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Abstract

As market conditions constantly change in today's competitive landscape, businesses must invest
in organizational changes to stay relevant. Despite the high frequency of change projects
worldwide, multiple sources state that 70% of all change projects fail. Consequently, change
management has become a highly researched area to understand and propose strategies to
organizations to increase the chance for successful change implementation. The literature
reviewed in this study indicated a gap in current research in understanding the feasibility of
managerial strategies and employee preferences. Therefore, the research purpose was to address
what preferences can be identified amongst the employees and when assessing the appropriate
timing for incorporating employee preferences throughout the implementation stage of a change
project. To provide practical implications to managers, the research question addressed was
formulated as “How do management utilize employee preferences in preparing for a strategic
change project?"

To address the research question and purpose, the study conducted an employee survey to
identify employee preferences in a strategic change project. Additionally, semi-structured
interviews were conducted with first-line managers to evaluate their current strategies in change
projects. The sample consisted of employees and managers from a large 200-year-old
multinational organization in finance.

The study indicated that employees and managers preferred transparent and frequent
communication. However, employees highlighted that the possibility to provide feedback and
input was higher than the ability to impact the change project. This discrepancy indicates a
misalignment of whether the feedback and input can reach the project leaders or if the
preferences are neglected for other reasons.

To address the appropriate timing of when management could consider employee preferences, a
framework has been developed in relation to the data collected and best practices according to
the literature reviewed. The framework proposes a practical implication to management when
preferences are to be considered in terms of what type of change project is performed to increase
the likelihood of the change project implementation.



Key-words
Employee - The term 'employee’ refers to the workforce within the organization with no
managerial responsibility. In other words, people within the organization with no authority over
others.
Managers - A person responsible for controlling or administrating a group of employees.
e Project lead, top management - refers to the people leading the strategic change project.
e First-line managers - refers to the managers between project leaders and employees.

These managers work closely with the employee throughout the entire strategic change
project.

Employee preferences - refers to how employee prefers to communicate, interact, and work
with the strategic change project.



E Examensarbete TRITA-ITM-EX 2023:133

S,
EKTHY

& verenskar $ Employee preferences in

&8 OCH KONST o

s preparing for a change - A case

KTH Industriell teknik study of strategic project

och management

implementations

Alfons Hallgren
Maja Svensson

Godkant Examinator Handledare

2023-05-17 Matti Kaulio Pernilla Ulfvengren

Sammanfattning

Eftersom marknadsvillkoren standigt férandras i dagens konkurrensutsatta landskap krévs det att
foretag investerar i organisatoriska forandringar for att fortsétta vara relevanta. Trots den hoga
frekvensen av forandringsprojekt runt om i varlden, hévdar flera kéllor att 70\% av alla
forandringsprojekt slutar i misslyckande. Som en f6ljd har forandringsledning blivit ett mycket
forskat omrade, for att forsta och foresla strategier till organisationer och ledare om hur man kan
oka chansen for en lyckad forandring. Litteratur-genomgangen i denna studie indikerade en brist
i nuvarande forskning i forstaelsen av genomforbarheten av ledningsstrategier och anstélldas
preferenser. Darfor var syftet att undersoka vilka preferenser som kan identifieras bland de
anstallda och nér det ar lampligt att ta hansyn till de anstélldas preferenser under
implementeringen av ett forandringsprojekt. FOr att ge praktiska implikationer till chefer
formulerades forskningsfrdgan som "Hur anvéander chefer anstalldas preferenser i forberedelsen
av ett strategiskt forandringsprojekt?"

For att adressera forskningsfragan genomforde studien en enkatundersokning bland anstéllda for
att identifiera deras preferenser i ett strategiskt forandringsprojekt. Dessutom genomférdes
halvstrukturerade intervjuer med forsta linjens chefer for att utvardera deras nuvarande strategier
i forandringsprojekt. Urvalet bestod av anstallda och chefer fran en stor 200-arig multinationell
organisation, verksamma inom finanssektorn.

Resultaten av studien visade att bade anstéllda och chefer féredrog transparent och frekvent
kommunikation. Anstéllda betonade att mojligheten att ge feedback och input var hogre an
formagan att paverka forandringsprojektet. Denna diskrepans indikerar en brist pa
overensstammelse, dar feedback och input inte nar projektledarna eller att preferenser
forsummas av andra skal.

For att adressera den lampliga tidpunkten for nér chefer kan 6vervéga anstalldas preferenser har
ett ramverk utvecklats utifran den insamlade datan och den granskade litteraturen. Ramverket
foreslar en praktisk tillampning for chefer nar preferenser ska beaktas i relation till vilket typ av
forandringsprojekt som utfors, detta for att 6ka sannolikheten for genomforandet av
forandringsprojektet.



Nyckelord

Employee - Begreppet ‘employee’ syftar pa arbetsstyrkan inom organisationen utan nagot
chefsansvar. Med andra ord, personer inom organisationen som inte har befogenhet éver andra.

Managers - En person som ar ansvarig for att kontrollera eller administrera en grupp anstallda.

* Project lead, top management - syftar pa personerna som leder det strategiska
forandringsprojektet.

« First-line managers - syftar pa cheferna mellan projektledare och anstéllda. Dessa chefer
arbetar néra anstéllda under hela det strategiska forandringsprojektet.

Employee preferences - syftar pa hur anstéllda foredrar att kommunicera, interagera och arbeta
med det strategiska forandringsprojektet.
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Chapter 1

Introduction

1.1 Background

In today’s competitive landscape, organizational change is crucial for the business’s
survival as market conditions continuously change. Therefore, change management
and leadership have become one of the most critical professions within today’s
organizations (Phillips and Klein, 2022). Even though change management is well-
researched and has practically been executed by millions of companies, around 70%
of change projects fail (Bodell, 2022). According to most sources, a change project is
defined as a set of tasks performed over a fixed period and aimed to change something
within the organization. It can include a single department, an individual, or an entire
corporation (Ibbs et al., 2001). Three examples of a change project are introducing

new technology, restructuring departments, and relocating offices.

There are various suggestions by researchers on what causes the failure rate to be
relatively high. Therefore, many studies have been conducted in this field of change
management to try to find plausible origins of the problem and propose solutions
and strategies that management can take on to increase the likelihood of a successful
change. However, one universally accepted theory is that the commitment from
the participants engaging in the change is crucial for successful implementation and
execution (Loup and Koller, 2005). Therefore, being able as a change manager to

engage participants in the change project in the implementation stage and invoking
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belief in the change becomes necessary for the success of the change.

Even though there is a vast amount of research conducted within the field of change
management and how to increase the chance for success, there is a limited exploration
into how managers can utilize the preferences of employees when implementing a
change project with preferences referring to ways of communicating, interacting, and
working with the change project. However, there has been the identification of areas
where the managers must focus on, e.g. increasing awareness and dedication amongst
employees (Loup and Koller, 2005). According to previous studies, managers are more
likely to achieve a successful change project if the participants understand the project’s
purpose and have a clear communication and time plan. Furthermore, research
provides evidence that if participants feel a personal stake (sense of ownership)
within the project and the impression of necessary resources being available from
the organization enhances the implementation and execution by the performers.
The sense of ownership is often referred to as "What is in it for me” (WIIFM), as
participants within the change project would, in this case, have a stake within the
project and be affected by the outcome. Following this, managers might reformulate
the communication or alter parts of the project to invoke and increase the WIIFM belief

amongst the participants (Vakola, 2014).

This research aims to tackle the problem that arises whether management’s
implementation strategies of a change projects are aligned with employee preferences
or not. Hence, if there is no consensus amongst the involved parties within the
implementation, the change project will likely fail. According to Dent and Goldberg,
participants may be hesitant towards change projects, not of natural or social
construction, but due to the underlying idea from management not being feasible for

the participants (Dent and Goldberg, 1999).

The presented research is based on a case study and conducted within a large 200-
year-old organization operating in the finance sector across the world. The advantage
of looking into a large company is that they are commonly known to experience inertia,
compared to looking into a smaller company which is more likely to have a smoother
experience. This study aims to identify employee preferences and management

strategies when implementing a change project.
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1.2 Purpose

The purpose of this study is to identify the preferences of employees during the
different phases of a change project’s implementation. Additionally, to create a
framework that assists management in effectively incorporating employee preferences
and determining the appropriate timing for considering these preferences during the

implementation stage.

1.3 Research question

How do management utilize employee preferences in preparing for a

strategic change project?

Sub-research question 1: What preferences do employees have in the implementation

of a change project?

Sub-research question 2: How are managers currently approaching communication,

and promoting employee commitment within a change project?

1.4 Delimitations

The delimitation of the research is that it only refers to a particular project currently
focusing mainly on one part of the organization. As the researchers had limited access
to employees the survey was limited to a certain number of employees and then relied
on managers perceived preferences from employees. Furthermore, the participants of
the survey and the interviews mostly come from one department of the organization.

Thus, the research does not represent the entire organization or all its employees.

1.5 Definitions of Terms

Employee - The term ’employee’ refers to the workforce within the organization with
no managerial responsibility. In other words, people within the organization with no

authority over others.
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Managers - A person responsible for controlling or administrating a group of

employees.

 Project lead, top management - Refers to the people leading the strategic change

project.

 First-line managers - Refers to the managers between project leaders and
employees. These managers work closely with the employee throughout the

entire strategic change project.

Employee preferences - Refers to how employee prefers to communicate, interact

and work with the strategic change project.



Chapter 2

Theoretical Background

In this section, studied theoretical concepts are brought up which are assumed
to impact the participant’s commitment to the change project. Furthermore, two
theoretical frameworks are presented in which managerial activities and strategies
are proposed to increase commitment from the participants within a change project.
Lastly, the researchers have proposed a summarized and combined framework

referring to the studied concepts.

2.1 Reluctance to change amongst participants

From a broad perspective, this research has investigated the reasons behind
participants’ reluctance to change and failure to commit. In the subsections below
are studied variables and factors observed through the research which correlate to the
participants’ engagement. However, a brief description and definition of reluctance to

change is presented below.

There is a common and universal preconception of people being reluctant to change
(Hannan and Freeman, 1984). Dent and Goldberg (1999) investigated the origins of
this phenomenon. Even though many researchers suggest that this mental model can
be argued against, resilience amongst participants is universally accepted to interfere
with the success of change implementation. To establish what emerges from this,
the authors question the conventional wisdom by suggesting that participants are not

reluctant to change, and other factors obstruct the successful outcome of a change.

6
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Furthermore, participants may be hesitant, not by natural or social construction, but

due to the underlying idea from management is not feasible for the participants.

Similar to Dent and Goldberg (1999), Kotter (1995), suggests that there are very
few instances of individual resilience toward change among employees within an
organization. However, Kotter’s research point towards a lack of organizational
structure or a "performance-self-interest” resulting in participants choosing between

the new management ideas or their self-interest.

Dent and Goldberg (1999) provide a detailed table that provides insight and
explanation of five management textbooks that try to indicate and evaluate the
different causes of resistance and the strategies for overcoming these barriers. The
reader can easily notice similarities between the different works as many lists the
same causes of resistance, such as ’Surprise of sudden change’, 'Misunderstanding’,
"Lack of trust’, 'Fear of failure’, and many more among the participants. However,
the authors highlight that one of the key strategies for overcoming the risk of failure,
which can be observed from nearly all textbooks, is increased participation from the

participants.

The authors emphasize the importance of implementing strategies for overcoming
resistance to change despite what the change is intended to address. In other words,
the same effort in the strategies is required if the change project results in the loss of
jobs and the increase of jobs. Hence, their research suggests that viewing resilience as
a problem with no strategies to overcome it only obstructs the change project’s purpose

(Dent and Goldberg, 1999).

211 Sense of ownership

One aspect identified throughout various studies for increasing commitment amongst
participants within a change project has been the possibility of impacting the project.
In other words, some articles indicate that underestimating the participant’s role and
their impact on the project is a cause of failure. The ability to impact the change

generates a feeling of ownership toward the change project. (Shah et al., 2017).

From the change manager’s position, research suggests that providing the necessary
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tools and availability for the participants to achieve the feeling of impacting the project
(Loup and Koller, 2005) becomes crucial. However, from the participant’s perspective,
impacting the project enhances the commitment towards the change project as they

become more of a central role of the project (Shah et al., 2017).

2.1.2 Communication

Communicating through the hierarchies in today’s organizations can become more
difficult than expected. Therefore a clear and transparent change communication
plan aims to tackle the issues that the communication might encounter (McClellan,
2011). In a model produced by Barrett (2002), the importance of using strategic
communication is highlighted as it facilitates significant changes. Barrett suggests that
internal communication regarding organizational changes is the “glue” that holds the
organization together (Barrett, 2002). Therefore, the perception of the communication
by the employees becomes either a driver or barrier to the change depending on how

managers can handle it (Armenakis and Bedeian, 1999).

In a change process, there are many dimension to consider: how the employees think,
reacts, and feels about a change process. It is widespread for employees to resist
changes that management has decided on. Resistance against a project should be
seen as something that needs to be understood and addressed. Therefore, employee
resistance is a matter of managerial activities and availability for the employees to
provide input regarding the change project. Furthermore, there should be some
possibility to have a feedback loop to signal back to management that signals what

is not going well (Akella and Khoury, 2022).

In the framework for proposed managerial activities for engaging commitment by Loup
and Koller (2005), the managers must address the possible misunderstanding, fear,
skepticism, and concerns the participants may encounter when implementing and
executing the change project (Loup and Koller, 2005). However, a study conducted by
Gnepp et al. (2020) suggests that the outcome of managerial feedback often needs to
be revised. From a managerial perspective, the results of the conducted study suggest
that managers are more engaged and motivated when the feedback concerns future

actions rather than past performance.
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Research and studies suggest a correlation between participants’ commitment to
a change project and their understanding of why it is implemented and executed.
Therefore, it becomes crucial for the organization to inform the participants
compassionately, of why the change is necessary (Schulz-Knappe et al., 2019).
However, it might require time for the employees to embody the change purpose
and adapt their work accordingly fully, which managers tend to ignore and therefore
implement the change before the organization is mature enough for the new change

Oreg et al. (2011).

2.2 Frameworks

2.21 Framework mode I: The Road to Commitment

Koller and Loup (2005) have produced a phase model described in this section, that
managers can go through as they embark on organizational change. The phase model
is broken down into three phases and is clearly correlated to the concepts described

above.

1. Expanding Awareness and Understanding
2. Evoking Belief

3. Building Commitment

The model is produced for leaders to assist in managing the change so that
participants will increase their commitment and enhance the likelihood of a successful

change.

The first phase, "Expanding Awareness and Understanding,” aims to shed light on the
change for most of the organization. In this phase, it becomes essential to address
the purpose of the change, the expected results, the necessary actions, deviations from
previous attempts, and lastly, what is in it for me (WIIFM) for the participants. The
authors continue to state this first phase will most likely contain "Why” and "What”
questions from the participants, which also might be difficult or even impossible to
answer. However, the management must address these frequently as participants

build their understanding of the change. If no sufficient answer can be provided at
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the given point, the leaders should be transparent and say what they do and do not

know yet.

Koller and Loup continue to provide various actions that can be executed by the
management, which has proven to be helpful in the first phase. One of these actions
is constructing a "Town Hall” to inform employees how and what will impact them.
Another action is to answer the frequently asked question in the organizational

communication platform to provide transparency.

The second phase of the model, "Evoking Belief,” aims to imprint the participants with
the idea that the change is good for the organization and them individually. Also,
provide evidence to the participants that the organization has the necessary resources
for the change to be successful. Roland L. and Ron K. highlight that if the participants
do not believe in one of these three ideas, they can not fully engage or commit to
the change, obstructing the chance of a successful change. In this phase, the authors
emphasize the importance of leaders’ openness to disappointments, fears, skepticism,
and concerns from the participants. The leader has to prioritize the participant’s

perspective and not only focus on continuing the change project.

The last phase, "Building Commitment,” is about the necessary action to establish
individual ownership to implement the change. The article mentions actions such
as creating cross-functional teams within the change and holding large meetings
regarding the progress as necessary. Also, this phase requires leaders to assist with
any upcoming questions participants may have when altering their everyday work

following the change project.

2.2.2 Framework ll: Rethinking organizational change

Bruno and Kerber (2005) propose that a reason behind change failures within
organizations is not matching the change requirements with the selected management
strategy. Therefore, ensuring alignment between the management strategy and the
corresponding type of change the organization is embarking on becomes essential.
Bruno and Kerber’s (2005) suggest three simple approaches to defining organizational
change, 'Direct change,” 'Planned change,” and ’Guided change, represented in figure

1. The authors highlight two main factors, socio-technical uncertainty and business

10
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complexity, that impact which type of change is most appropriate for the organization.
On the x-axis the socio-technical uncertainty is represented and on the y-axis the
business complexity is represented. Depending on the level of these two factors,
different changes are appropriate. However, there are no fixed scales and at some
points there is a mix of different kinds of change. Although, the level of soci-technical
uncertainty specifies what and how needs to be communicated. In other words, how
well is the change defined and known from the participant’s perspective. On the
other hand, the level of business complexity refers to how extensive the change project
is, such as size, technology, and the number of services and departments involved.
The characteristics of top-down management define direct change which depends
on hierarchies and compliance. Furthermore, the change project comes from the
organizational leaders seeking participants who possess the necessities to implement
the change. Consequently, the people affected by the implementation of the change will
likely be forced to engage in the change, which might spark emotions such as anger and
disappointment. However, the authors highlight that direct change might be the most
efficient when tackling a change with a low level of socio-technical uncertainty and
business complexity. Hence, when a change is well-established, and all participants
are already aware of the action required to implement the change, there is no need for

any complex type of change as these should be relatively easy to take on.

Planned change, found in the top-left corner of figure 1 may have its origins from
anywhere and anyone within the organization. However, sponsored by the leaders
and managers. These changes are defined by the attempts to create road maps
and milestones for the management and participants. However, these projects are
generated to motivate the participants to assist and provide feedback to enhance the
change implementation. The authors suggest that planned change is suitable for
changes with low socio-technical levels but a high level of business complexity. As
complexity increases, disputes about the most efficient solution between groups within
the organization may occur, and therefore, engaging participants in the planning and
implementation may generate a new solution to the change. figure 1, is characterized by
emerging from within the organization as employees contribute to the organizational
goals and vision. These changes are an iterative process as they are not well-defined

and are continuously discussed to be improved. The guided change goes through

11
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different cycles of implementation, improvisation, learning, and sharing. The authors
suggest that guided change is most efficient when the socio-technical level is high, as
the future is unknown. The road toward a fully implemented change is undefined. In
other words, planned change provides the necessities in engaging participants and may
provide a nuanced perspective; it does not tackle situations with unknown and unclear

solutions.

High

Planned
Business
Complexity

Guided

Directed

Low

Low High
Socio-Technical

Uncertainty

Figure 1: Categorizing the change project in terms of Socio-technical uncertainty and
business complexity after figure 4 in Kerber & Buono, 2005 p.30

2.3 Employee preferences framework

Based on the reviewed literature and frameworks, it becomes evident that leveraging
employee preferences can serve managers with valuable insights throughout the
change project. However, it is essential to acknowledge that the degree of
business complexity and socio-technical uncertainty impacts the necessary managerial
strategies for successful implementation. Consequently, the number of preferences

that can be considered may vary accordingly.

By considering employee preferences throughout the change project implementation,
employees tend to become more engaged, which increases the likelihood of a successful
change. In addition, this will enhance employee engagement and the sense of

ownership, which offers a more central role within the change project.

12
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In summary, it is essential to recognize and incorporate employee preferences
throughout a change project to encourage engagement. Nevertheless, it is essential to
adapt managerial strategies concerning the business’s complexity level and the socio-
technical uncertainties. Moreover, by encouraging employee participation and giving
them the ability to impact the project, the risk of failure will be mitigated efficiently,

which will further enhance their engagement levels.

Following the arguments above, a framework will be developed concerning the number
of feasible preferences that managers can consider through the project timeline.
Furthermore, it will consider what type of change is being implemented, i.e., the level
of business complexity and socio-technical uncertainty, see figure 2. The framework is
mainly built on the road to commitment and rethinking organizational change. On the
x-axis, the three stages in the road to commitment are lined up to simulate the timeline.
The y-axis aims to understand how many preferences are feasible for managers to
consider based on the stage of the change implementation. To understand the contrast
in various changes, 'Planned Change’ is defined as change with high socio-technical
uncertainty, while 'Planned Change.’ In addition, due to the nature of 'Direct Change’

being straightforward, it has been neglected in this framework.

13
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Figure 2: Amount of preferences feasible for managers in regards to the
implementation stages in 'Road to commitment’ and what type of change it is
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Chapter 3

Methods

The following chapter describes the method, including the research setting, design,

data collecting and analysis, choice of respondents, and ethical considerations.

3.1 Research setting

This thesis was written at KTH for a prominent institute in the finance sector during
the spring of 2023. The research was introduced with some ’liber reading up,” which
is recommended due to orient in the subject and understanding the current research
within the field and apparent gaps in current literature (Blomkvist and Hallin, 2015).
Furthermore, the research question was drawn together with the case company based
on the problem of how to utilize employees in a change project. Hence, a problem
and a preliminary research question were formulated in collaboration with the case

company.

3.2 Research design

The present study was guided by a research design model that aims to facilitate the
exploration of research questions by providing a framework for data collection and
analysis. The selection of an appropriate research design was crucial in determining

the type of empirical data gathered (Blomkvist and Hallin, 2015). This study used

15
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a case study design to gain in-depth insights into a real-life context to generate
valuable empirical evidence. Additionally, the research was a hybrid of qualitative and
quantitative approaches, which allows for a more comprehensive understanding of the
phenomenon under investigation. By combining these two methods, the study aimed

to thoroughly explore the research questions (Shah and Corley, 2006).

In order to satisfactorily address the research questions and achieve the research
purpose, a multi-phase case study was conducted. The research incorporates
quantitative and qualitative methods, thus enabling a comprehensive perspective
of the phenomenon under investigation. As Saunders (2015) suggests, the survey
provided a broad view and generalized questions, while the quantitative research

provided a narrower perspective.

The phases and their purpose is represented in figure 3 where the first phase of
the research involved a rigorous literature review, which evaluated current theories
and understanding of change and the perception of change. In the second phase,
to address sub-research question 1, a survey was administered to employees within
the case company to identify and evaluate two main areas of interest. Firstly, to
evaluate participants’ previous experience of an implementation of a change project.
Secondly, to identify preferences in relevant areas covered in the literature review.
Furthermore, following the analysis of the survey data and addressing sub-research
question 2, qualitative research was conducted through semi-structured interviews
with management within the case company. The interviews provided the researchers
with valuable insights into, from a management perspective, whether employee
preferences could be met or not, as well as how the implementation could be aligned
with current state-of-the-art knowledge within the field. By integrating the data
collected from the survey and the interviews, the researchers identified and analyzed
potential alignment between employees and management in implementing a change
project. The data was analyzed and discussed based on the frameworks covered in the

literature review.

Given the exploratory nature of the research area, an abductive and exploratory
approach was adopted. The abductive approach allowed for the continuous evaluation

of data and theory simultaneously, which is particularly useful in a research area with
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Method / Stage: Purpose:

Understanding the current theories, models and understanding of within the field

Literature review : : .
of change project and implementation

Evaluate participants previous experience in change projects
Identify preferences amongst employees in terms of communication,
understanding the change project and impact.

Quantitative Research
(Surveys to employees)

Data collection and analysis

Identify how management work according to current theories
Evaluate the employees preferences (identified in the survey) from a
management perspective

Qualitative Research
(Interviews with mgmnt)

Data collection and analysis

Figure 3: A stage breakdown of the research design and purpose of each stage

limited previous research. Moreover, the exploratory approach was deemed necessary
due to the open nature of the research area, which required new insights to explore
knowledge further. Therefore, the research questions were formulated with ‘'what” and
’how.” Conducting exploratory research also provided the researchers with flexibility,
adaptability, and the ability to change direction as new data was collected (Saunders

et al., 2012).

3.2.1 Survey design

The survey was primarily formulated and structured based on Krosnick and Presser’s
(2009) article ’Question and Questionnaire Design’. The article analyzes and list
various conventional pearls of wisdom taken from hundreds of methodological
researchers, which should be considered when formulating question(s) to participants
for research purpose. By applying Krosnick and Presser’s summarized conventional
wisdom to the survey, the survey design aimed to minimize any occurring issues in

accordance with best practices.

After a finalized survey draft was sent out to a small group of people within the

organization to test the understanding of the questions and answers, this increases
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the validity and credibility that the survey includes all angles and possible answers
from the participants. However, the test results indicated the need to reformulate a

few questions and answers to increase the participants’ understanding.

Surveys are commonly used in exploratory research, and the questions are often
phrased asking ‘'what,” ’how,” 'where,” and how much.” Therefore, the design of the
questionnaire has been carefully considered to maximize the response rate and validity.
The considerations that have been considered were the careful design of the questions,
clear and visual presentation of the survey, clear explanation of the purpose, piloting
the survey, and lastly, carefully planned, executed, and collected. As questionnaires are
mainly helpful for explanatory research rather than exploratory research, the survey
aimed to mainly build a basis for the interviews and have a limited number of open-
ended questions and, therefore, to identify the variability in the references and success

factors (Saunders et al., 2012).

The survey contained 22 questions, divided into three sections. Firstly, personal
information included questions regarding their employment, such as years within
the organization, role, and department. In the second section, the survey sought
to investigate participants’ previous experience with change projects in the case
company. These questions investigated whether respondents were committed to
previous changes, if there was clear communication and information throughout the
project, and more, see Appendix A. Finally, in the last section of the survey, the
questions sought to collect data on employee preferences when taking on a change
project. This included how often and in what forum information should go out from
management. Also, in what way would the employees prefer to be included in the

implementation stage, such as workshops, test groups, and more, see appendix A.

3.2.2 Interview design

As the researchers conducted semi-structured interviews, as Saunders (2012)
suggested for a case study, the interview questions were based on an interview
guide (Appendix B). The interview guide was developed based on the literature and
the responses in the distributed survey. The interview was held with respondents

within the company that had been identified together with the case company as
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managers.

Interviews are commonly used in exploratory research and aimed at understanding
the relationship between different variables and are helpful if the researchers are
willing to explore new ways of their research as unexpected results can come from
the interviews (Saunders et al., 2012). Furthermore, managers are more likely to
contribute if they are interviewed rather than performing a survey (ibid). Therefore,
the survey gives the researchers an excellent chance to understand this managerial side

of the research.

3.3 Case company/Case study

The literature review aimed to summarize the existing literature within the field of
interest. The conducted literature review is based on the research questions that are
rather broad as well as the research will cover both a qualitative and a quantitative
approach. Due to the nature of the research and the broad research question, a semi-
systematic literature review was conducted (Snyder, 2019). This allows the researchers
to have an iterative approach to the literature review as the research is evolving towards

more tailored research (ibid).

The literature review was initialized by getting access to some fundamental articles
within change management. This resulted in some basic understanding as well as
some input for the search of literature. The literature search was performed in Scopus
and Elseviser with search words: change management, employee, employers, change
projects, and preferences. The search result was of varied quality and the researchers
read the abstracts in order to divide which articles were relevant to the study. As the
researcher read the articles, some “snowballing” took place and led to further articles

(Saunders et al., 2012; Blomkvist and Hallin, 2015).

Throughout the research, the focus of the study shifted depending on the data collected,
making the literature review a continuous process. The researchers constantly
iterated the literature review, searching for relevant literature that corresponded to
the research findings. As the researchers discovered new areas of interest that were

relevant to the study but not yet explored, they sought literature in these areas.
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3.4 Data collection

The following sections outline the data collection process for both the survey and
interviews. The primary objective of data collection was to identify any discernible

patterns or themes within the data.

The iterative nature of the data collection process meant that the researchers could go
back and forth between the data and the conceptual framework as needed. This allowed
for any necessary changes to be made to the research design, and for new insights to
be identified and explored. Ultimately, the goal of the data collection process was to
identify any trends, patterns, or themes that emerged from the data, and to use this

information to enhance the overall understanding of the research topic.

Throughout the research, the focus of the study shifted depending on the data collected,
making the literature review a continuous process. The researchers constantly iterated
the literature review, searching for relevant literature corresponding to the research
findings. As the researchers discovered new areas of interest relevant to the study but

not yet explored, they sought literature(Saunders et al., 2012).

3.4.1 Data collection from survey

The data was collected by a survey sent out to around one hundred employees within
the case company. However, it received 73 respondents, of which 53 filled in the entire

survey.

The possible respondents were accessible through the internal communication
network within the case company, providing easy access. To minimize the margin of
errors in the data, an acceptable sample size has to be evaluated (Saunders et al., 2012).
Currently, around 15,000 people are employed at the case company, while the new
change project studied will impact a few hundred. Therefore, the aimed sample size
represents the hundreds affected and not the entire workforce. However, the impacted
employees are still located worldwide, and the survey is therefore distributed to various
departments in a handful of nations where the company has its primary operations.
Hence, to minimize the risk of generating data biased towards one part of the case

company.
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The selected survey questions were constructed in collaboration with the case company
and previous research and literature conducted, see appendix A. This provided the
research with the exploratory and abductive approach necessary to fulfill the research
purpose (Blomkvist and Hallin, 2015). Furthermore, the survey questions were
revised in several rounds with the case company and the researchers’ supervisor from

KTH.

The survey is constructed to include both numerical (continuous) and categorical data.
The numerical data allows for an analysis of a wide range of statistics. Furthermore,
the categorical data contributes to the ability to analyze the data collected and pinpoint

specific fixed preferences amongst the employees (Saunders et al., 2012).

3.4.2 Data collection from interviews

The data was collected through interviews, which is an excellent way to obtain a deeper
understanding of the studied topic and make new and unpredictable discoveries,
The interviews were conducted in person and through online meetings based on the
interview guide (appendix B2). The interviews were semi-structured, meaning that
the questions were organized by a set of themes and a few predetermined, open-ended
questions that allowed the researchers to be flexible with the questions and ask follow-

up questions based on the respondent’s answers (Blomkvist and Hallin, 2015).

3.5 Choice of respondents

The respondents were selected together with the case company and based on
stakeholder mapping. By addressing the roles and areas of responsibility, as well as the
departments within the company the researchers wanted to look into, the stakeholder
mapping was conducted and followed by a discussion with the case company to find

people fitting into the chosen roles.

3.5.1 Survey respondents

The survey’s respondents’ choice was decided based on providing a representative

workforce of the employees impacted by the change project. In other words, the survey
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was sent out to different departments and locations worldwide to provide a diversified
group of people who will be affected by the change project. This was evaluated and
discussed with the persons of contact within the case company to evaluate and increase
the likelihood that all groups impacted by the change were representative in the survey

to limit the possible bias(Saunders et al., 2012).

3.5.2 Interview respondents

Five interviews were performed, and information concerning the interviews is
presented in table 1. The selection of respondents was based on a suggestion from
the supervisor within the organization. As the interviewees were required to have
previous experience in leading a team in a change project implementation, the possible

candidates were limited significantly concerning the number of employees within the

organization.
About Interview
Respondent Role Size of team Date Duration (min)
A Team Manager 12 2023-04-13 20
B Chief Product Owner 30 2023-04-13 20
C Chief Product Owner =100 2023-04-18 30
D Team Manager 28 2023-04-19 20
E Project Manager 2 teams 2023-04-20 30

Table 1: List of interview participants, the role, size of their team and interview
information

3.6 Data analysis

3.6.1 Survey analysis

The data collected by the survey was tested for normality by visualizing each variable in
a graph. Asthe data collected aims to be generally distributed throughout the impacted
employees, the variables should also be normally distributed. The variables were also
calculated by their mean, median, and mode to strengthen the credibility of a normal

distribution, as they should in theory be the same (Saunders et al., 2012).

After collecting the survey responses, they were entered into data analysis software

such as Microsoft Excel. The software produced a graphical representation of the data
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as a bar graph.

The bar graph was chosen as a suitable visualization method as it allows for a quick and
easy interpretation of the data by the researchers. Each answer choice was displayed
as a bar with a corresponding height based on the number of participants that selected
that answer choice. In addition, the bars were color-coded to improve the visual

distinction between each answer choice.

By analyzing the bar graph, the researchers could identify the participants’ most
common answer choices. This helped provide an overall understanding of the
participants’ opinions and preferences on the studied topic. In addition, the
information obtained from the bar graph was further analyzed and compared with the
existing literature to gain insights into the research question(s) and to develop a deeper

understanding of the phenomenon being studied.

3.6.2 Interview analysis

All interviews were recorded and transcribed to provide transparent data on what was
discussed between the researcher and the interviewee. Furthermore, each interview
was coded based on acknowledged themes covered in the literature review and
distributed survey. As the research design was abductive, the researchers discussed
the collected and coded data from the interviews and analyzed if possible themes were
not covered before the interviews. Hence, interesting findings that could not be coded
into the pre-determined categories were labeled as ’Others’ and therefore not included

in the survey as it was distributed prior to the interviews.

3.7 Ethical considerations

The ethical considerations within research are of utmost importance. Therefore eight
principles has been developed that researchers should consider (God forskningssed,
2017).

1) You should tell the truth about your research.

2) You should consciously review and present the starting points for your studies.

3) You must openly report methods and results.
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4) You must openly disclose commercial interests and other ties.

5) You should not steal research results from others.

6) You must keep good order in your research, including through documentation and
archiving.

7) You should strive to conduct your research without harming people, animals or the
environment.

8) You should be fair in your assessment of other people’s research. (God

forskningssed, 2017)

These aspects have been by informing all survey respondents and interviews about
the purpose of the study and that participation is a volunteer but highly appreciated.
Furthermore, the researchers have been storing the material in a structured way on
google drive and locally on their computers to ensure that only the researchers can

access the results and data.
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Result

In the following chapter, the quantitative and qualitative data are presented in the
forms of texts, graphs, and tables. The results are then discussed in the following

chapter.

4.1 Employee survey

411 Employees previous experience
Feel of commitment

Based on the survey, the majority of the participants who have been a part of a change
project considered themselves committed to the change. However, as seen in figure 4
the trend is arguably correlated to the years of employment at the organization. The
participants who worked longer within the organization had a higher chance of being

committed to the change project.

When asked about why participants felt they were not able to commit to the change,
50% highlighted that they believed the change project did not impact their work, as
seen in figure 5. Furthermore, a considerable amount of participants highlighted a lack
of interest or that their impression of the change project would impact the organization
in a negative way. No correlation could be found between the reason or any other

evaluated variable within the survey.
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Did you feel a commitment to the change initiative?
| Previous experience of change initiatives

m I I I I
0 I -
Yes Mo

@ Less than 1 year @ 1 - 3 years 4 - 7years W 8+ years

3

Procent

hd
(=]

Years employeed at the organization

Figure 4: Commitment broken down by seniority within the organization

If no, what was the primary reason for you not committing?

(Choose up to three options)
| Previous experience of change initiatives

1)
40
E
7l
W
2
o
| I I
1] l
Lack of interest Lack of resources Other prioritisations It had no impact on my It could have & Other
work negative impact on the
organisation

Figure 5: Primary reasons employees did not feel commitment towards the change
project
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Similar to the primary reasons for not committing to a change project implementation,
participants who felt more engaged, tended to believe the change project had a positive
impact on the organization. As seen in figure 6, the vast majority of the participants
either believed the change project had a positive impact on their work, and the
organization and/or felt it was within their role to commit to the change.

If yes, what where the primary reasons for your commitment?

(Choose up to three options)
| Previous experience of change initiatives

80

60

Procent
B
(=]

0 -

It was expected of It could have a It could have a It could have a It could have a | was requested to Other
me within my role potential positive potential negative potential positive potential negative participate
impact on my work impact on my work impact on the impact on the
organization organization

Figure 6: Primary reasons employees felt commitment towards previous change
project

Employee impressions of supply from managers

Question Yes (%) | No (%)
Did your unit provide the necessary resources? 85% 15%
Did you understand why the change initiative was performed? 74% 26%
Did you have the opportunity to impact the initiative? 51% 49%
Did you have the opportunity to provide feedback to the initiative? 68% 32%
Did you receive sufficient information regarding the initiative implementation 72% 28%
Were you informed of the time plan of the initiative? 85% 15%

Table 2: Result from yes and no questions regarding previous experiences in change
project

As stated in table 2, 85% of the respondents believed to have the necessary resources

when implementing a change project. Amongst the few participants who believed
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otherwise, time and subject matter experts were the primary resources assumed to
be lacking. Furthermore, the vast majority (74%) believed to have understood the
purpose or why the change project was performed. An interesting observation is that
68% answered they had the opportunity to provide feedback and input towards the
change projects, while only half believed they could impact the change. Hence, it can be
argued that the feedback and input are not being followed up on enough to impact the
change. However, as the definition of impacting a change project was not provided in
the surveys, it is difficult to determine what this result indicates. In the same spectrum,
two-thirds of the participants believed they had sufficient information regarding the

implementation.
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4.1.2 Preferences for future change projects
Information received

Regarding future information preferences, 73% of the participants indicated that they
would prefer to receive newsletters via email for updates and progress regarding
change projects. Additionally, 62% of the participants considered town hall meetings
a satisfactory communication method, as displayed in figure 7. It is worth mentioning
that the sum of the percentage was over 100 % because participants were allowed to

choose multiple options.

How do you want to be updated with progress in an initiative? (Choose up to three options)

80

Procent
&
=}

TownHall Newsletter (e-mail) Intranet Other internal platform Other

Figure 7: Employee preferences in regards to communication forms
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In terms of frequency, the data clearly indicates that monthly or quarterly updates are

the consensus amongst the employees, see figure 8.
How often would you like to be updated during the implementation of the initiative?

60

40

Procent

20

Monthly Quarterly Semi-annually Annually Other

Figure 8: Employee preferences in regards to communication frequency

How to be involved in the change project

In figure 9, the data indicates that employees prefer to mainly be involved in the change
project by being able to provide input and feedback. However, another factor not
covered in previous studies, is that 42% indicated that workshops are a considerably

efficient forum for being able to impact the change project.

How to communicate with the change project

In terms of being able to communicate with management and the change project, the
data indicates no consensus, as seen in figure 10. The results were evenly spread

between the possible options, despite a low request for a dedicated intranet page.
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In what ways would you consider being involved in the implmentation of the
change project?
(Choose up to three options)

60

40
| I
0 . .

Provide input Provide feedback Be part of Workshops  Be part of a test group Discussion with Project Other
Manager

Procent

Figure 9: Employee preferences in regards to ways of being involved in the change
project

How would you like to communicate with the initiative?
(Choose up to three options)

60

40

2.I I I I I
. L

Procent

Through a Through surveys Through a Be part of Directly with Through my Other
dedicated e-mail dedicated intranet Waorkshops appointed SPOC manager
page (Single Peint of

Contact)

Figure 10: Employee preferences in regards to ways of communicating with the
change project
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4.2 Interviews with change managers

4.2.1 Managers view of employees’ resistance to change

projects

Respondent A acknowledged that some employees might be reluctant to change,
especially in companies with a high frequency of change projects. In such cases, it
is the managers’ responsibility to ensure that the employees feel safe and understand
why it is needed. In addition, respondent A stressed the importance of stability in
these employees’ day-to-day work. In these cases, managers need to interpret the
information and break it down for the team to understand what will change and what

remains unchanged.

Respondent B believed there is fatigue toward organizational change projects,
especially among senior employees. This is due to frequent change projects not
being evaluated after completion, creating a sense that the project is not finalized.
Respondent B believes that employee input and feedback regarding change projects

are sufficient, and first-line managers and the top follow up on their opinions.

Respondent C suggested explaining the change’s impact on employees and their
responsibilities within the change. Decisions based on emotions rather than facts
can influence an employee’s acceptance of change, which must be addressed. When
a change project does not affect the employee directly, they may not be open to it.
Respondent C believes that being a leader entails understanding the team’s needs
and adapting their leadership style based on the team and situation. The respondent
suggests a change lead could support managers at all levels during significant changes
where hundreds of employees may be affected rather than relying solely on the

managers.

Respondent D noted reluctance is more common if changes are made too frequently. It
is essential to take the time to explain the reasons for the change and engage employees
from the beginning. One example the respondent gave was a colleague’s quote, "I do
not actually care who my manager is because they are changing so often that they hardly
get to know them.” According to respondent D, this is also applied to larger change

projects, and people get reluctant, which can slow down the organization. It is better
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to have less frequent changes and allow people to get going with their new working

methods.

4.2.2 Managing communication and information

According to all respondents, leaders can determine how much information they want
to present to their employees, but transparency is essential in most cases. However,
sometimes, when there is a lack of information, it may be better not to share everything
at the beginning of a project to avoid creating unnecessary questions. In addition, the
respondents argue that it is better to be transparent and say there is no information
to share rather than nothing. Finally, respondents C and D highlighted that in cases
where the first-line manager lacks communication from their manager in a project, it is
of utmost importance to have trust in the management or project lead to communicate

as much as needed and has a thought-through communication plan.

Furthermore, Respondent A emphasizes the importance of managers’ roles in
communicating changes and ensuring that the team understands that all changes
decided by senior managers aim to serve the company’s strategic direction. Also,
all respondents stress the importance of meeting employees’ feedback and ensuring
that everyone is heard and receives communication in the way and forum they need.
While all employees do not need to understand the big picture, breaking it down and
contextualizing it for each individual is essential. Managers should explain the impact
of the change on the employee’s role and work, as different employees have different

needs for levels of understanding of the change and its’ purpose.

Respondent B believes that communication with employees would be more accessible
if the top management communicated the change project’s purpose and frequent
information more clearly. That said, Respondent B acknowledges that the manager’s
task is to interpret the available information from the top and pass it down. However,
the respondent believes that mass-communicating information through, e.g., emails
is ineffective since not all employees necessarily check their inboxes frequently. In
addition, the respondent believes that most employees appreciate oral communication

with their manager.

According to respondent D, as the company is huge and has a complex matrix
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organization, there are often many suggestions for solutions to a problem or approach
to a change, leading to disagreement within teams. Change management can
sometimes be more challenging as employees may have differing views on the
proposed solution. Therefore, it is crucial to communicate transparently with the
team and explain the reasons for the decision. In general, respondent D means that
communication within the company is good. However, there are instances where
information is presented in a more "neat and nice” way rather than being informative.
Respondent D believes it is better to be transparent and provide more information

rather than less to avoid gossip and ensure everyone is aligned.

4.2.3 Managing employee’s sense of ownership

The understanding from the respondent is that employees need to understand the
impact of change on them or their work to motivate the change. Respondent C believes
team feedback and input are crucial and has tried to create an environment open for
change and feedback on all levels. Heavy stakeholders often decide on large change
projects, and the aim of a significant change is usually set for the entire company

working towards a company target.

Respondent D believes breaking down the big picture for employees and engaging
them in the change process is essential. This can be done by providing regular status
updates and involving them in decision-making where possible. It is also essential
to give employees time to adjust to new working methods and not make changes too

frequently.

Getting people involved ensures they understand the red thread looking from a multi-
perspective, where the change impacts the entire company. Moreover, Respondent E
stresses the importance of feedback to the employees. For example, the employees
need to understand that what they have developed can have impacted the company to
get a higher volume of sales, more customers, and so on, meaning understanding how

they can impact the big picture.
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Analysis

In this chapter, the findings are discussed and analyzed based on the theoretical

concepts and frameworks covered in the literature review.

5.1 Employee preferences in a change project

The first sub-research question focused on understanding employee preferences
during change projects. To answer this question, a survey was conducted among

employees who had experienced a change project at the case company.

Sub RQ1: What preferences do employees have in the implementation of a change

project?

The survey indicates employees’ relatively high individual commitment to previous
changes. This is in line with research suggesting participants are not reluctant to
change by nature, and there are underlying factors such as managerial strategies (Dent
and Goldberg, 1999 and Kotter, 1995). However, these researchers and the conducted
survey all contradict the general perception that employees are resistant to change
(Hannan and Freeman, 1984). In other words, the general perception of high employee

resilience towards change was not observed in the data collected.

According to the survey, employees are more likely to commit to a change project
when they are provided a feeling of how it would positively impact their work and

the organization. This indicates the importance of the organization’s communication
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about why the change project is performed and how it would positively impact the
employees and the company. The survey further strengthens this, as around 50%
stated they did not commit to previous change projects due to the perception that
the change project had no impact on their work. In addition, around 25% of the
participants believed the change could negatively impact the organization. Therefore,
understanding how it would positively impact the employees and organization is

essential in employee commitment.

According to the interviews, employees value clear communication and transparency
during change projects. This finding is consistent with the existing literature on change
management, such as Shah et al. (2017), which suggests that involving employees in
the change process and addressing their concerns can lead to a smoother transition.
However, the survey also uncovered a concerning issue. Nearly one-third of the
survey participants felt that they needed more information during the change project
implementation. According to Dent and Goldberg (1999), the lack of clarity can create
a sense of misunderstanding between the managers and the employees. The managers
may have assumed that the employees understood the changes, while the employees
may have felt left out of the decision-making process. This is an important issue, as
it can lead to resistance to change and lower employee morale. To prevent this, the
communication could be strengthened. The survey indicates that employees prefer
to receive monthly or quarterly status updates through newsletters or town halls.
Interestingly, while there is existing literature on the importance of communication
during change projects, none of the previous studies specifically addressed the issue of

frequent information provided to participants.

According to Shah et al. (2017), commitment among employees within a change project
can be increased if they can impact the direction of the change. The survey indicated
that the preferences from the employees preferred to impact the change project by
providing feedback, input, or being part of a workshop. This was positively correlated
to the survey stating that 68% felt they had the opportunity to provide feedback to the
change project in previous experiences. However, it was alarming that only 51% felt
they had the opportunity to impact the change project. This discrepancy indicates

that their feedback was not accounted for. Furthermore, the survey implied there

36



CHAPTER 5. ANALYSIS

was no consensus in what forum the communication with the change project should

take place as there was a similar level of preferences of "Through a dedicated email,”

” 9 ”

“Through surveys,” ”"Be part of the workshop,” “Directly with a single point of contact,”

and "Through my manager.”

5.2 First-line managers promoting employee

commitment

The second sub-research question focused on understanding managers’ current
strategies on how to engage employees within a change project. To answer this
question, semi-structured interviews were conducted with first-line managers who

have worked closely with employees in change projects.

Sub RQ2: How are managers currently approaching communication, and

promoting employee commitment within a change project?

The interview respondents’ view was in line universal perception of resilience toward
change amongst employees. Respondents A, B, and D are examples of this, as they
believed there is fatigue towards change projects due to the high frequency of change
projects within the organization. Literature states that employees might require time
to adapt to a change, although managers seem to ignore this, according to Oreg et
al. (2011). However, the first-line managers interviewed interestingly understood the
resistance to change due to the high frequency of change, which contrasts the literature.
This points towards a more a deeper understanding of employee preferences from first-

line managers compared to project leaders.

As a result of the resistance, the respondents agreed on the importance of managerial
activities and responsibility in mitigating the risk of non-committing employees.
According to McClellan (2011), one suggested action for management is to have a
clear communication plan , which was also indicated by the survey, as almost all
employees preferred quarterly or more frequent communication. However, all the
first-line managers from the interviews agreed that, in many cases, they do not have the
opportunity to impact the communication plan, except for in smaller change projects.

This result can arguably be correlated to the framework "Rethink organizational
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change” (Kerber Bruno, 2005), stating that business complexity and socio-technicality
impact the prerequisites required for a successful change. Furthermore, the framework
highlights the importance of matching the type of change with the corresponding
management strategy. Hence, the initial communication plan from the project or top
management should include a description of how extensive and what type of change
project it is. As a result, first-line managers would be provided guidance on what is
expected from them and their employees.

Concerning current communication strategies, all respondents described themselves
as transparent. One example of this, even by all, was that they instead communicated
to the employees that they had nothing to say, rather than not communicating at
all. Another way of individually handling communication with the employees, as
mentioned by Respondent A and E, is by having one-on-ones. This aligns with the
framework for proposed managerial activities for engaging commitment by Loup and
Koller (2005), stating that the managers must address the possible misunderstanding,
fear, skepticism, and concern the participants may encounter when implementing and

executing the change project.
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Conclusions and discussion

In the following chapter, the main research question is addressed and discussed
together with the proposed employee preferences framework. Furthermore, a
sustainability perspective regarding the studied area is analyzed, followed by a quality

of study and possible future work.

6.1 Answer to the main research question

The main research questions were analyzed and addressed by correlating the data
collected from the conducted research and best practices as evaluated and reviewed

in the studied literature.

How do management utilize employee preferences in preparing for a strategic

change project?

As suggested by Dent and Goldberg in 1999, there might be a hesitation towards
change due to the underlying idea from management not being feasible to the
employees. In other words, managerial strategies and executions of change projects
are not aligned with employees’ perceptions, and therefore, a discrepancy hinders
the chances for success. With that being said, this research aimed to address that
discrepancy and identify employee preferences when embarking on a change project
and see if managers could meet them. This would hopefully result in an increased

alignment between employees and managers, increasing the chance for a successful
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implementation.

Our interpretation of the conducted research is that transparent communication in
a change project is crucial from an employee and manager perspective. Hence,
employees requested relatively frequent communication, including the purpose, time
plan, and how it would impact their work and the organization. At the same time,
managers highlighted the importance of their task as leaders to handle communication
and information so that their employees understand their role in a change project.
As a result, first-line managers must interpret the information the change project
leaders provide according to how it will impact their team. This can arguably create
a misalignment between employees’ execution of the change project and the project’s
strategic aim. A proposed strategy to mitigate the risk of misunderstanding provided
by one of the interview respondents is more straightforward communication and
information from the project leaders to the first-line managers. Subsequently, the first-
line managers would have less room for individual interpretation of the project, and
the employees would therefore be informed with more alignment regarding the project

aim, purpose, and how it would impact both themselves and the organization.

Even with employee preferences, such as communication forums, frequency, and the
possibility to impact the change project, being known to project leaders, the ability
and feasibility to adjust managerial strategy accordingly might be inefficient from an
organizational perspective. In addition, as highlighted by one of the respondents,
there might be various employee preferences, making it nearly impossible to satisfy
all parties. Furthermore, it becomes difficult to guarantee that provided feedback
and input from employees would benefit the organization, not the individual. By
defining and communicating the type of organizational change (i.e., level of business
complexity and socio-technicality) being executed, first-line managers and employees
would better understand what is expected from them. In a broader sense, how many
employee preferences should be allowed in the change project? For example, if project
leaders defined an organizational change as ’direct change,” all involved parties would
be informed of the explicit directives coming from the top down and therefore have

expectations accordingly.

Following the survey, employees highlighted that the possibility of providing feedback
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and input was higher than being able to impact the change project. As discussed
earlier, this discrepancy indicates a lack of communication between the first-line
managers and the project lead; thus, the communication between the employee and
the first-line manager is presumed sufficient. Therefore, if the employee feedback is
followed up with the project leaders or the project leaders are not providing reassuring
evidence that feedback is considered. Hence, by analyzing the collected data and
the best practice of the 'Road to commitment,” we propose possibly strengthening
the framework by adding a recommendation to the phase ’Evoking Belief.” This
recommendation includes the development of leaders’ openness to participants’
perspectives. The project leader suggests addressing the employee’s preferences by
arranging an official sit-down where questions such as what parts of the projects can
be impacted by the employees and discussing the impact on the organization and the
employees. This would slow down the project, addressing one of the respondent’s
concerns of high pace change projects generating reluctance to change. In addition,
this would also address another respondent’s concern about the current lack of

evaluation of strategic change projects.

6.2 Employee preferences framework

As described in section 2.3 and to fulfill the purpose of the study, a framework has been
developed and analyzed through the report to evaluate when managers may utilize

employee preferences throughout the implementation of a change project.

Our interpretation of the collected data indicates that a change project that involves
a high level of business complexity is feasible for employee preferences in the early
stages of the change project. However, as soon as the initial communication has been
distributed, the possibility of considering employee preferences drops drastically, see
Figure 11. This is because the more extensive the project is in terms of people, the
more significant effort is required to consider everyone’s preferences and implement

feedback and input.

On the other hand, as the socio-technical uncertainty increases, it becomes essential

to work closely with the employees to guarantee that the understanding and execution
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of the change project is understood by the employees as well as utilize expertise in
the organization, see Figure 11. Consequently, receiving and considering employee
preferences throughout the implementation becomes necessary. Furthermore, as a
high level of socio-technical uncertainty is defined by an unknown future, employees’
ideas and expertise may provide valuable insights into the implementation and
execution process.

Amount of preferences
A

Guided Change

-t
®

; ..., Planned Change

Y

Figure 11: Amount of preferences feasible for managers in regards to the
implementation stages in 'Road to commitment’ and what type of change it is

To align with the study’s purpose, the primary employee preferences identified in
the survey were effective communication and information dissemination, a sense of
individual ownership, and recognition of organizational benefits. Furthermore, by
carefully assessing the appropriate timing for incorporating employee preferences,
as depicted in Figure 11, management can potentially enhance the likelihood of a

successful implementation.
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6.3 Sustainability

This research centers around sustainability, which the triple bottom line concept can
understand - the three P:s: Profit, people, and the planet. The planet, considering the
environment and the impact on the planet. People stress the organization’s impact on
society and the people. Profit is the organization’s financial performance and the profit

for the stakeholders (Miller, 2020).

The report’s primary focus is on the people aspect, but it also considers profit.
The people aspect, also known as social sustainability, is closely linked to how an
organization utilizes its employees, fosters inclusion, and creates an environment
where everyone feels valued and engaged. This research has explored these aspects.
Profit revolves around developing a sustainable business model and successfully
implementing strategic initiatives. Understanding how to achieve success in these
areas is crucial to a company’s core objectives, and this research contributes to that

understanding.

6.4 Quality of study

We believe this study offers valuable insights into the role of first-line managers in
project management and their perspectives on project success. We took measures to
ensure the reliability and validity of the data, utilizing a mixed-methods approach,
triangulating data sources, and conducting rigorous data analysis. We acknowledge
that the findings are context-dependent and suggest further research in different

organizations and settings to validate their results.

Given that previous research is mainly represented by research conducted in the USA,
it influences the basis for this study. Considering the possibility that culture and social
structure impact the field of interest, the results would be different if the study was
based on previous research conducted in a different social setting. Furthermore, the
literature reviewed is mainly from the 2010-2020 century. However, the literature
stretched to 1984, and a few articles to the 90’s century. This provides the research

with state-of-the-art literature and profound knowledge.
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As the survey only contained 73 answers, the result is relatively too thin to be able
to be replicable. Moreover, the research would likely have another outcome if the
question had been framed differently or had other options for the answer. However,
the researchers tried to avoid “closing” the respondents by allowing them to answer in
free writing. While evaluating qualitative research, on the other hand, the aim is not
to get replaceable answers as the purpose of a case study is to understand that specific
case and might adjust depending on the circumstances. To evaluate dependability we
have aimed for a detailed explanation of our research design and how the data was
obtained, which the researchers do in section 3. As the questions in the interview were
semi-structured, the respondents were given a good opportunity to elaborate on their
answers and steer the direction of the interview. Therefore, the researchers believe
that the answers would have been similar as long as the questions circled the same

topic.

To minimize research errors, the interviews were conducted jointly, and the coding
was done separately and then discussed to ensure a consistent interpretation of
the results. However, a potential research error was due to a lack of a clear
definition of management. The study interviewed first-line managers, while the
literature concerned more project-leading roles, which may have influenced the data
interpretation and conclusions. The researchers separated the two managing roles
in the discussion to address this. Regarding the participation error in the survey,
participants were given ample time to complete it, indicating they could do so at a
suitable time slot. Similarly, careful scheduling allowed respondents enough time
to provide thoughtful answers for the interviews. However, due to time constraints,
the availability for data collection was limited to a specific week, which could have
impacted the results. Nonetheless, all respondents confirmed that the provided time
was suitable. The employee survey was predominantly filled by one unit within the
organization, potentially creating participation bias in the data. Moreover, there is a
risk of biases as participants in the survey are likely individuals who want to affect
the company and contribute their input, leading to a specific type of people being
overrepresented. Additionally, conducting interviews with respondents from the same
department introduces the possibility of biases within the company. However, a trade-

off was made as this could also offer a more accurate view of the alignment between
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management and employees since they are from the same department.

The study’s internal generalizability was also affected as the survey and interviews
primarily focused on a specific department, limiting the ability to conclude applicable
to the entire organization. However, considering the study occurred in a large financial
company’s technical department, the generalizability is likely to be quite good for

similar companies in similar departments.

6.5 Future Work

As the research was designed with an abductive approach, interesting topics and areas
were realized in later parts of the research which due to lack of resources were unable
to be investigated. Furthermore, evaluating the misalignment regarding the type of
organizational change between employees and managers would be highly interesting.
Hence, collecting data on whether managers and employees see eye-to-eye in what type
of change (i.e., level of business complexity and socio-technicality) is being executed
could further develop the theory that managerial strategies are not feasible for the
participants. Identifying which or if a type of change is bearing the most risk for
reluctance by employees could provide insights into necessary prioritization from the

project leaders on how to mitigate this.
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Appendix A

Employee survey

How long have you been employed in the case company?
Less than 1 year
1-3 years

4-7 years

8+ years

Have you ever been a part of a strategic change initiative at the company?
Yes
No

Did you feel commitment to the change initiative?
Yes
No

If yes, what was the primary reason for your commitment?
It was a part of my work-role

It could have a potential positive impact on my work

It could have a potential negative impact on my work

It could have a potential positive impact on the organization

It could have a negative positive impact on my work
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I was requested to participate

Other

If no, what was the primary reason for not committing?

Lack of interest

Lack of resources

Other prioritisation

It had no impact on my work

It could have a negative impact on the organisation

Other

Did your unit provide the necessary resources?
Yes
No

If no, what type of resources did you lack?
Priority from management

Priority from team

Personnel

Time

Funding

Technical pre-requisites

Subject matter experts

Other

Did you understand why the change initiative was performed?
Yes
No



APPENDIX A. EMPLOYEE SURVEY

Did you have the opportunity to impact the initiative?
Yes
No

Did you have the opportunity to provide feedback to the initiative?
Yes
No

Were you understand why the change initiative was performed
Yes
No

Did you receive sufficient communication from change managers regarding updates
and status?

Yes

No

Did you receive sufficient information regarding the initiative implementation (i.e.
status and updates)?

Yes

No

Were you informed of the time plan of the initiative?
Yes
No

From your perspective, how successful was the implementation of the initiative?
1

2

3
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If you rated above 3 stars, what worked well?

FREE TEXT

If you rated below 3 stars, what could have been improved?

FREE TEXT

How familiar are you with the new channel governance framework initiative?
Not familiar at all

Somewhat familiar

Quite familiar

Very familiar

How much impact do you believe this will have on your work?
It will have a great impact

It will have some impact

It will have minor impact

It will have no impact

I do not know

How often would you like to be updated during the implementation of the new
initiative?

Monthly

Quarterly

Semi-annually

Annually

Other

How do you want to be updated with progress in an initiative?

Townhall
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Newsletter
Intranet
Other internal platform

Other

In what ways would you consider being involved in the implementation of the new
initiative?

Provide input

Provide feedback

Be part of Workshops

Be part of a test group

Discussion with project manager

Other

How would you like to communicate with the initiative?
Through a dedicated e-mail

Through survey

Through a dedicated intranet page

Be part of workshops

Directly with appointed single point of contact

Through my manager

Other

What areas do you believe are most crucial for your commitment to the implementation
of the new initiative?

Resources (FTEs, time allocation, prioritization)

Understanding of the initiative purpose

Clear time plan for the initiative

Understanding of what is expected from me

Possibility to provide input and feedback

A dedicated contact person
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Regular status updates

Other
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Interview Guide

1. Can you provide a brief overview of your background?

2. Can you describe your team? (Such as roles, level of seniority, size and diversity),
and can you describe your leadership style?

3. Have you previously led a team through a change initiative?

4. Were you able to ensure that your employees had sufficient information about the
change initiative? If yes, how did you do so?

5. As a leader, have you faced challenges in ensuring that your team understands the
purpose of the change initiative?

6. Have you ever encountered situations where employees feel that the change
initiative has no impact on their day-to-day work, leading to a lack of commitment?

7. Can you describe your approach to resource management in previous change
initiatives? This includes aspects such as time allocation, prioritization, and involving
subject matter experts.

8. If you received feedback or input from your team during a change initiative, how
did you follow up?

9. Did you have the authority to impact the frequency and format of communication
from top to bottom, such as newsletters or town hall meetings?

10. The survey indicates that the key factor in increasing employee commitment
to change initiatives is their understanding of the initiative’s purpose and what is

expected of them. What are your thoughts on this finding?
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