Wakefield does say that that when organisations implement ABW, they 

should communicate all the information to the employees and involve people in the process, and not 

have any hidden agendas. It was especially emphasised to get co-workers involved all the time for good 

results, as Labrateen (Occupier Services, Cushman & Wakefield) says “it is important to push everyone 

in the organisation so they are involved and want to make a better workplace.” 

Overall from the interviews with people in Vasakronan, they thought that the good communication 

was a reason for a successful implementation, where everyone got the same information. Thomsson 

(Head of Accounts Ledger, Vasakronan) said “What I think was good is that everyone got the same 

information during the implementation of ABW. It was not layered, such as top management informed 

managers and afterwards managers inform down the line.”  Thomsson further said that “we had many 

workshops, such as how to be paperless, what systems we should use, how it is going to work, how it 

works in activity based.” They had workshops that guided the employees in the implementation 

process, where they talked about the things that were going to happen and that the employees could 

ask questions. She further stated “In the workshops we asked questions and talked about our fears. As 

you hear a colleague think the same as you, that you have the same fears, then the fear is not as big, 
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as there is someone else that also have it. You share it.” Forslund (HR Partner, Vasakronan) said 

“Everyone was involved in workshops and similar, got much detailed information such as what colour 

the curtain is going to have, how the environment in the office is going to look like and so on. As I got 

to be involved in what was happening, my fear reduced with time.” Thus by having an open 

communication where people were involved helped get them on-board with the changes.  

Lindqvist (Project manager, Vasakronan) said that “it is important to communicate the information to 

everyone in different ways, as people receive information differently, where some are more visual, 

some listens, some wants a list and others want to hear a story”. Here she means that the information 

needs to be communicated many times to ensure that people understand it. Lindqvist have seen 

customers underestimate the importance of communication, where they for instance think that when 

they have communicated twice it is enough. She said “You have to almost nag about it, those that are 

in the process of changes does not perceive it as nagging, they just want to know more all the time.” 

4.2.1.2 Active communication    

Overall from the interviews, in order to have a successful implementation of ABW, an active 

communication is important, where the project group or others ensure that the employees understand 

the information that is communicated to them. Sometimes the communication is not always working 

in the ways it was thought of, one example was when Lindqvist (Project manager, Vasakronan) was at 

the coffee machine and overheard a conversation of a group that has not understood what was going 

to happen in the ABW, even though it was already communicated many times. This meant that the 

project group needed to communicate that information again in another way.   

It is according to Lindqvist’s experience important to listen and see how it goes for the people during 

the change. Lindqvist said “I ate lunch with the colleagues everyday and listened to what people were 

saying, and how they experienced the change, what they thought was hard. I also stood at the coffee 

machine to listen.” The project group and reference group cooperated in order to know what is 

happening in the organisation. Lindqvist said “It is hard for the project group to hear everything that is 

happening, and sometimes people do not tell what is actually happening to the project group, instead 

it is more talked about in the coffee break or other group meetings.” This is where the reference group 

could help and give the information to the project group, and also spread the information from project 

group to the co-workers. 

J. Lundholm (HR Partner) said that for Vinnova’s implementation, Callenholm as project leader did well, 

where he spread out much information to people all the time and involved people. J. Lundholm stated 

“Whenever there was any news or articles about ABW, e.g. that ABW is devastating, Leif (Callenholm) 

invited the reporters to tell us about their findings.” So whenever something came up, they invited 

reporters or researchers to talk about it, so people got an answer to their questions and were calmed 

down. One example was with ABW the office space reduces by half, which would lead to that it is 

limited space and troublesome when many people are in the office, though they concluded that it did 

not apply for Vinnova as they were going to keep the same space.  

From Callenholm’s (Project manager, Vinnova) experience as project leader, it was hard to spread out 

the information as many people tried to avoid the information, they did not go to information meetings 

for ABW. “Perhaps people were thinking if I did not hear it, then the top management cannot make the 

changes,” said Callenholm. In order to spread out information, each department head held meetings 

for their own departments, where they showed how far the implementation has gotten and about 
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suggestions of what they were going to do (these were not decided yet). In these meetings people 

could come with feedback, questions, about their feelings, what advantages and disadvantages there 

were with the changes and similar. “It was very successful, as people do go to the departments 

meetings when their managers tell them to,” said Callenholm.  

Lindqvist (Project manager, Vasakronan) has a similar opinion where she means that the closest 

manager has an important role to ensure that the co-workers understand the changes. She stated 

“Some avoid meetings because they think that it will be good (the implementation), they feel that they 

do not need to go to as many meetings, while others avoid because they do not want to hear and do 

not want to participate. The closest mangers are responsible to ensure that their co-workers 

understand and do the changes that is needed for the new working ways.”   

 

4.2.2 Clear goals  

From the interviews it was shown that having clear goals about what the organisations want to achieve 

helps guide the implementation (approximately 81 % of the interviewees thought so). 

Lindqvist (Project manager, Vasakronan) brings up “why” and “how” as important questions to think 

about for organisations that implement ABW. The people in the organisation needs to have a clear 

answer to why they are doing it. Lindqvist says “Even if many of the co-workers do not want to be part 

of a change, if they think they understand why the top management want to implement it, it will 

facilitate the implementation since they understand why”.  

An example from the interviews with people in Vasakronan is that many of them thought that as 

Vasakronan is leasing out offices, and help customers with workplace strategy, then it would be 

needed for them to have ABW themselves in order to be convincing to the customers. Hellstrand (IT, 

Vasakronan) said “It was a good argument, it was clear that this is our product that we sell to our 

customers, so that is why we need to learn about it and implement ABW to gain confidence from the 

customers.” This was a good argument for Vasakronan to implement ABW according to Hellstrand.   

The question of “why” has also been brought up by the consultants from Cushman & Wakefield and 

Niras. Where they believe that if the organisation has the answer to “why”, it will ease the 

implementation. For instance from Cushman & Wakefield it is stated that clear goals are important, to 

why they actually implement ABW, they need to have “right reasons” to do it. They further state that 

top management needs to have a clear answer for this and stand behind the goals, also that middle 

and lower management support it. Labraaten (Occupier services, Cushman & Wakefield) said “When 

they later implement ABW, and someone says I want my own room, then you could say we have goals 

with ABW where we want it to be open and for the co-workers to collaborate more, if you have your 

own room this will not happen, we will not achieve our goals”. This is an example of having clear goals 

and an answer to why the organisation implement ABW will be useful.    

Mossfeldt (Workplace strategy, NIRAS) stated “Sometimes the co-workers have a hard time to 

understand why a change is implemented, so it is advantageous to have a strong top management and 

clear goals.” She also says that it is important to work with the employees in the implementation of 

ABW, to look at their needs and help them to change their ways of working, such as the leadership, 

digitalisation etc. Mossfeldt said “Before it was easier when you got directives from a top management 

that wants to move into a new office for 100 people and everyone is going to have a desk, everyone 
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got the same type of solutions. But now it is more focused on the individual level, where you look at 

individual needs, to create an office where the individual co-workers enjoy to work at.”  

In the communication it is important to confirm (i.e. being clear) for people that the changes are going 

to happen, to prevent people from thinking that if they argue a lot then things will be changed. 

Lindqvist (Project manager, Vasakronan) said “It is important to be clear in the communication. That 

we will do this (ABW), but that we will help you in the process. So it is important to not back down, and 

leave room for uncertainties in a question, so people will think that if they argue then things will change.” 

Hellstrand (IT, Vasakronan) has a similar statement where she said “For our case it was very good that 

it was clear that we were going to reach as far as possible in the journey to ABW. I think it was good 

that there was not a “maybe” and “middle position”, but rather we are going to go as far as we can.” 

That is a reason to why they reached far in their implementation of ABW, according to Hellstrand.  

According to Lindqvist (Project manager, Vasakronan) their implementation was successful, since the 

project group that led the implementation had full mandate to make decisions and that the top 

management was supporting them. Lindqvist stated, “The reason for why the project group could have 

full mandate was because we had a clear workplace strategy, with clear goals with what we wanted 

to achieve. So as long as we make decisions that are in line with the goals, then we are on the right 

track.” This led to that they could make decisions quickly within the project group, since they could 

follow the goals. Lindqvist also had a steering group (CEO and another person) that whenever there 

were decisions she felt she needed support/backing from, she could discuss with them to get feedback. 

It was similar for Vinnova. Callenholm (Project manager) is part of the top management, and the fact 

that he was the one leading the implementation was a success factor. Callenholm said “We have 

realised that it is a success factor that someone with mandate is leading the project, as it will be much 

opinions during the project’s course. I had to decide on things all the time and I could do so as I have 

mandate.”   

 

4.2.3 Enthusiasm and support 

Overall based on the interviews having enthusiasm and support from within the organisation helps 

make the implementation successful, 75 % of the interviewees have expressed this. According to the 

experience of the consultants that has been interviewed, it is important that the organisations 

themselves lead the implementation. “The implementation should be done in-house as the 

organisations themselves know their own culture, people and knowledge in the organisation,” stated 

by Lindqvist (Project manager, Vasakronan). A similar statement was seen from consultants in 

Cushman & Wakefield. Having someone from in-house leading the implementation also has a positive 

effect on the enthusiasm to the changes than letting someone from the outside lead it. According to 

Cronström (Occupier services, Cushman & Wakefield) “It is important to have enthusiasm within the 

organisation, if we were to go in and say you are supposed to do it this way, then we will not get the 

same willingness to accept it from the organisation.” It is with other word more convincing for 

someone from within the organisation to lead the change. Mossfeldt (Workplace strategy, NIRAS) 

states that when change management is communicated in the organisation, it is important that 

someone in-house is responsible for the communication, such as the HR or project group in order for 

the messages to be effective.  
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There should be a strong reason to why organisations implement ABW, and the top management 

needs to reach an answer to this question, as they give the direction for the organisation. The support 

from top management is important, “If top management is not on-board, it is going to be hard to 

implement the workplace strategy”, stated by Lindqvist (Project manager, Vasakronan). 

It is an important factor to have top management’s support in the change, that everyone stands behind 

it, which was also shown in the results in the section “Clear goals”. This was not the case according to 

A. Lundholm (HR) for Swedbank’s implementation. When Swedbank implemented ABW the support 

from top management was not uniform, “it was split opinions between the top management about 

what was good and bad”. There were some things that top management said where they later took 

back, e.g. if it was ok to work from home or not, it was ambiguous, and created insecurity.  

As it was not very high enthusiasm or support from the higher managers to ensure that the co-workers 

work activity based or following policies, it led to that somethings were not followed in Swedbank. 

Laewen (Assistant to Head of Group Cards) stated “A drawback was that when we first moved in that 

the higher managers were not clear, they did not go out and say how it is supposed to be. The different 

units on the same floor have not coordinated on things, such as if a person is away for more than an 

hour they are supposed to take their things away from the work desk.” They did not have common 

policies/rules for these kind of things, if they had it would have looked different according to Laewen.   

It is free seating in Swedbank’s ABW, though “it has not always worked so well, which has led to that 

some have claimed spots as if it is their own, even though it is not allowed to,” stated by A. Lundholm 

(HR, Swedbank). According to Spèles (Head of Chargeback Issuing, Swedbank), her team had a good 

training/education for the implementation of ABW, and when they first started to work in ABW they 

followed what they were taught, such as taking their things with them when they leave their seat. 

However many others did not follow this, Spèles said “we took our laptop with us when we left for 

lunch, but were losing out on it as when we came back from lunch no workplaces were left.” Spèles 

means that it would have been better if top management had been more clear about the clean desk 

policy. After a while her team also had to do as the others, i.e. leave their things on the table when 

they leave for lunch.  

 

4.2.4 Deviations from the concept 

From the interviews it was shown that some deviations from the concept of ABW is ok if they are 

motivated, almost all of the interviewees have expressed this. When an organisation is implementing 

ABW, it is not necessary that all units implement it, which was the case for Cushman & Wakefield. 

Cronström (Occupier services, Cushman & Wakefield) stated “This works for occupier services, but 

perhaps it does not suit valuation, then they can sit as they do.” It could be because some people are 

mostly doing static work, e.g. for valuation department in Cushman where they mostly do the work in 

front of the computer. Cronström means that the ways of ABW works for some departments in 

Cushman & Wakefield and not so well for others, then it is ok that some departments implement it 

and some do not, or if a specific person cannot work in ABW, he/she can also have exceptions. This 

was the case for Cushman & Wakefield when an older person that was about to be retired was allowed 

to have an assigned seat.  

Vasakronan on the other hand did not have any exceptions when they implemented ABW, i.e. no one 

got assigned seats, where everyone shares the workplace. This is important according to Lindqvist 
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(Project manager), to not deviate from the target with exceptions, which she means was a success 

factor for Vasakronan’s implementation. Lindqvist stated “The classical problem is that you make 

exceptions for managers and leaders, where they get to work in another way, it creates big challenges 

in the communication. Especially in Sweden that has a culture that does not encourage hierarchy.” 

Vinnova did a similar thing as Vasakronan, where no one has assigned seats, however they did make 

exceptions for two persons that needed their own seats due to health reasons. According to A. 

Lundholm (HR) Swedbank also have exceptions for some people in ABW due to health reasons, 

technical reasons (where these people need to use specific computers or other technical equipment), 

and some have confidential information that they are working with daily. One example of a group that 

has assigned seats are the ones that work with trading, and they will later move to the city centre (A. 

Lundholm).  

According to A. Lundholm many people in Swedbank thinks that the needs of each unit/teams has not 

been considered when they moved into the ABW, it has been more of a one size fits all. She means 

that there is a need to make some adjustments in the layout of the office, depending on the different 

unit/teams, different roles and work tasks. The office was originally built for more cosy environment, 

with furniture such as couches (Laewen, Assistant to Head of Group Cards, Swedbank). As they have 

not taken much consideration to the different unit/teams’ needs it has led to readjustments of the 

office after Swedbank have moved in to the new office, such as removing some couches and project 

tables as they are not used that much and many employees have asked for normal work desks or put 

in glass windows to reduce sounds that goes from bottom floor upwards (A. Lundholm).  

According to Laewen (Assistant to Head of Group Cards, Swedbank) the information provided to the 

employees were good, where they got information of what is going to happen, how it will look like in 

the new office and what to expect when they are there. However it was not clear about the policies of 

how to behave in the office, such as for how long people can be away and still have their things on the 

work desk, Laewen says “they forgot to tell about the most important thing, guidelines.” Laewen means 

that it would have been good if there had been common guidelines for all the floors, that everyone is 

aware of, because “depending on what floor you are at today, it is a bit different on what is happening.” 

She also said that it would have been good if they had followed up of how it is in the workplace after 

the implementation, and ensure that policies in the office are followed; also to have enough 

workplaces for everyone.  

4.2.4.1 Static work 

Laewen (Assistant to Head of Group Cards, Swedbank) stated “the idea with ABW is to have a laptop 

and move around, but it is not all work tasks that are such.” Here she means that for people in group 

of cards (her department) the work is much static, where “they do not need to switch seats, and should 

sit pretty close to each other and exchange information.” This has led to that some people in Swedbank 

do not move around in the workplace. Another thing according to Laewen is that some people cannot 

work at home due to technical reasons, where they do not have access some systems from home, 

which would limit their possibilities to work elsewhere than the office.  

There are people who sit on the same seat for the whole day in Vinnova and are not moving around 

that much, which is according to Callenholm (Project manager, Vinnova) ok. One example from 

Callenholm is two people that works with support for when people are applying for grant from Vinnova, 
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these people are usually on phone calls or internal meetings, so they do not have many different 

activities, and thus do not move around that much.  

4.2.4.2 Not following policies 

This section shows results of when policies in ABW is not followed.  

Based on the interviews with people in Swedbank, it has shown that the policies of how to behave are 

not always followed or that the workplace is not always working in an optimal way. A policy that is not 

really followed is the clean desk policy, where people do not take their things with them when they 

leave the work desk (to go to lunch for instance). The normal work desk (work desk, computer screen 

and keyboard) is popular, and many people choose to sit there. Other workplaces such as project tables 

are not as popular, a reason to why is because project tables do not have ergonomically formed chairs, 

such as support for the back, which is a reason to why people choose to sit at normal work desk.  

Laewen (Assistant to Head of Group Cards, Swedbank) said “People gets hurt in the shoulder by sitting 

at project tables, it depends on what work you do, if you are going to sit there for the whole day, it will 

not work for people”. Laewen means that there might a wrongful estimation of the amount of proper 

workplaces, and that there should have been more analysis of the needs of the people. Spèles (Head 

of Chargeback Issuing, Swedbank) said “When you sit at project table, you are using the laptop, you 

will not be so effective in the work with the laptop, at least not in my team.” This is due to that in Spèles 

team they work a lot with numbers, and according to her sitting in front of a computer screen (bigger) 

will not be the same as using the laptop, i.e. they are more effective in front of a computer screen. 

With keyboard they are faster at typing in numbers than in laptop, that is why the normal work desks 

are best suited for their work.  

As the normal work desk is very popular it has led to that it is hard to get them. From A. Lundholm (HR, 

Swedbank) ”If I am going to work at a normal workplace, medium concentration in the open workspace, 

then I come in to the office earlier, as these workplaces gets taken fast.” Similar statement has been 

shown from other interviewees in Swedbank, where they need to be at the office very early in order 

to get a normal work desk. In the beginning for Swedbank when they first moved into the new office, 

it was stressful for people when they were trying to find normal seats with work desk and computer. 

According to Laewen (Assistant to Head of Group Cards, Swedbank) when people got in to the office a 

bit later, e.g. 11.00 then it would be very stressful to find a normal seat. Spèles says that they need to 

get into the office very early to get a seat, “Working time starts at 8.30, but you have walked around 

for half an hour to find a seat and at the same time you have a lot of work to do, that did not feel good 

for anyone.”  

As stated by Laewen above, the clean desk policy is not always followed. There are examples of when 

a person goes to a meeting then he/she leaves a bag or similar on the work desk, which leads to that 

others will not sit there. It is troublesome and hard to go around and find a seat when people come 

back from lunch for instance, that is why people do not want to lose their seats according to Laewen, 

and thus claim spots.  

A. Lundholm (HR, Swedbank) stated “It is a safety to have your own seat that should not be 

underestimated, the psychosocial effect of having somewhere to go to.” This is similar to what the 

consultants in Cushman & Wakefield said, where having one’s own seat gives security, which leads to 

that many of the resistance to ABW is because it will remove the assigned seats.  
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Clean desk policy is not always followed in Vinnova based on the interviews. For Vinnova the co-

workers are allowed to sit in the same seat the whole day, Callenholm (Project manager) stated “You 

do not have to switch seat every day, you are allowed to sit in the same seat the whole day, but when 

you leave you have to take your things with you. As you might be sick the day after.” Though according 

to Fineman (Head of IT Applications & Services Department) there have been deviations from the clean 

desk rule, where some people leave their things on the desk even when they go home. Sometimes 

there could be notes on some desks that says that the desks are reserved for a group that is going to 

sit together. About people that always sit on the same seat, Fineman said “As long as it works, I do not 

know if it is worth it to try change them, it would be very unpopular if they did it, especially for those 

that always sit together, it would do more harm than good.”   

According to Persson (Purchaser, Vasakronan) some people do have preferences of where to sit in 

ABW, where some people like to sit in places that are more central (where people are passing by), 

some like to sit in the corners with less people passing by and some like to sit in quiet zone. Persson 

said “In Vasakronan we have in reality that it is not allowed to sit in the same seat several days in a 

row, where people are supposed to switch. Most people do it, but some are a bit hooked to a certain 

zone/area, and this might make that people do not mix as much as it was intended.”  

The idea is that people are supposed to move freely in the ABW, but according to Laewen (Assistant 

to Head of Group Cards, Swedbank) it is a bit sensitive and not fully self-evident that it is so, “it is a bit 

that people are wondering, what does this person do here that is actually from another floor or another 

residence1.” There are some unwritten rules in Swedbank’s ABW, where different groups usually sit in 

certain areas, if someone else sits there they might be told/lectured (Laewen). Thus it is not usual that 

people go to different floors to work, they usually sit in their own floor and within their residence. With 

the time that has passed by somethings have went back to how it used to be in previous office, where 

people know where the different teams and co-workers sit, and managers can better keep track of 

their team. From Laewen’s observation, people usually sit with people within their own team, as it is 

usually people within the own team that they have the most exchange from. “It can also feel like a bit 

of safety to know the people around you,” stated by Laewen, as a reason to why people choose to sit 

together with their own teams.   

 

4.2.5 Other  

Overall the interviewed organisations did not have a problem with changing the physical environment 

or the IT-system for the implementation of ABW, what is usually a problem is to get people on-board 

with the changes, i.e. the resistance to change. Approximately 69% of the interviewees thought so. 

Lindqvist (Project manager, Vasakronan) stated “The biggest pitfall is to not get people with you in the 

implementation. The hard part is usually not error in the physical environment or the IT-system.” 

Overall from the interviews the way the organisations digitalised has been very smooth and well done. 

Where they systematically looked at papers that they did not need and could throw away and what 

they could keep by scanning it. An example from Mossfeldt (Workplace strategy, NIRAS) “In the 

implementation we worked with getting rid of paper, so it would be more adjusted to ABW, we scanned 

documents in to the computer.” 

                                                           
1 Residence- where each team has an area that they work at in the office. 
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Although IT and physical workplace is important factors to work with for a successful implementation 

of ABW, it was according to the interviewed organisations not big problems in the implementation. 

The human part has been more hard to succeed with in the implementation of ABW.  
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5. Analysis 
 

5.1 Goals and what ABW means to the organisations 

What can be seen from the interviews with the different organisations, the most evident reasons to 

implement ABW have been: 1. Communication and collaboration, 2. Satisfaction by flexibility, 3. 

Effective use of office space.  

5.1.1 Communication and collaboration 

As seen in the literature review from Blok et al. (2012) and Kuan & Black (2011) is that a usual result 

with ABW is that employees can easier work with groups that they are doing projects together with at 

the time, as they can choose where they want to sit. This is in line with the results from the interviews 

as to why the organisations have implemented ABW; which is that they want different people to meet 

and collaborate, and this is possible in ABW. This was not possible before when there was assigned 

seats, if the employees did not sit beside each other, then they needed to book meeting rooms or 

similar.  

For both Vinnova and Cushman & Wakefield, the need to collaborate with different people was needed 

for their organisation. In Vinnova’s case different departments collaborate, so it would not be so 

effective to sit as they did before they implemented ABW, where the different departments sat by 

themselves. This was a driver to why Vinnova wanted to implement ABW. Both improved collaboration 

and communication between people has been a reason for the interviewed organisations to 

implement ABW. Collaboration between people have had more emphasis for Vinnova and Cushman & 

Wakefield, whereas for Vasakronan more emphasis has been on communication, where they want 

people to talk to each other. “For people to mix with each other in the workplace” and “There are 

incentives for people to talk to each other in the ABW”, as Lindqvist (project manager, Vasakronan) 

stated shows this argument that they have had more emphasis on making people communicate more. 

Whereas Vinnova and Cushman & Wakefield have stated collaboration as more important, to facilitate 

when the employees need to collaborate with different co-workers.  

From Kuan & Black (2011) it shows that in ABW the relationship between co-workers in different 

departments is improved, which is also a reason for why the interviewed organisations have 

implemented ABW.  

5.1.2 Satisfaction by flexibility 

As stated in literature of Palvalin & Vuolle (2016), ABW gives employees increased satisfaction, and a 

reason is because they get more control over their working situation, where they can choose when 

and where to work, and to have different environments to choose between in the workplace. This is 

in line with what was found in the interviews, where the interviewed organisations wanted to have 

different environments in the office for the different tasks that the employees are doing. Many of the 

interviewed organisations have gone from open office to ABW, that also provides concentration area, 

which is needed as seen in NIRAS’s case, since it was hard for employees to concentrate in the open 

office. That employees get distracted in open workplace which was discussed in the paper of Appel-

Meulenbroek et al. (2011) as well, it is not uncommon that people cannot do work that needs 

concentration in open workplace. In NIRAS case providing possibilities for concentration areas was an 

important reason for implementing ABW. The employees were given the possibility to choose 
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environment in the office that suits the work they are doing, which increases their satisfaction. ABW 

with no assigned seats makes it easier for employees to sit with people that they are collaborating with 

at the time, as discussed in the section “5.1.1. Communication and collaboration”. This makes it easier 

for the employees to work and would thus increase satisfaction.  

In ABW people get more freedom, since with Newwow and ABW the work culture changes, and 

employees get more flexible working arrangements, where they are also allowed to work outside the 

office as described by Palvalin & Vuolle (2016). Being able/allowed to work outside the office has 

shown to be useful from the interviews with employees, e.g. if their children are sick or they have 

dentist appointments, where they can work from home afterwards to save travel time. That having 

flexible working arrangements saves travelling time is shown both in the results as well as in the 

literature of Palvalin & Vuolle, (2016). It shows that flexible working arrangements eases the life of the 

employees and would thus increase their satisfaction. It is in line with the literature of Haynes B. P., 

(2011) and Bouvier & Eriksson, (2014), about that the employees can balance their work and private 

life with Newwow and ABW, which would increase the satisfaction of the employees. Many people in 

the workforce have children, and by giving them possibilities to take care of their children when 

needed (e.g. due to illness), eases their life, such as in the case for Persson (Purchaser, Vasakronan). 

This should be a strong reason to why organisations give flexibility for the employees in their work, to 

stay competitive and attract the workforce.  

Productivity would also be increased as employees can do their work more effectively in the office, as 

they can choose different environments that best fit the work at hand, to concentrate when they need, 

or to collaborate with others when they need. In the literature by Brunia et al. (2016), it is stated that 

Newwow and ABW increases producitivty. Productivity has been an important reason for 

implementing ABW in the literature review, but it has not been explicitly stated by the interviewed 

organisations that productivity is the reason for why they have implemented it. Perhaps because it is 

hard to measure productivity. Actual productivity is hard to measure, which has been discussed by 

Laihonen et al. (2012) in the literature review. Lindqvist (Project Manager, Vasakronan) does have a 

similar statement “It is hard to measure if service company have become more productive, as people 

are not standing on conveyor belt, so you cannot directly see if they have become more productive.” 

5.1.3 Effective use of office space 

According to Bruyne et al., (2014) ABW has the advantage of reducing the need of space for the 

organisation. This factor has been an important reason for why the interviewed organisations have 

implemented ABW, though the usual reason is not simply reducing space and thus reducing cost. What 

was seen from the interviews, it is more about the effectiveness and flexibility of their office usage, as 

a reason to implement ABW. When mentioning saved costs it was about saving cost for organisational 

changes, as stated by Mossfeldt (Workplace strategy, NIRAS), which is that they save cost from buying 

new furniture for new employees. It is also that the organisation will be less affected by changes, such 

as when departments grow or shrink. Which in traditional office could lead to that departments need 

to move due to insufficient space, or that there is a need for renovate the office to adjust for the 

departments or new employees. There is a saved cost in this aspect. This is true according to Appel-

Meulenbroek et al. (2011) and Bruyne et al. (2014) as well, where they mean that it reduces cost when 

there are personnel changes. It is by analysing both literature review and results from interview, that 

saving cost by reduced space is not the main reason to implement ABW, it is rather saving the cost of 

organisational changes.  
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Bruyne et al. (2014) states that an average of approximately 33% of the workplaces/stations in 

traditional offices are not in use. This is not unalike the results from the interviews, where all the 

organisations have experienced that their previous office was not used to the fullest, i.e. many seats 

were empty during the day, since people could be away from their seats doing other activities. Since 

there is not such a big need for people to have assigned seats, sharing the workplace would reduce the 

amount of work desks in the office, and the office would look less empty during the day. Though 

according the results from interview with Lindqvist (Project manager, Vasakronan), it is not just to use 

the space more efficiently with reduced desks and thus reduced space, it is also about making the 

office more attractive so employees want to be there. Before in Vasakronan it was less people coming 

into the office according to Lindqvist, and thus they wanted to implement ABW to make it more 

attractive for people to be in the workplace. What has become more attractive now is that the office 

has different environments for the employees’ different activities (for concentration and 

collaboration), people are allowed to move around, and have more freedom over their working 

situation. There are also less paper lying on the work desks, as they have clean desk policy now.  

Making the workplace more attractive is also clear for Vinnova’s case, which is shown from Fineman’s 

(Head of IT Applications & Services Department) statement about the previous office being filled with 

desks, papers and big lockers, which made the office unattractive. It was not a nice view in the office 

with papers and desks, and it was hard for people to collaborate. For Vinnova’s case reducing space 

was not a factor at all, since they were keeping the same space after the implementation. Which means 

that increasing collaboration and making a more attractive workplace so employees would want to be 

there are reasons for Vinnova’s implementation.   

 

5.2 Ways to reduce resistance to change 

5.2.1 Clear Communication 

A clear communication was seen from the interviews as important for a successful implementation, 

which is in line with the literature review from both change management as well as Newwow and ABW, 

where having clear communication about the changes is needed for people to be on-board. It was also 

shown in Atkin & Brooks (2009) that communication with the different stakeholders is important, so 

they understand why the changes will happen, also about the goals and benefits that the changes bring. 

From Yukl (2010) keeping people informed about the steps that have been taken in the 

implementation of the changes is important, as it keeps people enthusiastic to the changes and that 

they will believe that the changes will happen.  

From the interviews it was seen that it is important the organisations are open and active in the 

communication.  

5.2.1.1 Openness 

Having an open communication, where all the information in the ABW project is available for everyone 

in the organisation is an important factor for success. This was seen in Vasakronan’s and in Vinnova’s 

case. By having everything out in the open, it makes people trust what is happening, and not thinking 

that there are any “hidden agendas” as the consultants in Cushman & Wakefield say. One of the 

successful factors in the implementation of ABW shown in (Brunia et al. 2016) is good communication, 

so the employees are informed about what will happen, thus the results from the interview is similar 
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to literature. Trust is an important part in change management, and in the literature of Yukl (2010) it 

does say that lack of trust for the implementers will lead to resistance to change. As mentioned 

Vasakronan gained trust by being open, this makes people feel relaxed about the implementation. As 

people know everything that is happening, they are less afraid of the changes, which was the case for 

Forslund (HR Partner, Vasakronan), where she said “As I got to be involved in what was happening, my 

fear reduced with time.”  

For Vinnova’s case they called for meetings when there were things people were unsure about, such 

as the case with when they invited researchers to talk about their findings of ABW. According to J. 

Lundholm (HR Partner, Vinnova) as shown in the results, the project group was open for opinions and 

questions, where people could have their voices heard. By being open about what is happening and 

letting people talk, it makes them feel involved, which I believe is an important factor for making 

people trust the project group and reduce the resistance to the changes.   

An interesting result from the interviews is that the same information should be communicated many 

times and in different ways to ensure people understand it. This was seen in Vasakronan’s case, where 

some people did not understand what was going to happen even though it had been communicated 

many times. This result is not exactly shown in the literature review, although the weight of 

communication is emphasised in the literature.   

5.2.1.2 Active communication  

In the section 5.2.1.1 it is discussed that the same information needs to be communicated several 

times to ensure people understand it. It is hard for the project group to know everything that is 

happening in the organisation as Lindqvist (project manager, Vasakronan) stated, people do not always 

want to express what they think to the project group. This leads to that a reference group could serve 

as a link between project group and other co-workers, to keep the communication and ensure 

important information reaches everyone. In the literature of Yukl (2010) it is shown that having a 

coalition of people to support the change will ease the implementation, which is somewhat similar to 

the results from the interview, where the reference group is the coalition of people that supports the 

change. Though from the interview, the reference group have more focus in the communication with 

people, whereas from Yukl (2010) it has been more about a group that support the change. In Appel-

Meulenbroek et al., (2011) it is shown that there are many cases where ABW is not used as intended, 

and that the reasons for this could be because of ignorance or that people do not like the changes. 

That ignorance could be a reason to why people are not using the workplace as intended, could be 

shown from Lindqvist’s (Project manager, Vasakronan) observation in the results, where some people 

have not understood what was going to happen. That is why a clear communication and ensuring the 

employees understand what is going on is important.  

It was stated by Lindqvist (Project manager, Vasakronan) in the results that in order to know how 

people feel in the changes, she was at the coffee machine and eating lunch with people. It should be 

because people are at leisure during lunch or when they take a coffee break, and from here they talk 

more freely. That is why listening to what people say during these times would give interesting 

information about how they feel as well as how it is for them in the changes. This result was not shown 

in the literature review.  

It was shown in the result that people were trying to avoid the information meetings about the 

implementation of ABW according to Callenholm (Project manager, Vinnova), which would be a 
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problem for the organisation in the implementation. In order to solve this problem they had 

department heads that held information meetings with their respective co-workers, which was 

successful as people showed up to their department head’s meetings. This is not strange as people will 

not dare to avoid meetings if their direct head/manager holds them. This shows that managers and 

leaders are very important supporters in the change process and that they can affect their respective 

co-workers. Lindqvist (Project manager, Vasakronan) also had similar opinions as Callenholm, where 

she means that the direct managers are responsible for ensuring that their co-workers understand 

what is going to happen and what they need to do. According to the change management literature of 

Yukl (2010), having the support from the leaders/managers will facilitate the implementation of the 

changes. The empirical findings are in line with the literature review. 

5.2.2 Clear goals 

One of the important factors for a successful implementation of ABW in (Brunia et al. 2016), is to 

ensure that people have a clear understanding of what the change will mean. The paper also has clear 

goals and objectives as important factors in the implementation.   

Similar results were shown in the interviews, which is to have clear goals in the implementation as it 

will serve as a good guidance. It is important that the top management have clear answers to why they 

are doing it, when employees are informed about that the organisation is implementing ABW. This is 

shown in the interview with Lindqvist (Project manager, Vasakronan) as she stated “if they think they 

understand why the top management want to implement it, it will facilitate the implementation since 

they understand why”. Understanding why things are happening is important in order to convince 

people, and it also requires that the reason to why they are doing it is good. It would be hard to 

convince people to be on-board with reasons such as “we want to save money”, it does not appeal to 

the employees. Reasons such as “we want to create a workplace that provides different environment 

that suits co-workers’ different activities, so they can be more productive in the workplace”, might be 

a better reason to convince people and get them on-board. This is similar to what consultants in 

Cushman & Wakefield have said, where they mean that having right reasons to do the implementation 

is needed.  

In Vasakronan’s case people had good arguments to why they were going to implement ABW, which 

is that they are helping their customers with workplace strategy. As Vasarkronan is implementing ABW 

in their own workplace, it is going to be much more convincing when they later help customers with it, 

it shows that they believe in the concept themselves. This was a good argument, as it would benefit 

the business for Vasakronan, so it was easier for people to be on-board with the changes.  

According to the literature of Yukl (2010) making people in the organisation understand the 

need/urgency to do major changes (why it is necessary), is an important step in the implementation. 

What Yukl (2010) says is shown in the results from the interviews, where good arguments facilitate the 

implementation and reduces resistance.  

It was shown in the results that being clear about that the implementation of ABW will happen, is a 

success factor in order to prevent people from believing otherwise. As Lindqvist (Project manager, 

Vasakronan) stated “So it is important to not back down, and leave room for uncertainties in a question, 

so people will think that if they argue then things will change.” It is from Lindqvist’s experience as 

project leader that if the project group is not firm and have clear goals of what they want to achieve, 

employees will question the changes and try to deviate from it. As Vasakronan was going all in with 

the implementation, it sent signals to the employees. It made the employees understand that the 
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changes were going to happen, that it is not a question of whether it would happen or not. As people 

understand that the changes are going to happen, they will do their best to cope with the changes 

instead of thinking of how they can deviate from it.   

In Swedbank’s case the top management was not fully supporting the implementation, which left room 

for people to deviate from the policies. Since the management was not clear about the clean desk 

policy it has led to that employees have not really followed it. This further strengthens the argument 

that it is important to be clear that the changes are going to happen throughout the implementation 

process, and that managers should support it. The employees are affected by their respective 

managers’ attitude, if the managers support the change and tell their employees to follow, it will have 

positive effect on the successfulness of the implementation. In the change management literature of 

Yukl (2010), the leaders should show enthusiasm and commitment to the changes throughout the 

implementation process, so that employees get a signal that they intend to see the implementation to 

be successful. This is similar to the results from the interview. 

From the results it showed that the organisations that gave mandate to the ones leading the changes 

had a smooth process in implementation, which was shown in Vasakronan and Vinnova’s case. In Yukl 

(2010) it showed that the top management should be empowering the people that leads the change, 

by giving them authority to implement the changes and make decisions, it would increase the success 

of the implementation. What was shown in the change management literature is in line with what the 

empirical results show. Decisions needs to be made all the time during the implementation process, 

as people have many opinions during the change, by not having the authority to make decisions, it 

would slow down the process as well as make it hard for the project group to lead the implementation. 

If the project group needs to wait for top management’s approval before they can keep on with the 

process, they would be restricted from doing a good job. Another thing is that if the project group 

cannot make decisions, then what they say would not have much authority towards the employees in 

the organisation, it would create challenges in the communication.    

Lindqvist (Project manager, Vasakronan) did mention that the reason for her being able to have full 

mandate is because they had a clear workplace strategy, and it was clear what they wanted to achieve. 

As discussed in the beginning of this section, having clear goals of what the organisation wants to 

achieve will help guide the implementation, this was shown in Vasakronan’s case, as it led to that the 

project group could have full mandate. If the goals on the other hand is not clear, it would be hard for 

the project group to lead the change and they would then always need to check with the top 

management of what decisions they can make.  

5.2.3 Enthusiasm and Support  

All the interviewed consultants have said that the implementation needs to be led from in-house, and 

this is because the organisations know the most about themselves, they know how their people are 

and how they work. It probably also has to do with trust, as outsiders leading the changes in an 

organisation, it will be hard for people to listen to them and believe in what they say.  This was shown 

in Cronström’s (Occupier services, Cushman & Wakefield) statement where she said “if we were to go 

in and say you are supposed to do it this way, then we will not get the same willingness to accept it 

from the organisation.” It is hard to convince people to be on-board with the changes, it would be even 

harder if someone from the outside leads the changes. A person from within the organisation have 

more enthusiasm to make the workplace better, as this person will be working there afterwards. 

Enthusiasm to make a better workplace is important, and the consultants probably do not have the 
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same enthusiasm as the people from within the organisation. If the ones that lead the changes have 

enthusiasm they are likely to encourage others in the organisation to support the change, and to make 

a better implementation as they will spend more time and effort in the change process. That a change 

process should be led by someone from in-house was not shown in the literature review, however it 

was shown in Yukl (2010) that it is important that people with key positions in the implementation 

have commitment to the visions the organisation have. This does support the statement that the ones 

leading the change needs to have enthusiasm and commitment in order to have a successful 

implementation.  

“If top management is not on-board, it is going to be hard to implement the workplace strategy”, this 

was shown from the interview with Lindqvist (Project manager, Vasakronan). It was also shown in 

Vinnova that having support from the top management is essential. As Swedbank did not have a unified 

top management that supported the change, it led to ambiguity, which was discussed in the section 

5.2.2., where people deviated from policies and similar. In Swedbank the top management took back 

some of the things they said. The ambiguity in the top management would create some difficulties in 

the communication, as people are unsure if the policies that are stated at the moment will later be 

retracted or not, and the employees will thus not go full heartedly to the changes.  

The literature review also showed the importance of top management’s support. In Brunia et al (2016) 

it was stated that top management as well as the employees in the organisation needs to have 

commitment to the change, for it to be successful. If they are not committed to the changes it would 

be hard for a successful implementation. From Yukl (2010) it was stated without the top management’s 

support in large scale changes, it is likely to be unsuccessful. What is shown in the literature is logical, 

as the top management are the ones that give the direction for the organisation.  

From the interviews with employees in Swedbank, the higher managers were not very enthusiastic to 

ensure that employees work activity based or following the policies that they had. As discussed above 

when management was not clear about policies, it left room for people to deviate from the policies. It 

is thus important to have a constant follow up of the workplace, to ensure that it works well and in the 

intended way. Laewen (Assistant to Head of Group Cards, Swedbank) said “A drawback was that when 

we first moved in that the higher managers were not clear, they did not go out and say how it is 

supposed to be.” In Yukl (2010) it is shown that the support from top, middle and lower management 

is important. If everyone in the management have been supporting the changes in the beginning, it 

would have affected the employees’ behaviour. E.g. if an employee’s direct manager tells them they 

are going to follow the clean desk policy, it would have stronger impact on them. All the people in the 

organisation needs to have commitment to the changes, if some people do it and others do not, it 

could easily lead to that those that are committed will go back to how it used to be. This was seen in 

Spèles (Head of Chargeback Issuing, Swedbank) example, where her team originally was following to 

the clean desk policy, but as others were not following it, it led to that Spèles team had hard time 

finding work desks. Thus they were forced to do as the others. That is why it is important to have a 

project group that ensures that the workplace works well and that people follow the policies. This was 

also discussed by Appel-Meulenbroek et al. (2015) where they concluded that there should be a 

constant follow up of how the workplace works, even after the implementation of ABW, to for instance 

see if the amount/combination of workplaces/stations in the office is right.  
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5.2.4 Deviations from the concept  

Deviations from the concept of ABW was seen from the interviews to be ok, if there are good reasons 

for it. It was observed from the interviews that most of the organisations made some exceptions for 

people if it was needed. Cronström (Occupier services, Cushman & Wakefield) for example said “This 

works for occupier services, but perhaps it does not suit valuation, then they can sit as they do.” The 

environment each department need in the office is different, since the work they do is different. 

Cronström meant that department such as valuation are doing much analytic work, where they usually 

only sit in front of the computer to analyse e.g. real estate. As the work is more static and they do not 

move around that much, being in ABW environment might not be the best solution for them, and could 

lead to worse performance. So making exception in this case could be good.  

For Vinnova and Swedbank everyone was supposed to have free seating, though they did have 

exceptions for some people, which could be due to health reasons or technical reasons shown in the 

results. If these people did not get assigned seats it would be troublesome for them to work in the 

office, e.g. if some people have shoulder problems and needs special keyboard such as mouse trapper, 

they would then have to carry it around in the office as they have clean desk policy. That is a good 

argument to make exceptions as it is needed. It cannot be reasons such as the managers are going to 

have their own room, since with the implementation of ABW it is supposed to be open and less 

hierarchical, so giving managers special privileges would not achieve those goals. Lindqvist (Project 

manager, Vasakronan) did say that it would create challenges in the communication if managers get 

exceptions, that is why Vasakronan did not have exceptions for anyone in their implementation. It 

would be hard to convince people to follow some policies if others are allowed to deviate from it, the 

important thing is that there are good reasons for why people get exceptions from policies.  

From the literature review it does show that there are many people that does not follow policies in 

ABW. In Appel-Meulenbroek et al., (2011) and Appel-Meulenbroek et al., (2015) it was shown that the 

workplace was not used as intended, where some people claim spots, sit on the same seat for the 

whole day, or that some spaces have not been used as they were intended to (e.g. a concentration 

room have been used for meeting). The results from literature review does show that some exceptions 

could be needed, in order to prevent the office from not being used as intended.  

Reasons to why people claim spots or do not use the workplace as intended, could be because their 

needs have not been taken into consideration. This was what many employees in Swedbank thought, 

where they did not take the employees’ needs into consideration, instead they had the same 

workplace solution for everyone. People have different needs, and each units/teams does different 

work, some could be talking on the phone a lot and others could be doing much analytical work. That 

is why A. Lundholm (HR, Swedbank) meant that there is a need to adjust the office layout for the 

different teams. This is also what Koetsveld & Kamperman, (2011) and Appel-Meulenbroek et al. (2015) 

say, where they mean that the workplace for ABW should be formed after the work process and 

prerequisites of the specific organisation. For Swedbank’s case they had many couches and project 

tables in the beginning that they later needed to remove, in order to have more normal work desks, 

as people needed normal work desks more. So if they had more taken into account of the employees’ 

needs, it could have prevented the office from not being used as intended. E.g. it would be less claiming 

of spots, as there would be more normal work desks for the employees, which is what they needed.  
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From the results, Laewen (Assistant too Head of Group Cards, Swedbank) expressed that it was not 

clear how to behave in the office (such as for clean desk policy), if they had common guidelines of how 

to act then it would be easier to work in the office. Otherwise people would act differently in the 

workplace which would create uncertainty. From Brunia et al. (2016) it shows that both the top 

management and employees need to have shared perception of the changes in order for it to be 

successful. In Swedbank’s case everyone did not have the same perception, where people had different 

understanding of the policies, such as for how long people can leave their things on the work desk and 

be away. Ensuring that everyone have understood the information is important for a successful 

implementation of ABW as discussed in the section 5.2.1.2.   

 

5.2.4.1 Static work 

As discussed in section 5.2.4., people that do more static work does not move around that much. In 

the interview with Callenholm (Project manager, Vinnova), he said that Vinnova have people that sit 

on the same seat for the whole day, as they do not have many different activities, which is ok, though 

these people do not get assigned seats. This solution seems to have worked for Vinnova. If people that 

does static work is forced to move around in the office all the time, it would probably be troublesome 

for them. Bouvier & Eriksson (2014) does agree on this, where they mean that the office should not 

just be activity based, and that if there is a need for some people to sit on assigned seat, they should 

be allowed to. Those that did static work in Vinnova did not get assigned seats, probably because the 

workplace would have then become less activity based and that many people would have argued that 

they need assigned seats.   

Having technical reasons that prevent employees to work outside the office as stated by Laewen 

(Assistant too Head of Group Cards, Swedbank), would lead to that they become less flexible to work 

outside the office when it is needed. Thus it would affect the satisfaction that comes with the flexibility. 

This would in turn not lead to what (Palvalin & Vuolle, 2016) say, where ABW would lead to more 

satisfaction due to improved control over the working situation.  

 

5.2.4.2 Not following policies  

In the sections above it has been discussed about when employees are not following the policies, this 

section continues on it.  

In the results it is shown that normal work desks are popular in Swedbank’s ABW, which is because on 

normal work desks people can sit ergonomically, and this is needed when they sit there for the whole 

day. This was shown when Laewen (Assistant to Head of Group Cards, Swedbank) said “People gets 

hurt in the shoulder by sitting at project tables, it depends on what work you do, if you are going to sit 

there for the whole day, it will not work for people”. Ergonomics have also been found to be important 

in the literature of Brunia et al. (2016), where they mean that the employees would be satisfied if they 

have comfort in the workplace. It was not explicitly shown in the literature review that people choose 

normal work desk in order to sit ergonomically. It should also depend on for how long one sit at the 

same workplace. If they do not sit at the same seat for a long time (e.g. go to meetings or move around 

during the work day), sitting at project table would probably not matter that much, but if they sit on 

the same seat for the whole day then it would matter. As the normal work desks are popular in 
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Swedbank, people have claimed spots when they leave the work desk, so they will not lose it when 

they come back from e.g. lunch or meetings.  

It was shown from the interviews in Swedbank that people got in to the office early in the morning in 

order to get a normal work desk, which is not the intention with ABW. With ABW it is supposed to give 

people more freedom and flexibility in their work according to Palvalin & Vuolle, (2016). What has 

happened here is that people are more restricted, and are “forced” to get into the office early as they 

want normal work desk. Which would not lead to the goals in “4.1.2 Increase satisfaction by flexibility”, 

it would on contrary lead to less satisfaction. 

Appel-Meulenbroek et al., (2011) and Appel-Meulenbroek et al., (2015) discusses this where they 

mean that when there is a wrongful amount of workplaces to support the employees’ work, they will 

be stressed, have less productivity and get dissatisfied. Stress could affect the employees in a bad way 

according to (Gardner 2012 in Dievernich et al., 2015), as they tend to go back to familiar processes 

when they are stressed. For Swedbank it was not enough normal work desks for the employees, which 

led to stress for them to find a seat, and this could have led to why people went more or less back to 

how it was before, when they had assigned seats, i.e. people claimed spots. A. Lundholm (HR, 

Swedbank) as well as consultants in Cushman & Wakefield have pointed out that people feel safe with 

having an assigned seat, to know where to go when they come into the office. According to Laewen 

(Assistant to Head of Group Cards, Swedbank) the way it is today in their office, people usually sit with 

their own teams, and this does have to do with the feeling of safety, to have people they know around 

them.  

By having people sitting with their own teams, it would prevent the collaboration over different 

departments and the openness that ABW brings, and thus some of the goals with ABW would not be 

achieved.  

It was also seen from the results that there have been people that do not follow policies in Vasakronan 

and Vinnova, which probably has to do with that people are “hooked to certain zone/area” as Persson 

(Purchaser, Vasakronan) says. If it is that someone likes to sit in similar environment because they work 

the best in that environment, then it is ok for them to sit there. As Bouvier & Eriksson (2014) state, 

ABW should give alternatives in workplaces/stations, it should not restrict people in the way they work. 

Though it should not be that the employees leave their things on the work desk even when they go 

home, which would be the same as having assigned seats.  

 

5.2.5 Other 

It was shown in Blok et al. (2012) that the two aspects work culture and management & organisation 

are hard to succeed with, whereas the physical workplace and ICT was not as big of a problem to 

succeed with. This result from literature review is similar to the results from the interview, which 

showed that the difficulties lied in to get people on-board with the changes. I.e. the human aspect was 

shown from the interviews to be challenging in the implementation.  

As discussed above, for Swedbank’s ABW they had to do much changes in the office layout after they 

moved in, in order to adjust to the employees’ needs. If they had taken into account to the needs of 

the employees more, before they implemented ABW, perhaps the workplace would have needed less 

changes. This also shows that working with humans in the implementation process is much needed for 
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its success. The workplace is going to be used by the employees, so that is why working with them in 

the implementation is important. What should be noted is that the development of the office layout 

is an ongoing process that does not end after the organisation move into the office. This was discussed 

in the paper of Bouvier & Eriksson (2014), where they mean that the needs of the employees changes 

with time. The other interviewed organisations have also changed their office layout with time to 

better suit the work of their employees.   

The aspect to change management & organisation was hard to succeed with shown in the literature of 

Blok et al. (2012), to get managers to change their leadership style to more trust based and giving the 

employees more control. This was not exactly shown to be a problem from the interviews. There was 

one example from the interviews with Spèles (Head of Chargeback Issuing, Swedbank) and Fineman 

(Head of IT Applications & Services Department, Vinnova) where they as head/managers wanted the 

co-workers to be in the office to work and collaborate with each other. Which would not be fully in 

line with the changed management & organisation style, that is supposed to be trust based and lets 

the employees decide themselves.  
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6. Conclusion 

In this thesis most of the results are related to the human aspect in the implementation of ABW, the 

focus has been the companies’ efforts to get people on-board with the changes. Less focus has been 

put on technology and the physical workplace, which are also important aspect for a successful 

implementation. The main result is that human part usually is the factor that is harder to succeed with 

in an implementation of ABW. 

The thoughts and analysis/discussion can be found in the Analysis chapter, in this chapter the main 

points and conclusions are presented. 

 

Reasons for implementing ABW 

What can be seen from the results and analysis the reasons for implementing ABW are: 

communication and collaboration, satisfaction by flexibility, and effective use of office space.  

For communication and collaboration, it is about that the workplace gives employees possibilities to 

choose the environment and workstation they want. Facilitating when the employees are collaborating 

with different people, e.g. when two people need to work together on a project they can just sit 

together and there is no need to book rooms for that. Collaboration between different departments 

are important for the interviewed organisations, and that has been an important reason for them to 

implement ABW. However this could lead to that some groups choose to sit together within their own 

team, creating informal residence, as they want to keep the team intact, which was seen in some of 

the interviewed organisations.   

For satisfaction by flexibility, the work culture allows the employees to work outside the office, this 

was shown in the results to be helpful for employees with children, as they can take care of their 

children when needed (e.g. due to illness), this helps attract employees as it gives people balance 

between work and private life, which is an important reason for implementing ABW. Though it is not 

always that people can work outside the office, e.g. due to technical reasons, for example limited 

access to certain programs, which reduces the satisfaction.  

Effective use of office space has shown to be a factor for implementing ABW, though the most 

important thing is not the reduced space, and with that lower costs. Instead it is about saved cost when 

new employees are hired or people leave, where the organisation do not need to reorganise the 

existing use of office space. ABW makes the office space look less empty during the day, before when 

each employee had a desk, the office was filled with rows of empty desks, as people were not always 

on their desks, they could be on meetings, working outside the office or doing other things.  

 

Ways to reduce resistance to change 

Implementation of Newwow and ABW often raise much resistance. In this thesis four ways to reduce 

the resistance to change has been discussed: Clear communication, clear goals, enthusiasm and 

support, and deviations from the concept.  
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Clear communication  

The interviews show that being open and clear about what will happen in the implementation, helps 

gaining trust for the project and reduces the stress that comes with the change. When people know 

what is going to happen and can to talk about it their fear reduces.  

People resisting change usually try to avoid information meetings. In Vinnova’s case having the 

employees’ direct manager to hold the information meetings is a way to reach all employees, as 

employees do go to departmental meetings held by their managers. This shows that managers and 

leaders have an important role in order to makes changes successful.  

Having good communication is important for a successful implementation of ABW, which is shown 

both in the literature and the interviews. The interviews showed that people do not always understand 

everything that is happening in the implementation, even when it has been communicated several 

times, that is why the project group needs to be active and ensure that people understand the 

information that has been communicated.  

 

Clear goals  

Having clear answers to why the organisation is implementing ABW is an important factor in handling 

resistance to change. An example of this is when the employees in Vasakronan thought that the 

reasons for their implementation was good, it was easier for them to be on-board.  

In order to prevent people from thinking that they can change the implementation by argue against it, 

the top management and the ones leading the change needs to be clear that the implementation is 

going to happen. Giving the employees signals that it is going to happen without uncertainties, so they 

will have their thoughts on adjusting to the changes rather than going against it. In Swedbank’s case it 

was not so clear, and left room for people to deviate from the policies.  

If the project group that leads the changes have full mandate to make decisions, it makes the 

implementation process smooth, as decisions needs to be made all the time, and people have many 

opinions. As the project group have full mandate and a top management that supports them, they can 

better lead the changes. Having clear goals of what they want to achieve is an important prerequisite 

to give the project group mandate, as they can follow the goals when they lead the implementation.  

 

Enthusiasm and Support 

Enthusiasm and support for the implementation is needed for the project’s success. The support from 

top management is important for a successful implementation, and top management needs to 

uniformly stand behind it. What can be seen from the empirical results is that if the support is not 

uniform and things said can be taken back, uncertainty is created of if things really is going to happen. 

When the organisation has moved into ABW, they need to ensure that people follow the policies, and 

follow up that the workplace suits the employees, or if there are needs to change the office layout.  
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Deviations from the concept  

Another empirical result is that deviations from the concept is ok, as ABW should be adjusted to the 

people working there. Some deviations such as allowing certain people to have assigned seats could 

be allowed, if they are motivated, such as due to health reasons or due to that they mostly do static 

work, and working without assigned seats would lead to worse performance. Depending on the 

prerequisites of the organisation and their activities, how people work should be analysed in order to 

form a workplace that best suits their activities. How the workplace is formed varies from different 

organisations. If more employees work on the work desk rather than e.g. project tables or couches, 

then these workstations should be more than other environments and vice versa. The results shows 

that looking into the needs of the employees is very important, otherwise it could lead to that they do 

not follow the clean desk policy and starts to claim spots.  

It was seen from the results that people that do more static work, i.e. sit on the same seat for a long 

time, usually want to sit on normal work desks, that has chair with back side, as it is more ergonomically. 

Whereas those that move around more would not care as much.  

 

Concluding comments  

To implement Newwow and ABW there is a need to change the ways people are working, which is a 

long process and requires much effort from the organisation to be successful. Getting people on-board 

have had the focus in this study. The ABW should be changed over time depending on the needs of 

the employees.  
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7. Further Research 

Newwow and ABW is part of a future ways of working, and many organisations/companies have 

implemented it and many are in the process of implementing Newwow and ABW. Many organisations 

have faced the challenges in implementing Newwow and ABW, that is why this area needs much 

research to improve the knowledge. Below are some suggestions for further research in the area: 

 

1. This research has been based on the interviews with Swedish organisations, for further 

research of Newwow and ABW there can be interviews with organisations from other 

countries, especially countries with different culture than Sweden. To see how these 

organisations have implemented Newwow and ABW, and what factors have been important 

for their success and what have been their challenges.  

 

2. As stated in the literature review, managers are important supporters of the implementation 

and can affect their co-workers in the change process, for further research a more in depth 

study can be conducted of how managers in organisations that have implemented ABW lead 

their co-workers in the change. To see what has been the success factors and challenges of 

them leading their co-workers.  
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