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Abstract 
In today’s rapidly changing environment, organizational change is more important than ever 

before for companies to remain competitive. Additionally, there is an increasing need that 

change leadership theory needs a new perspective which emphasizes the need to further 

investigate the area. Communication is a part of change leadership theory. Although leadership 

communication is a thoroughly researched theoretical field, the dynamics of the communication 

process is limited and needs to be further investigated. This thesis has therefore focused on 

leadership communication during organizational change. By designing a dynamic 

communication model, this study aims to develop an increased understanding of 

communication barriers in companies during organizational change. 

This thesis is based on a case study at AstraZeneca. Data in this study have been retrieved 

through a survey and interviews conducted at the company. The communication process has 

been identified to consists of three phases; Explaining the Change, Getting Others Along, and 

Anchoring the Change. Based on these three phases, three barriers to leadership communication 

during organizational change have been identified; Lack of Understanding, Lack of Requesting, 

and Lack of Time. By understanding these barriers and comparing them to existing literature, a 

dynamic communication model has been proposed. This model consists of the theoretical 

anchored communication phases; Sender, Message, Receiver, and Feedback together with the 

three identified communication barriers; Lack of Understanding, Lack of Requesting, and Lack 

of Time. This model is considered as a foundation for future studies intended to develop a 

dynamic communication model suitable for organizational change. The model can also be 

viewed as a tool for managers in organizations characterized by change who want to enhance 

their communicating ability and overcome these communication barriers. 

Key-words: change leadership, communication, organizational change, change 

management, leadership communication, communication barriers, dynamic communication  
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Sammanfattning 
I dagens snabba förändringstakt är det viktigare än någonsin för företag att förbli 

konkurrenskraftiga. Det finns dessutom ett ökande behov av att förändringsledningsteorin 

behöver ett nytt perspektiv, vilket betonar vikten av att undersöka detta område. En del i 

förändringsledarskapsteorin är kommunikation. Trots att ledarkommunikation är ett väl 

undersökt teoretiskt område, är teorin om kommunikationsprocessens dynamik begränsad och 

behöver undersökas ytterligare. Denna studie har därför fokuserat på ledarkommunikation 

under organisatorisk förändring. Genom att utforma en dynamisk kommunikationsmodell 

syftar denna studie till att utveckla en ökad förståelse för kommunikationsbarriärer i företag 

under organisatorisk förändring. 

Denna uppsats är baserad på en fallstudie på AstraZeneca. Data har inhämtats genom en enkät 

och intervjuer genomförda hos företaget. Kommunikationsprocessen har identifierats att bestå 

av tre faser; Att förklara förändringen, Att få med sig andra och Att förankra förändringen. 

Baserat på dessa tre faser har tre barriärer för ledarkommunikation under organisatorisk 

förändring identifierats; Brist på förståelse, Brist på efterfrågan och Tidsbrist. Genom att förstå 

barriärerna och jämföra dem med befintlig litteratur har en dynamisk kommunikationsmodell 

föreslagits. Denna modell består av de teoretiska förankrade kommunikationsfaserna; 

Avsändare, Meddelande, Mottagare och Återkoppling tillsammans med de tre identifierade 

kommunikationsbarriärerna; Brist på förståelse, Brist på efterfrågan och Tidsbrist. Denna 

modell ses som en grund för framtida studier avsedda att utveckla en dynamisk 

kommunikationsmodell som är lämplig för organisationsförändringar. Modellen kan dock 

också ses som ett verktyg för ledare i organisationer kännetecknade av förändring som vill 

förbättra sin kommunikationsförmåga och övervinna dessa kommunikationsbarriärer. 

Nyckelord: förändringsledarskap, kommunikation, organisatorisk förändring, 

förändringsledning, ledarskapskommunikation, kommunikationsbarriärer, dynamisk 

kommunikation  
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1. Introduction 
This chapter introduces the thesis. First, the background of the thesis is described. This is 

followed by the problem formulation, where the problem is concretised. Thereafter, the purpose 

of the thesis is explained before the Research Questions are presented. Finally, the disposition 

of the report is described. 

1.1. Background 
Today, organizational change and transformation is a hot topic. “Change is the New Normal” 

according to Bruce (2018) who describes that the current organizational environment is 

characterized by constant change. Almost all sectors and industries are on the edge of ruthful 

changing environments (Henley, 2018) and change processes are occurring faster than ever 

before (Bruce, 2018; Todnem By, 2005). Organizations are existing in an environment 

characterized by volatility, uncertainty, complexity, and ambiguity. In every new change 

process, people are required to learn new skills, create new ways of communicating, and modify 

their perspective about their work simultaneously as they remain calm and focused (Bruce, 

2018). Customers expect more and expect it faster than before as a cause of accelerating 

technological changes. Similarly, shareholders also expect faster results than before 

(Mingardon, et al., 2018). 

Several studies report that as many as 75% of all transformation efforts fail (Kotter, 2011c; 

Walter, et al., 2013). Leaders have a major role in the change process which certainly impacts 

the success of change implementation (Higgs & Rowland, 2005; Kotter, 2011c). In order to 

handle change successfully, it is of great importance to understand and effectively execute 

change leadership in organizations (Dumas & Beinecke, 2018; Todnem By, 2005). Gill (2002) 

describes change leadership as the very most important factor to consider in order to reach 

successful change. There are also claims that the primary cause of many change problems 

originates from leadership behaviour (Higgs & Rowland, 2005). A survey conducted by Foster 

(2008) shows that organizational and management issues are of greatest interest among strategic 

priorities within organizations. Another survey conducted by Harvard Business Review (2016) 

revealed that the ability to adapt to change is the most important skill for employees to have in 

order to enable the organization to develop digital technologies. This is a problem since those 

who do not adapt to change hinders the organization’s change efforts (Bruce, 2018).  

Many well-known change leadership models are lacking knowledge of how to deal with 

constant, rapid, and complex change (Dumas & Beinecke, 2018) and there are even scholars 

that address the need of new perspectives on change leadership (Appelbaum, et al., 2012; 

Dumas & Beinecke, 2018). Today, change management requires an increased level of active 

leadership, a faster pace, employee inclusion, and the imbuing of new behaviours (Mingardon, 

et al., 2018). Other current trends are found within rapid advancements within communications 

technology, increased participation and democratic principles, global mobility, education 

levels, scarce time, conflicting demands of multiple stakeholders, and balance between work 

and life (Dumas & Beinecke, 2018). Employees want their voices to be heard, they want to be 

engaged in meaningful work, they ache for transparency and collaboration, and they want their 

contributions to have an impact (Mingardon, et al., 2018). 

 



2 

 

Communication is one of the most valuable skills during organizational change (Gilley, et al., 

2009). It enables things to get done with and through individuals (Barrett, 2006) and it is 

frequently used to overcome resistance to change (Armenakis, et al., 1993; Kotter & 

Schlesinger, 2008; Waddell & Sohal, 1998). Leaders should utilize their communication skills 

to overcome hinders to develop messages that motivate, guide, direct, or inspire others to act 

(Barrett, 2006). Furthermore, poor communication is the major reason to change failures 

(Henley, 2018) and if any communication element is executed poorly, the quality of the 

communication is undermined (Lunenburg, 2010). This implies that change management will 

suffer which highlights the importance to investigate leadership communication during 

organizational change. Therefore, the foundation of this thesis is to investigate leadership 

communication during organizational change and what barriers that exist in this communication 

process. 

1.2. Problem Formulation 
Since the organizational landscape organizations are used to is changing faster than ever before 

(Bruce, 2018; Todnem By, 2005) in combination with that several scholars addresses the need 

of new perspectives on change leadership (Appelbaum, et al., 2012; Dumas & Beinecke, 2018), 

it can be concluded that the current change leadership theories must be reviewed. This puts 

pressure on investigating the leadership communication that is required to successfully manage 

change and to identify what barriers that exist to the communication. 

1.3. Purpose and Research Question 
The purpose of this thesis is to identify barriers in leadership communication within 

organizations characterized by change. The purpose of this thesis will be fulfilled through two 

Research Questions. Research Question 1 will act as a basis and identify what the current 

communication process looks like in companies and is as following: 

Research Question 1: What different phases in the communication process exist during 

change management? 

When the communication process has been identified, it is possible to analyse what barriers that 

exist to leadership communication during organizational change. Therefore, Research Question 

2 is as following: 

Research Question 2: What barriers to communication exist and how can insights about 

these communication barriers develop existing literature? 
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1.4. Disposition of the Report 
  

Chapter Chapter Description 

  

1. Introduction This chapter introduces the background of the problem. The background is 

followed by the problem statement, where the problem is explicitly described. 

Lastly, the purpose of the study followed by the Research Questions that are 

presented.  

  

2. Literature 

Review 

This chapter introduces the theoretical foundation the study is based on. 

Firstly, an introduction to change leadership is presented, followed by an 

overview by leadership communication theory. This is followed by change 

leadership theory connected to leadership communication. Lastly, the 

literature review is summarized, and the different parts are connected. 

  

3. Method This chapter describes the approach used in this study. The research design is 

first described, followed by an introduction to the case company. Thereafter, 

the research quality is discussed, and ethical considerations are presented. 

Finally, the structure for the analysis is presented. 

  

4. Results and    

Analysis 

This chapter presents the results and analyses the results. First, the results to 

Research Question 1 is presented, analysed and summarized before Research 

Question 2 follows the same procedure and proposes a communication model. 

  

5. Discussion This chapter discusses the results. First, the theoretical contribution is 

discussed followed by the implications. Lastly, suggestions for future studies 

are presented. 

  

6. Conclusion This chapter concludes the thesis by presenting answers to the Research 

Questions. 
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2. Literature Review 
This chapter presents the literature studied in this thesis. Firstly, an introduction to change 

leadership is presented before existing leadership communication is explored. Thereafter, a 

section with communication theory connected to organizational change is described. Lastly, 

the literature review is summarized. 

2.1. Change Leadership 
There exist several definitions of change leadership. Ling et al. (2018) defines change 

leadership as an effective strategy to increase employee commitment to change, Higgs & 

Rowland (2000) states that change leadership concerns the ability to influence and affect others 

by gaining personal support for ideas, vision and drive, and to access necessary resources to 

develop a forum for change, and Kotter (2011a) suggests that change leadership refers to 

driving forces, visions, and processes enabling transformation. It is an iterative process (Dumas 

& Beinecke, 2018) and a fundamental requirement in environments characterized by change 

(Dumas & Beinecke, 2018; Gill, 2002). To summarize, many definitions touches upon that 

change leadership is essential during change processes and is about making others understand 

why the change is being made and the processes during the timeline of the change process. 

It is crucial for change leaders to inspire their organizations to learn, innovate, experiment, and 

question. Their organizations must also be prepared for change by regularly seek new 

perspectives and encourage participation throughout the organization. Leaders and managers 

must pay attention to trends, crises, and changes in their environment. Additionally, they must 

be resilient and adaptive in creating, anticipating, encouraging, and responding positively to 

change. Change leadership has become more integrated and strategic where the focus has been 

switched to organizational outcomes rather than personal and group. Change is happening 

through the whole organization and thereby requires a team to accomplish needed change. This 

is often made possible by applying an understanding of human relationships to improve 

organizational results (Dumas & Beinecke, 2018). 

High internal and external complexity and uncertainty are great preconditions for change. 

Thereby, organizations must allow disruption to a certain extent that enables creative solutions 

for problems to emerge (Dumas & Beinecke, 2018). Successful change leaders involve key 

stakeholders in the creation process of the new future state, and they make sure that different 

controls and balances exist that ensure that stakeholder requirements are met by design 

requirements, workflow analysis, and training. Effective change adoption requires leaders to 

recognize and reward both individuals and teams (Gocsik & Barton, 2014). 

Successful change entitles a wide acceptance of the need for change, involvement by several 

stakeholders in the process, effective communication of the need for change, support by top 

management, and political support. A mixture of top-down and bottom-up is required and 

employees must be empowered to act with accountability, engaging, enabling, and building 

commitment (Dumas & Beinecke, 2018). Leaders develop their ability to get things done with 

and through people by communicating more effectively (Barrett, 2006). 
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2.2. Exploring Communication Theory 
Leadership communication is defined as a controlled, purposeful transmission of a message 

from one person to another person, a group, an organization, or a community. Leaders should 

use all communication skills and resources to tackle interferences to develop messages that 

motivate, guide, direct, or inspire to action. Credibility is the major reason people follow a 

leader. Thereby, leaders must be credible in order to create a positive ethos, and they must know 

how others perceive them. Leaders that are perceived as credible are knowledgeable, 

authoritative, honest, confident, and trustworthy (Barrett, 2006). 

Aristotle identified logos, pathos, and ethos as three components of what power rhetoric brings 

in. Logos is based on the logic or reason of an argument, pathos is based on the use of emotions, 

and ethos is based on the credibility or perceived character of the sender of the message (Barrett, 

2006; Higgins & Walker, 2012). According to Aristotle, ethos is the most important rhetoric 

component and has the ability to move an audience. Ethos is the leader’s ability to display a 

positive image which decides how well leadership communication is executed (Barrett, 2006). 

Barrett (2006) divides leadership communication into three sections; Core, Managerial and 

Corporate. Core and Managerial communication skills will be described but not Corporate. It 

is essential for any leader to possess the Core communication skills that include strategy, 

writing, and speaking. As the leaders get higher positions, their communication skill 

requirements increase. This phenomenon is shown in Figure 1. 

 

Figure 1 - Leadership Communication Skills (Barrett, 2006, p. 387) 

The basis for effective communication is strategy. Leaders must always analyse their audience 

and create a strategy that assists the progress of communication completion. Furthermore, 

leaders must be able to write various documents and complex correspondence from reports to 

emails. Lastly, leaders must have the ability to speak and write in the expected language, and 

to use clear, correct, and concise language. They must know how to develop and deliver oral 

presentations persuasively and confidently, aided by graphics that support the message 

delivering. These are the fundamental communication skills. Without these three, 

communication will suffer (Barrett, 2006). 
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By building on the Core communication skills, Managerial communication capabilities are 

reached. These skills concern managing others in a more direct way, from communicating with 

a single individual to groups and the wider organization, and leaders in this stage are required 

to successfully interact with and manage others. Managerial communication involves 

emotional intelligence of interpersonal skills and an understanding of cross-cultural differences 

required to effectively interact with other individuals or groups, leading meetings, and 

managing teams. Finally, listening is essential not only in managerial communication but in all 

stages of communication. In this stage, however, it requires the leader to put significant 

attention to hear what others say, and not what the leaders believe others say (Barrett, 2006). 

Lunenburg (2010) propose a communication model consisting of Sender (source), Message 

(information), Receiver, Noise (hereafter referred to barrier), Medium (hereafter referred to 

channel), and Feedback. This process is shown in Figure 2. 

 

Figure 2 - The Communication Process (Lunenburg, 2010, p. 2) 

Breakdowns in the communication process can happen at any stage (Kelly, 2000) and if there 

are problems in any of these communication elements, the communication quality is 

undermined (Lunenburg, 2010). Breakdowns occur when the Sender fails to influence the 

Receiver in the intended way or when the Receiver fails to influence the Sender in the intended 

way. The Sender may also fail by expressing the message such that it is not heard or received, 

and the Receiver may Decode the message wrongly and thereby misunderstand the Sender’s 

intention. These barriers can be for instance be overcome by developing empathy and to use 

several communication channels (Kelly, 2000). 

2.2.1. Sender 
The Sender initiates the communication process and it is often a person or a group of persons 

that has a need or desire to distribute an idea or a concept to others. The idea or concept is 

Encoded by the Sender by choosing words, symbols, or gestures to create a message (Kelly, 

2000; Lunenburg, 2010). The choice of words, symbols, and body language are affected by the 

Sender’s unique set of experiences. These factors influence the listener’s reaction to a message 

more than the actual content (Gillard & Johansen, 2004; Lunenburg, 2010). A major reason that 

breakdown in communication occur is that leaders are not Receiver-oriented, and they need to 

provide more information if the Receiver successfully should be able to Decode it. What the 

Receiver wants and needs to know should be included in the Message instead of framing the 

Message based on the purpose (Kelly, 2000). 
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Before communicating, leaders must decide what they want the purpose of the Message to be. 

Whether it is obtaining information, change a person’s attitude, or initiate actions, it must be 

decided beforehand.  The most important goals must also be identified and leaders must adapt 

their language, tone, and total approach in order to fit the targeted objective (Lunenburg, 2010). 

A positive ethos will help leaders to influence the Receivers with their intended Messages 

compared to a negative ethos that is a large barrier for effective communication. The perception 

of a manager depends on his or her persuasiveness, how well he or she is believed, and how 

effective he or she communicates (Barrett, 2006). The most persuasive communication is what 

managers are doing rather than what they are saying. When their attitudes or actions are not 

aligned with what they say, others tend to not trust what they are saying (Lunenburg, 2010). 

Communicating is the most time-consuming activity for a manager during a workday (Kelly, 

2000) and the communication should not contain too much information and not be too broad 

(Lunenburg, 2010). The sharper the focus in the Message is, the greater is the potential to 

communication success. However, Kelly (2000) state that more information is preferable than 

less given that it is the right kind of information in order to keep and with trends, changes, and 

issues. 

The first step for the Sender is to analyze the problem, idea, or vision before it is being 

communicated. Many failures in this phase are due to a lack of planning. Good planning should 

incorporate the goals, attitudes, and needs of the Receivers and those who will be affected by 

the change. The communication must also be consistent with long-term goals (Lunenburg, 

2010). 

To follow-up communication is crucial. If it is neglected, communication efforts may be 

wasted, and the manager will then not know if the desired results have been reached. The 

follow-up can be made by asking questions, follow-up contacts, regular review of the 

performance, or to encourage Receivers to express their reactions and thoughts of the Message. 

Leaders must ensure that communication of importance have Feedback included to receive a 

complete understanding and optimal result (Lunenburg, 2010). 

Employee involvement increases the employees’ input into decisions that affect both the 

organizational performance and their own well-being (Glew, et al., 1995). When planning or 

developing the communication framework, others should be involved since it contributes to 

increases others’ insight and objectivity towards the Message. Those who have been involved 

are also more likely to give their support. To take others’ interests and needs into account and 

to put oneself in someone else’s shoes leads to opportunities to convey something of immediate 

benefit or long-range value to others. Empathy is the ability to get acquainted with someone 

else’s situation and to see the world through another person’s eyes. Lack of empathy is a major 

barrier to effective communication (Lunenburg, 2010). 

Perception concerns how individuals understand other people, their motives, and intentions 

(Kelly, 2000). Self-perception concerns how people see themselves which affects 

communication. A realistic and healthy self-perception is required for communicating with 

others. Role perception concerns the knowledge of one’s role, the importance of the role, and 

what that is expected from the role. If the role perception is low, people will not know what to 

communicate, when to do it, or to whom (Lunenburg, 2010). 
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Developing emotional intelligence help leaders to understand how they are perceived. 

Emotional intelligence is described as a person’s ability to understand both others but also his 

or her own emotions. To understand what motivates others and what makes people curious 

about certain things require self-awareness and increased awareness of others, thus improved 

emotional intelligence. Emotional intelligence begins with identifying and managing emotion 

in oneself and others. Afterwards, it extends to the translation of these emotions into actions 

that demonstrates flexibility and personal and social problem-solving ability (Barrett, 2006). 

2.2.2. Message 
The Message is the result of the Encoding that can be verbal, non-verbal, or written language 

(Barrett, 2006; Kelly, 2000; Lunenburg, 2010). Non-verbal communication can come in the 

shape of facial expressions, body position, and clothing (Lunenburg, 2010). The Message 

should consider the subject, purpose, and Receiver of the Message as well as the Sender’s 

personal style and disposition in combination with physical and environmental influences 

(Gillard & Johansen, 2004). Information is remembered more correctly and quickly when it is 

presented in the form of a story (Kelly, 2000). How the communication is conditioned by the 

environment affects the accuracy of sent and received Messages. In an environment 

characterized by getting encouraged to share information, people become conditioned to 

communicate accordingly (Lunenburg, 2010). Furthermore, the timing of a Message can affect 

if the Message is influencing the receiver in the intended way (Kelly, 2000). 

Positive and attractive language is recognized by creating individual rhetoric and framing the 

Message (Gill, 2002) and is a tool used to motivate others. Framing the Message means 

adjusting the communication based on the situation. It can be done through connecting the 

Message with the needs, interests and feelings of people whose commitment are needed 

(Conger, 1999). Framing the Message can be made by linking it to how those who are involved 

will benefit, by talking in the target group’s language, or by expressing confidence in people’s 

ability to achieve (Gill, 2002). 

The study of the meaning of words and symbols is called semantics. This is regarded as a barrier 

since words can mean different things to different people, and they can be used wrongly (Kelly, 

2000; Lunenburg, 2010). Efficiency and increased productivity can, for instance, have different 

meanings to top management compared to factory workers. This barrier can be overcome by 

carefully choosing what words and language to use in the communication to avoid confusion 

or offence (Kelly, 2000). Additionally, specialized terminology is often used that only similar 

staff can understand. If others do not understand the words, they are unable to understand the 

Message (Lunenburg, 2010). 

2.2.3. Channel 
A Channel in the communication process is the carrier of the communication. The Channel can 

be a face-to-face conversation, telephone call, email, or written reports (Gillard & Johansen, 

2004; Kelly, 2000; Lunenburg, 2010). Reading a document can have another effect that 

receiving the message face-to-face since voice inflexions and body language affects the 

perception of the message (Gillard & Johansen, 2004). In what way communication is 

conducted may create Barriers by preventing discussion or causing others to feel angry, 

inferior, dependent, hostile, compliant, or subservient (Lunenburg, 2010). 
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Individuals prefer to get organizational information from their direct supervisor who can link 

the organizational goals or commitments to the local issues for an individual or a workgroup. 

Multiple communication Channels should be used to deliver the same Message. The 

effectiveness of communication can be improved by matching the Channel to the Message 

content. Emotional or complex Messages are often most effectively communicated face-to-

face. However, choosing a communication Channel that does not fit with the Message can lead 

to a collapse in the communication process (Kelly, 2000). 

2.2.4. Receiver 
The individual that receives the Message is the Receiver who Decodes the Message into 

meaningful information (Lunenburg, 2010) by using his or her individual motives and beliefs, 

and organizational status of the Sender (Kelly, 2000). The Receiver can perceive the Sender’s 

intended meaning of the Message differently. As the Sender has a unique set of experiences, 

this is the same for the Receiver which affects the Decoding process of the Message (Gillard & 

Johansen, 2004). Individuals Decode information selectively, and they most often only see and 

hear what they are emotionally tuned in to see and hear. This is caused by people’s own needs 

and interests that guide the listening. People are more likely to regard information as positive 

if it corresponds with their own beliefs, values, and needs (Lunenburg, 2010). 

Listening is one of the most important, most difficult, and most neglected skills in 

communication. It requires to focus on explicit expressions from others as well as implicit 

meaning, unspoken words, and undertones. The ability to listen is important since people tend 

not to care enough about others to become actively involved with what others are saying. Active 

listening is characterized by that the sender’s message contains both verbal and non-verbal 

communication and a feeling component. If the Receiver should understand the whole message, 

these three elements should be clear (Lunenburg, 2010). 

It is not possible to be an effective listener while talking and the Receiver should therefore not 

talk while the Sender is communicating. Furthermore, the Receiver should both look and act 

interested and have full focus on the Sender. Asking questions shows that the Receiver is 

listening to the Sender who gets encouraged. The Receiver should allow enough time, listen 

with the purpose to understand rather than oppose, not interrupt the Sender, and avoid arguing 

and being angry since it leads to that words are being interpreted wrongly (Lunenburg, 2010). 

2.2.5. Barriers 
Anything that interrupts the message is labelled Barrier. It can, for example, be different 

perceptions of the Message, language barriers, interruptions, emotions, and attitudes (Barrett, 

2006; Gillard & Johansen, 2004; Kelly, 2000; Lunenburg, 2010). It can be caused by either the 

Sender or the Receiver (Barrett, 2006). Physical distractions can hinder communication 

effectiveness. These include telephone calls, drop-in visitors, physical objects, and distances 

between people (Lunenburg, 2010). These distractions can never be eliminated, but they can 

and should be minimized (Kelly, 2000). 

The basis for effective communication is to anticipate interruptions in the rhetorical situation, 

to anticipate the context, to select an appropriate Channel, understand the Receivers, and to 

frame clear Messages that reaches the Receiver as intended. Leaders should anticipate 

disturbances by analysing their Receivers followed by the development of a communication 

strategy controlling the rhetoric situation that assists the progress of the effective transmission 

of the Message (Barrett, 2006). 
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It is only possible for the Sender to Encode and the Receiver to Decode Messages that are 

related to their own perceptions, background, biases, values, needs, and expectations. 

Communication becomes difficult to handle when the Sender’s field of experience have scarce 

overlapping with the Receiver’s field of experience. The Sender’s image of the Receiver and 

vice versa is a Barrier to effective communication. Managers can for instance view workers as 

lazy while workers view managers as not informed of the way of working. This creates a “we 

and them” attitude. When there are new guidelines or working routines, it takes some time to 

adjust to the new way of working which is an example of another Barrier (Lunenburg, 2010). 

2.2.6. Feedback 
Feedback is the process when the Receiver responds to the Sender’s Message and returns it to 

the Sender (Kelly, 2000; Lunenburg, 2010). It allows the Sender to decide if the Message has 

been received and properly understood (Lunenburg, 2010). Feedback from the Receiver to the 

Sender can be expressed verbally, non-verbally, or by silence. It is affected by the number of 

available communication Channels. Written reviews contain the fewest feedback channels, 

spoken word contains more and face-to-face communication contains the most feedback 

channels (Gillard & Johansen, 2004). Improperly Feedback can hinder communication rather 

than improve it (Lunenburg, 2010). 

When Feedback does not occur in the communication process it is referred to as one-way 

communication (Lunenburg, 2010). This is also called a closed communication system and 

consists of Sender, Message, and Receiver without the ability to interfere with the environment. 

A system like this is based on one-way communication and an example is when project 

managers issue policy statement to project team members without their input (Gillard & 

Johansen, 2004). When Feedback is included in the communication process, it is called two-

way communication, or an open communication system, which interacts with its environment 

This is more desirable than one-way communication (Gillard & Johansen, 2004; Lunenburg, 

2010). 

2.3. Communication During Organizational Change 
The biggest reason to change failures is, according to Henley (2018), that leaders fail to 

communicate or to be honest about how the change will affect people that will execute it. 

Communication is one of the most common tools used to overcome resistance to change 

(Armenakis, et al., 1993; Kotter & Schlesinger, 2008; Waddell & Sohal, 1998). To lead change, 

a variety of different communication skills are required in order to deliver prosper messages, 

solicit feedback, create readiness for change together with a feeling of urgency, and to motivate 

receivers to perform (Gilley, et al., 2009). Approaches to change that consider the change 

process as a complex phenomenon are more successful than approaches that have a more linear 

and sequential point of view (Higgs & Rowland, 2011). 

2.3.1. Expressing the Need for Change 
Leaders must understand why a change is necessary since the understanding assist the progress 

of leaders’ support to change. Because leaders influence their employees, others are more likely 

to support the change if the leaders already are encouraging the change. Therefore, good leaders 

should visibly demonstrate and promote support for change, and they must be visible, engaged, 

and supportive (Green, 2004; Rousseau & Tijoriwala, 1999). If leaders are willing to change, 

they are more likely to get others willing to change (Issah, 2018). The leader should also present 

the consequences of not changing and instead remaining in the status quo (Henley, 2018). 
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At the beginning of the change process, the focus lies on building relationships with 

organizational members (Lichtenstein, 1997). Change leaders must provide employees with 

sufficient, relevant information about upcoming changes, motivate the suitability and reason to 

change, deal with employees’ questions and concerns and investigate in what way the change 

may affect their subordinates in order to increase acceptance and participation (Green, 2004; 

Rousseau & Tijoriwala, 1999). The followers must be given information about the future, 

desired state and they must understand why their behaviours and routines must change (Fiol, et 

al., 1999; Kotter, 2011c). 

The acceptance of and participation in change initiatives depends on the employees’ perception 

of personal winnings associated with the change. They question, evaluate and compare 

arguments for and against change to determine the strengths and weaknesses. Therefore, more 

well-developed rationalizations have the greatest chance of being accepted compared to weaker 

arguments that instead are being rejected (Gilley, et al., 2009). People do not have to like being 

demanded but they must follow the directives. If the leader is following the directives, so will 

other individuals do. It is in this way a culture of change and adaptability is created and how a 

leader should act to bring the team along (Henley, 2018). 

To assure acceptance and support from different organization members can be an emotional 

process (Huy, 1999). Different personal and professional objectives may result in different 

perspectives on the change initiative which may lead to implications. It is often those who find 

the change beneficial who supports the change initiative while those who are losing on the 

change initiative resist it (Bourne & Walker, 2005; Greenwood & Hinings, 1996). 

During the early stages of the transformation process, the change leader should assess and deal 

with potential resistance to change (Gocsik & Barton, 2014). A strong leader is required to step 

up and engage when there exists resistance to change (Ford & Ford, 2010). Leaders must 

guarantee that they are fulfilling the goals of the change or prioritize new goals (Stilwell, et al., 

2016). Active participation in change initiatives has a positive effect in terms of decreasing 

resistance to change due to engaging employees and stimulated group participation (Coch & 

French, 1948). Individuals who feel that they have abilities necessary for executing the change 

are less likely to resist the change (Armenakis, et al., 1993). 

2.3.2. The Change Vision 
When an organization is going to drive a large charge process, a change vision that is shared 

amongst others is required for any successful change process (Gill, 2002; Kotter, 2011b). A 

vision describes the path to success (Gocsik & Barton, 2014) and it is comparable to a general 

goal, but it motivates the formulation of specific goals (Kirkpatrick & Locke, 1996). It is 

associated with organizational growth and success (Baum, et al., 1998) and exists to motivate 

others (Kotter, 2011b). Since a vision affects the performance directly, employees should be 

aware of it and understand it in order to improve the performance (Baum, et al., 1998). 

Employees get influenced by visions stated by their leaders (Kirkpatrick & Locke, 1996) but 

by simply having and communicating a well-formulating vision does not guarantee results since 

many leaders and organisations fail to live up to what they say (Baum, et al., 1998). Too often, 

a vision is characterized by one person’s vision of the company. A truly shared vision should 

attract the commitment from all people concerned (Senge, 1997). 
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A shared vision changes people’s relation with an organization, making them feel like a part of 

the company. It creates a common identity and let people who may have mistrusted each other 

work together (Gill, 2002). Martin & Schmidt (2010) suggest that employee commitment can 

be further strengthened if the organizational vision is clarified by leaders and explained how it 

is connected to subordinates’ role in the company. 

In non-successful transformations, a vision is often missing. Even if there are many plans, 

directives, and programs, a successful change process is not guaranteed without a vision. If the 

vision is missing, it may make the employees confused about why changes should be made, 

and they may even become more uninspired if they do not know why. People that are not willing 

to help to reach the vision will make transformation impossible since these people will not make 

sacrifices even if they are unhappy with the current state if they believe that the change will not 

lead to anything better. Initially, the vision may be hard to adapt and understand, but over time 

the vision is refined, and a better version emerges (Kotter, 2011c). By communicating a vision, 

followers get additional information about expectations and goals that in turn increases the 

strength of the individual’s beliefs in themselves to fulfil those requirements (Kelly, 2000). 

A change vision should be easy to communicate, and it should be possible to describe it in five 

minutes or less (Kotter, 2011c). Clear vision communication should incorporate language and 

symbols to create both new and special meaning for organizational members (Kelly, 2000). In 

successful transformation processes, managers use all available communication channels to 

announce the vision (Armenakis, et al., 1993; Kotter, 2011c). Face-to-face communication is 

the preferred communication channel, but other types of oral and written communication can 

be used (Armenakis, et al., 1993) such as dramatic gestures, role modelling, and by the way 

leaders select, train and reward employees (Baum, et al., 1998). To ensure successful 

communication, leaders should be very expressive, use powerful language that implies 

enthusiasm, positive energy, confidence and personal conviction (Kelly, 2000). When the 

vision has been communicated, a reaction that signifies both understanding and interest should 

be shown by others, indicating that the project is good to go forward in the change process 

(Kotter, 2011c). 

A great change vision should be easy to understand for people getting affected by the change 

(Kotter, 2011b), reflect the organizational performance (Baum, et al., 1998), demonstrate 

relevant information for specific departments or divisions (Bartunek, et al., 2006),  be appealing 

to customers, stakeholders, and employees, highlight the difference between the current and 

desired state in the organization (Kotter, 2011c), paint the future, clearly communicate and 

illustrate what the organization will be like when the change process has been implemented, 

have a clear reason for wanting to implement the change, and it should include the required 

core values to achieve it (Gocsik & Barton, 2014; Kotter, 2011b; Kotter, 2011c; Senge, 1997). 

A strategy for achieving the vision must be developed (Kotter, 2011c). When a change strategy 

is formed, it should be ensured that new roles and responsibilities are described, actions to meet 

the long-term plan are annexed, goals for the change process should be included, and a plan to 

coordinate stakeholders should be created (Stilwell, et al., 2016). A strategy is used to 

accomplish the vision and mission. Effective leadership requires developing, getting 

commitment to and implementing rational business strategies that are based on possible future 

scenarios for the organization (Gill, 2002). 
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2.3.3. Providing Information During the Change Process 
During a change process, people should be informed of a great amount of relevant information 

(Green, 2004; Rousseau & Tijoriwala, 1999) and they must be aware of how the change process 

is developing (Gilley, et al., 2009). Appropriate communication should provide feedback to the 

employees and reinforcement during the change which makes it possible to make better 

decisions and make them more prepared for the advantages and disadvantages of change 

(Gilley, et al., 2009). 

Leaders should give information to the organization about the risks in remaining in the status 

quo and the potential benefits with taking a radically different future into account (Denning, 

2005). Doubt in the leadership reduces the strength of claims of righteousness for change and 

enables receivers to lean against resistance (Larson & Tompkins, 2005). Therefore, 

communication should be frequent and enthusiastic (Lewis, et al., 2006) simultaneously as 

leaders lower their bias against unrealistic optimism (Lovallo & Kahneman, 2003). It is also 

necessary to have realistic, truthful discussions about the scope of the change with clarity on 

the negative aspects of the change implementation (Gilley, et al., 2009). 

Negative or disappointing results because of not reached or inaccurate promises and predictions 

lower the leadership trustworthiness and causes the employees opinions about injustice, 

falsehood, and breach of trust to increase (Folger & Skarlicki, 1999; Tomlinson, et al., 2004). 

Individuals who have experienced injustice or betrayal may feel annoyed and even wanting 

payback (Folger & Skarlicki, 1999). On the other hand, individuals who feel that they have 

been treated in a fair way may show enthusiasm, engagement or any other attitude and 

behaviour associated with successful change (Gilley, et al., 2009). 

To change priorities and lose focus are regarded as two factors that can track the progress in a 

change initiative. Endurance in the actions supporting the change is necessary in order to 

maintain the change. Efforts must be done to keep the dynamic in the organization by 

celebrating achievements and to keep the focus on progress (Stilwell, et al., 2016). This can be 

done by providing rewards and encouragement to successful activities, processes, or systems 

that embrace the new future state in order to attract others to do the same thing (Gocsik & 

Barton, 2014; Stilwell, et al., 2016). 

The progress for each change must consistently be evaluated to what extent organization 

members perform routines, practices, or behaviours associated with the planned change process 

and necessary adjustments must be made in order to trace progress and ensure support for 

additional change (Battilana, et al., 2010; Higgs & Rowland, 2005; Stilwell, et al., 2016). To 

assess progress, leaders should seek feedback in several different ways. The adjustments that 

must be made to support the change will then be guided by the received feedback (Gilley, et 

al., 2009). To incorporate feedback from all individuals involved in the change will lead to 

continued support and cooperation from stakeholders which is a requirement for effective 

change (Stilwell, et al., 2016). 

Effective change leaders should expect and support transparency for both successes and failures 

and use the experiences to correct and improve throughout the next iterations. Change leaders 

should create an environment supporting additional training on advanced processes and 

surveillance by reviewing metrics and seek feedback through user groups and surveys to deal 

with problematic areas and address opportunities to additional improvements (Gocsik & 

Barton, 2014). 
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2.4. Summary of Literature Review 
The literature review starts off with briefly explaining change leadership to introduce the 

subject. This is followed by diving into leadership communication theory where various 

Leadership Communication Skills are described by Barrett (2006) who divides the skills into 

three sections; Core, Managerial, and Corporate. Barrett (2006) argues that the more 

responsibilities a leader has, the more communication skills are required. Thereafter, a Linear 

Communication Model is explained by Lunenburg (2010) to consist of Sender, Message, 

Receiver, Channel, Barrier and Feedback. Lunenburg (2010) emphasizes that it is of the 

greatest importance that these communication elements are properly functioning, otherwise the 

communication quality is undermined. Lastly, Communication During Organizational Change 

is described by various authors. This subchapter is divided into three parts based on what the 

literature emphasizes change leadership communication should include. Firstly, it is described 

that leaders must express the need why an organization should change, followed by the change 

vision and what it should include. Lastly, the importance of providing information throughout 

the change process is described. The literature review is summarized below in Figure 3. 

 

Figure 3 - Theoretical Foundation 

Regarding the continuation of the study, Communication During Organizational Change will 

be used as a baseline since the scope of the thesis is to identify what phases the leadership 

communication during organizational change consist of and what barriers that exist. Thereby 

the Results and Analysis Chapter (Chapter 4) will be based on this structure. This will be 

supplemented and supported by theory from Leadership Communication Skills and the Linear 

Communication Model where concepts and guidelines will be used to explain different 

encountered phenomena. 
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3. Method 
This chapter starts by discussing the research design of the thesis, followed by a presentation 

of the case and the case company. Thereafter, the study is evaluated in terms of credibility and 

transferability, followed by ethical consideration. Finally, the structure for the analysis is 

presented. 

3.1. Research Design 
This study has followed an iterative approach where the content of the report have been revised 

and updated throughout the process as new insights were obtained (Blomkvist & Hallin, 2015). 

An overview of the research process is illustrated in Figure 4 below. However, the analysis is 

characterized by an abductive approach that is a mixture between a deductive and inductive 

approach. This concept was chosen because its strength is that it significates great 

perceptiveness of the empirical material and that it involves an alternation between theory and 

empirics (Blomkvist & Hallin, 2015). By using this approach, the retrieved data was first 

analysed and grouped into themes. Thereafter, these themes were matched to theory. 

A case study provides significant empirics where the theoretical complexity is more easily 

collected. It is often applicable in situations where the purpose is to explore, explain, or 

describe, and when questions of why or how should be answered (Blomkvist & Hallin, 2015). 

Since the purpose of this study is to identify the communication process during organizational 

change and to identify communication barriers to this process, a case study was considered to 

be suitable for the purpose of the study. 

 

Figure 4 - Illustration of the Research Process 

3.1.1. Pre-study 
Initially, it was decided that the study was going to focus on leadership and change in some 

way. To find the direction, to attain a greater understanding, and to get an overview of the 

situation, the initial step in the study was to identify and define the problem. This was made by 

discussing the topic with the supervisors, persons at the case company, other researchers, and 

by participating in different meetings at the case company. Additionally, various literature was 

studied during this process, which is further explained in Chapter 3.1.2. 
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The problem was discussed with the supervisors and other persons with good knowledge of 

leadership and the challenges at AstraZeneca. Different internal documents found in the internal 

web database and documents retrieved from a contact person were also reviewed in order to get 

a deeper insight into the challenges AstraZeneca stands in front of. Lastly, several observations 

were made at AstraZeneca. This involved participating in several daily and weekly meetings to 

contemplate the leaders’ interaction with others, and a tour around the production facility to get 

a deeper understanding of the process and what challenges there is with running a production 

facility. 

3.1.2. Literature Review 
The process of reviewing various literature lasted throughout the entire study, which is 

illustrated in Figure 4 above. Initially, it was a helpful tool to get a deeper understanding of the 

research area which contributed to the sophistication of the problem and Research Questions. 

Halfway through the process, the literature review was used to supply a groundwork for the 

semi-structured interviews and the survey. Towards the end of the process, the retrieved 

literature was used as an analysis tool to understand the collected empirical data and to make 

conclusions. The literature was conducted to get a deeper understanding of the studied 

phenomenon, called a phenomenon-driven work (Blomkvist & Hallin, 2015). 

The literature comprises mainly journals, but also articles, books, and other published studies. 

The literature was mainly retrieved from KTH Royal Institute of Technology’s library database 

Primo and Google Scholar. Initially, it was hard to identify relevant literature. Therefore, a 

thorough review of literature related to leadership and change was made. During this process, 

frequently cited authors and relevant articles were identified. Key search words in this stage 

were “change management”, “change leadership”, “organizational change”, “leading change”, 

and “organizational transformation”. 

Later in the process, leadership communication during organizational change was identified as 

an interesting area to continue the study towards. Therefore, a second literature review was 

conducted to gather more in-depth literature in this area. This review focused on getting an 

understanding of leadership communication and its connection to organizational change. 

Keywords used when searching for these components were, “leadership communication”, 

“communication change”, “communication barriers”, and “communication model”. 

3.1.3. Data Collection 
Two different methods have been used in this thesis to gather data. Therefore, this chapter 

consists of two subchapters; Semi-structured Interviews and Survey. 

3.1.3.1. Semi-structured Interviews 

A semi-structured interview is organized around several themes or areas of investigation that 

are decided beforehand (Blomkvist & Hallin, 2015). The interviews were conducted at 

AstraZeneca’s facilities in Södertälje. After the scope of the study had been concluded, it was 

decided to focus on the Section Manager’s (hereafter referred to SM) change leadership. 

Therefore, the researcher requested to interview SMs and Group Managers (hereafter referred 

to GMs) whereupon the supervisor suggested suitable interviewees. The common denominator 

among the respondents was that they all had experience from leadership within the company. 

Two representatives each from top management and line managers were also interviewed to 

obtain a broader perspective. Table 1 on next page describes the interviewees’ position and the 

number of interviewees representing each position during the semi-structured interviews. 
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Table 1 - Summary of Interviews 

Position Number of interviewees 

Top Management representative 2 

Section Manager 4 

Group Manager 6 

Line Manager representative 2 

 

14 interviews were conducted, and they lasted between 25 and 45 minutes. The reason why the 

duration of the interviews varied that much was that some interviewees had short and brief 

answers while others tended to take more place in the conversation and gladly answered the 

questions with many examples. To assure that the answers were understood correctly and to 

unravel vague answers, general follow-up questions were prepared based on the theme of 

introductory, exploratory, interpretive, and specifying questions (Blomkvist & Hallin, 2015). 

12 of 14 interviews were held in conference rooms at AstraZeneca’s premises. To document 

interviews is of great importance since it gives the ability to return to the conversation and be 

sure about what was said (Blomkvist & Hallin, 2015). Therefore, these 12 interviews were all 

recorded with permission from the interviewees. Also, keynotes were taken in parallel to keep 

track of what had been discussed and to highlight especially interesting thoughts. One of the 

remaining interviews was conducted through Skype based on the interviewee’s request, and the 

last interview was conducted in a café within AstraZeneca, which also was based on the 

interviewee’s request. Only notes were taken during these two interviews because the 

researcher was unable to record the Skype interview. The café interview was not recorded since 

there was no secluded environment. Because these interviews were conducted with different 

conditions, they may have gotten less quality since they were not recorded, but they were still 

regarded to have a high enough quality to be included in the study. 

The purpose of the semi-structured interviews was to get a different perspective on the SMs’ 

change leadership. Therefore, it was chosen to mainly focus on the SMs and GMs that is directly 

vertical connected to each other according to Figure 5. 

3.1.3.2. Survey 

A survey reaches out to a larger mass than interviews (Blomkvist & Hallin, 2015), why it was 

decided to use this data collection method as a complement to the interviews. The survey was 

sent out to all GMs and operators within PET BFS (see Figure 5 for organizational structure) 

and is thus reaching a new group in the organization, namely the operators. These target 

audiences for the survey was chosen because it made it possible to reach out to a new group but 

also to gather more data from the GMs. Since all SMs within PET BFS had been interviewed 

already, it was decided that enough data had been gathered from this group. 

A short description of the study was attached to the survey, the purpose and what the questions 

should be used to were described, and the number of questions was limited to five. The 

questions in the survey were thoroughly designed and relevant to the study since they revolve 

around leadership communication during organizational change (Blomkvist & Hallin, 2015). 

The survey was chosen to be conducted qualitative and it was made entirely in Swedish since 

all the respondents were fluent in that language. 
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It was chosen to conduct the survey through email with the tool SurveyMonkey because it 

simplifies the data collection. When the survey had been created, the description and the 

questions were sent to a contact person at AstraZeneca who distributed it further to the GMs 

and operators. 

3.1.4. Data Analysis 
The thesis has been based on qualitative data retrieved from interviews and the survey. The 

decision to include several different roles to be interviewed was made to triangulate the data, 

which means that bias is reduced when the data is gathered from different sources (Collis & 

Hussey, 2014). Thereby more data was possible to gather in addition to new insights and 

perspectives that arose. As a result, the findings were strengthened. The reason to conduct a 

survey was for the very same reason but also to get the perspective from another group and 

analyse if the results between the groups differed. 

3.2. Case 
In the following subchapter, the case given by the commissioner AstraZeneca will be described 

but first, the pharmaceutical industry that the case company is acting within will be reviewed. 

Thereafter the case company itself will be presented along with the given challenges. The 

reason why AstraZeneca was chosen as a case company is due to that they are working much 

with change management and therefore are relevant to act as case company in this study. 

3.2.1. The Pharmaceutical Industry 
Pricing and reimbursement, continued patent expirations, and challenging market dynamics are 

key challenges within the pharmaceutical industry (Gautam & Pan, 2016). Large 

pharmaceutical companies are least innovative in the industry and fail to invest enough in new 

products as a result of the industry’s importance of large-scale, high-quality, and high-cost 

development (Fleming, 2019). This has caused large pharmaceutical actors to modernize their 

strategies to remain competitive in this new business environment (Gautam & Pan, 2016). How 

drugs are discovered in the pharmaceutical sector have not developed for decades and the 

business is imminent to major changes (Markman, 2018). Digital manufacturing is the new 

reality for pharmaceutical companies (Dedeurwaerder, et al., 2018) and in the future, artificial 

intelligence may have a major role in the discovering of new drugs (Hodgson, 2018; Markman, 

2018). 

Implementation of AI will only be possible through a transformation throughout the whole 

organization. Today, many pharmaceutical firms are in the earliest phases of experimentation 

and if companies are going to utilize AI, systemic changes must be made in inclusive 

conditions. Many companies are unsuccessful in digital transformation because they fail on 

creating an appropriate internal foundation. Digitization will transform the way work are made 

and organizational structures will be redefined. Another important key success factor for 

adopting digital solutions is to apply strong change management. This means that the entire 

organization must apply change management throughout the entire value chain and a vision of 

the desired state must be clearly communicated. Otherwise, the adoption will be delayed and 

compromised (Dedeurwaerder, et al., 2018). 
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3.2.2. AstraZeneca 
AstraZeneca is a global, innovation-driven biopharmaceutical company whose medicines are 

used by millions of people around the world. Their strategy is to focus on innovation and their 

focus areas are oncology, cardiovascular-, and metabolic diseases, respiratory diseases, 

followed by autoimmunity, neuroscience, and infection. Currently, they have around 64,000 

employees distributed over more than 100 countries. 

Given the challenges the company stands in front of regarding change, the objective of this 

study is to focus on the leadership communication during organizational change and to identify 

barriers in this communication process of the PET BFS plant in Södertälje, Sweden Operations 

at AstraZeneca. The operation is run around the clock and the operators are divided into five 

shifts. Furthermore, it was chosen to focus on the SMs in this study since their day-to-day tasks 

are characterized by change management. The organizational structure can be seen in Figure 5 

below, where the SMs are highlighted with grey colour. Apart from what is shown in the figure, 

there are several support functions involved. Under each SM, there are between five and seven 

GMs and underneath each GM, there are about 20 operators. 

 

Figure 5 - Organizational Structure within PET BFS in Södertälje 
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AstraZeneca has addressed company-wide five-year plans containing strategies and activities 

to reach challenging KPIs that have been broken down at each PET. The future transformation 

journey required to reach the KPIs entitles more than what currently has been achieved, putting 

pressure on the current leadership within the organization. Additionally, there are many older 

processes that must be modernized in order to enable implementation of artificial intelligence 

and digitization within the business with the ambition to streamline the production significantly.  

3.3. Evaluating the Study 
The study will be evaluated by its credibility and transferability, which are discussed 

underneath. 

3.3.1. Credibility 
Credibility explains if the research has been made in an appropriate way or not such that the 

data has been identified and described in an accurate manner (Collis & Hussey, 2014). The 

author of this study is an engineering student with knowledge of the research area. It is therefore 

justified to assume that the author possessed a sufficient understanding of the retrieved data and 

that his ability to interpret it is great. 

The credibility can be enhanced by using several data sources, various research methods, and 

more than one researcher investigating the same phenomenon which reduces bias in data 

sources, methods, and investigators. This is called triangulation (Collis & Hussey, 2014). The 

data collection has therefore been collected from individuals with different roles in the case 

company to get the view of the phenomenon from different perspectives. Additionally, different 

data collection methods were used to enhance this effect. Lastly, several different journals, 

books, articles and more have been used during the literature review in order to avoid being 

biased from a particular author and to some extent, even theories from different disciplines have 

been used (such as psychology). 

However, this study is conducted by one person which means that there have not been possible 

to retrieve different data sets independently to compare the results. On the other hand, this 

means that there has not been any room for misinterpretations. Discussing the data with a fellow 

co-author could have contributed to a better understanding but this was instead solved by 

discussing the data with the supervisors and fellow researchers. 

3.3.2. Transferability 
If the findings from a study can be applied to other studies and situations that are similar to this 

paper, the transferability is considered to be good (Collis & Hussey, 2014). This paper is based 

on a case study at AstraZeneca, a pharmaceutical company, but the findings are applicable to 

other actors, both within and outside the pharmaceutical sector. The findings are related to what 

communication skills that are necessary during change processes and there are communication 

skills required for each change process, not depending on in what organization the process is 

happening within. What may differ, however, is the underlying culture and values in other 

organizations. What has been found this study may, therefore, work better or worse in other 

organizations. 
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3.4. Ethical Considerations 
The thesis has been conducted at AstraZeneca but before the study could begin, a non-

disclosure agreement was signed. This is a contract between the commissioner and the 

researcher, and it was agreed that sensitive information would not be disclosed to third parties 

and that AstraZeneca should read through the report before it would be handed in. During the 

thesis, the eight research ethical recommendations issued by the Swedish Research Council 

have been followed (Vetenskapsrådet, 2017). Furthermore, the interviewees and the survey 

respondents have remained anonymous throughout the study, where the only characteristics are 

their positions within the company at the time of the study. 

3.5. Structure for Analysis 
When it comes to analysing the retrieved data from interviews and the survey, it was first 

decided to critically analyze the data. First, data that was not connected to communication and 

thus the scope of the study was filtered away. Thereafter, key themes for Research Question 1 

was identified by firstly grouping data with similar content together. Thereafter, themes among 

the data were identified. This resulted in three key themes in what the leadership 

communication process during organizational change looks like; Explaining the Change, 

Getting Others Along, and Anchoring the Change. When the themes to Research Question 1 

was identified, the themes to Research Question 2 was identified using the same procedure 

which resulted in three identified barriers; lack of Understanding, lack of Requesting, and lack 

of Time. The themes to both research questions are summarized in Table 2 below. 

Table 2 - Identified Themes to the Research Questions 

Research Question 1 Research Question 2 

Explaining the Change Understanding 

Getting Others Along Requesting 

Anchoring the Change Time 

 

When conducting the analysis, the most representative data for the identified themes were 

chosen to be illustrated. These have been inserted as quotes and they are supporting the results 

and the analysis. To illustrate how the different themes were identified, the identification of the 

theme Understanding connected to Research Question 2 will be used. Several interviewees 

expressed that the SMs fail in explaining why changes should be conducted. Furthermore, it 

was described that the benefits of the change were not broken down to the local level. Lastly, 

the SM role was described to be very broad which make it hard to have sufficient knowledge 

of the operators’ situation and how the core operation is working. These three different 

descriptions were identified to have the understanding as a common denominator; firstly, the 

lack of others understanding why a change should be made; secondly, the lack of others 

understanding what benefit they would get by conducting the change; and lastly, the lack of the 

SMs understanding of others perspective on the change and a lack of knowledge of the 

operation itself.  
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4. Results and Analysis 
In this chapter, the results of the study will be presented and analysed. Firstly, the findings to 

the first Research Question will be presented followed by the findings to the second Research 

Question. During the end of each subchapter, the results and analysis for each Research 

Question will be summarized. 

4.1. Research Question 1 
Research Question 1 is stated as the following: What different phases in the communication 

process exist during change management? Therefore, the communication process will be 

presented in this subchapter that is divided into three parts; Explaining the Change, Getting 

Others Along, and Anchoring the Change, that together describes the communication process. 

4.1.1. Explaining the Change 
When a change is initiated, it is of great importance that the leaders themselves understand the 

reason to the change and analyze the problem since it increases their support to change (Green, 

2004; Rousseau & Tijoriwala, 1999). If the initiator of a communication process is not receiver-

oriented, breakdown in communication often occurs (Kelly, 2000). It is here explained that the 

SMs want to understand the reason to change before explaining it further to others. 

“I believe that we have a strength in asking ourselves the question why and a desire to understand 

in order to be able to carry over and describe why…” 

“I think that we have a good foundation in our reality. I think that there are many of us that are out 

in our operation a lot […] which implies that I think that we have a good understanding and 

anchoring in how the operation is working. Then, when we will implement a change, we have pretty 

good knowledge of what the difficulties might be and what we need to think about.” 

Analysing the change before distributing the message to others indicates that the SMs are 

willing to embrace the change in order to give a better explanation and thus encoding the 

message in a better way. Thereby, the likelihood that the receiver decodes the message in an 

accurate way increase which increases the probability of the message to be interpreted in the 

intended way. It is further described that the SMs have good knowledge of the operation and 

that they are aware of what difficulties that may arise. This understanding makes it easier to 

connect the change on base level and to take other perspectives into consideration. 

Leaders are required to be willing to change if they want others to change (Issah, 2018). It is 

described that the SMs are not afraid for changes and that there is a high focus in holding on to 

what has been said which demonstrate which increases the trust gained from others (Lunenburg, 

2010). 

“My manager is not afraid for change I believe. My manager embraces change I would say. If my 

manager is sold on the idea, that we can win something with it, then my manager also has a high 

focus on that we actually should drive it through and that we should carry it out. […] But I still think 

that my manager is very strict with that we hold on to what we have said.” 

“… I believe that it is a fairly focused leadership in general that we should deliver what we have 

undertaken. Delivery focused, we have agreed that we should do this and then we work towards it 

and do it. Then it can cost, in some cases, some blood, sweat, and tears but if we have said so then 

we are going for it. I believe that characterizes BFS pretty well. […] But sometimes I believe it can 

be perceived as a bit sharp if I can say so. I believe it is characterized by fairly much focus around 

it, not especially divided if you can say so” 
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The willingness to change exist among the SMs. By embracing changes, the SMs display a 

positive image that attracts more followers than if they would not have been positive towards 

the change. It is also explained that the SMs’ approaches can be strict and sharp but the literature 

state that others do not have to like being demanded but they must follow what is demanded. If 

the leader follows the directive, others are more likely to follow the leader (Henley, 2018). 

Messages should be clearly communicated to avoid misinterpretations (Barrett, 2006). Both 

SMs and GMs expressed that changes are explained very clear and that the SMs are good at 

getting others committed to changes. It is also explained that the SMs are grasping changes and 

carries the change through. 

“Clearness is the biggest strength, it is very clear when we should go out and manage change.” 

 “… For me it is important that others understand why they should do something, and then they will 

help me with this. I am driven by that they want to do the change.” 

“There is always an explanation when we have a larger change that concerns our section. It also gets 

very clear, that why we should do this so that everyone will understand. […] It is clear, indeed, there 

is a why and the purpose, why we are doing this so that there not will be any question concerning 

it.” 

“… It more or less never that we receive something and there is no explanation why we need to do 

this.” 

By being clear, the likelihood of others acceptance of change increases. During the initial stages 

of a change process, leaders should act as a sender and inform their co-workers that have the 

role of a receiver about the changes and motivate the changes. Several interviewees agree that 

the SMs are focusing on explaining the changes so that everyone understands. By doing what 

they are saying, the SMs are gaining trust which is the most persuasive communication 

(Lunenburg, 2010). One SM further explains that describing the background to the change is 

the most important part of communicating a change and to explain why. 

“The background is absolutely the most important and the anchoring with why, but it is also 

important with the timeline and what you can expect. Trying to adjust the message, as when you are 

with an operator, how will he see the difference? To adjust to every role and even then, the timeline 

so that you know when and in some way what the goal is. So, it is to describe the whole journey in 

the anchoring.” 

Framing the message is here introduced, which concerns adjusting the communication based 

on the communication and can be done by connecting the message to the needs and feelings of 

the target audience (Conger, 1999; Gill, 2002). By framing the message differently depending 

on the target audience demonstrate that the SMs possesses emotional intelligence which helps 

them to understand others (Barrett, 2006). However, this may lead to complications if the 

framing is made in an inaccurate way so that different audiences perceive the message 

differently than what the sender intended the message to be. 

The most important rhetoric component according to Aristotle is ethos, which is the ability to 

clearly clarify the benefits with a change (Barrett, 2006). Additionally, individuals are more 

likely to accept and participate in a change if their perception of personal winnings is aligned 

with the change (Bourne & Walker, 2005; Gilley, et al., 2009; Greenwood & Hinings, 1996). 

The following extracts pinpoint that the SM conveys the positive effects the change will lead 

to and are thereby additional examples of how the messages are framed. The SM is also 

explained to be good at convincing others. 
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 “My manager probably put a lot on the positive in the change, that is what is lifted. And then I 

believe that we all are a bit, because there are a lot of people that are involved in a change and 

behaviours and what we do, that is the hardest you can change and then… You lift what is very 

good, very hard I can feel, the benefits…” 

“What I believe my manager is good at is explaining what wins we get from the changes and then I 

can get motivated by knowing that we will win on this, it will be good, and if you buy it, then it 

becomes simpler. It is to explain all the positive but also to be honest and say that it will probably 

be tough but if we will not do it, to keep doing what we do, that we cannot simply do the same each 

year.” 

 “A strength that my manager has is that you notice that he/she is very engaged in changes and it is 

easy to get an understanding of why it is important with changes.” 

This indicates that the message is being framed by linking it to the benefits for the target 

audience. According to Armenakis et al. (1993), people who feel that they have the necessary 

abilities for executing the change are less likely to resist it, which gets enhanced by 

communicating the positive parts. By describing and putting a lot of weight on the positive 

sides, the chance of gaining this support is increased. Even though it is recommended and often 

the best way to convince others, putting too much weight on the positive effects may lead to 

that individuals do not understand the tough parts the change will lead too which may cause 

resistance later on when the more difficult parts emerge. 

When it comes to the change vision, information about the future, desired state should be 

incorporated when communicating it (Fiol, et al., 1999; Kotter, 2011c). The vision should 

describe the way forward (Gocsik & Barton, 2014) and it is also important that individuals are 

aware of the vision since it affects the performance (Baum, et al., 1998). The following extract 

demonstrates that the change description is clear. 

“… Our changes often have a fairly clear description of what the goal is and what that should be 

done, there I think we are structured, that we have a clear vision or goal about what we want, and 

then we create a plan to reach that goal, where we specify fairly clear what resources we believe are 

needed, and how long time we need, and what it will cost and so on…” 

The vision communication is here explained to be communicated in line with the literature, 

with a clear description of the goal with the change and what that should be done to achieve it, 

and it supports what already have been analysed However, there is not explained whether there 

is a future picture of what that should be achieve included, which is described to be an important 

part of the vision communication according to the literature (Fiol, et al., 1999; Kotter, 2011c). 

To overcome communication barriers, several communication channels should be used to 

communicate the message (Kelly, 2000). It is even explained that using various communication 

channels provides good precondition for successful change (Armenakis, et al., 1993; Kotter, 

2011c). 

“A strength they have is that they are good at communicating changes in different… They use 

different forums and mediums to communicate. I think that is a strength our SMs have.” 

It is here explained that a strength the SMs resides is that they are using various communication 

channels as the literature suggest. Furthermore, it is described that verbal communication is 

mostly being used and complemented with emails that illustrate that written communication 

channels are being used. 
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“It is rarely changes only are communicated written, the most is verbal in the world of changes…” 

“My manager tries to take most of it verbally and then maybe send out an email as a complement.” 

“I am mostly communicating verbally when I meet people. I know that everyone is extremely awash 

(Swedish: “översköljd”) with emails, me too, so I do not use to give status updates through email...” 

Even though the SMs are described to be using various communication channels, it is explained 

that mostly verbal communication is used when distributing information. This indicates that 

this could be an area that needs to be improved. The following extract describes what 

communication channels that are used when there is a larger change initiative. 

“If there are bigger things it often comes in some kind of document, it is printed, and my manager 

runs it on a monitor or something and we sit together. I do not believe the changes are purely verbal, 

there is always some document available to look into and browse in that you often have prepared. 

[…] I guess there are several ways they communicate, it is not just verbal, it is rarely it only is verbal 

actually.” 

It is here described that the communication incorporates more communication channels when 

there are larger changes than smaller ones. They are also described to use graphics to support 

communicating the message which corresponds with the literature (Barrett, 2006). When it 

comes to the SMs, however, they are self-critical towards the use of communication channels 

and describes that this is an area of improvement. 

“I have not had a good strategy for using different channels. It can be daily meetings, group 

meetings, email. It varies. I generally need to become much better in this, it has not received that 

much focus…” 

 “I believe that we sometimes make it easy for ourselves and emails or bring it up on a big meeting 

(Swedish: “stormöte”), or that we say it once instead of repeating it. The whole communication 

package, how are we doing it? Are we doing it planned and in good time before a change, so that 

everyone understands it, or are we bruiting out and taking it during the journey (Swedish: “eller kör 

vi ut och drar det under resans gång”)?...” 

One can speculate why the perception of the usage of communication channels differs between 

GMs and SMs. The SMs could be self-critical and thinking that they are not doing enough even 

though the GMs feel satisfied. According to the literature, the message can be verbal, non-

verbal, or written language (Barrett, 2006; Kelly, 2000; Lunenburg, 2010). Here it is explained 

that verbal and written communication is being used, thus non-verbal communication is 

missing. Non-verbal communication may be left out because it is not considered as a way of 

communicating because it involves facial expressions, body position, and clothing and that the 

SMs not are aware of this channel. 

4.1.2. Getting Others Along 
Organizations should involve others in change processes (Dumas & Beinecke, 2018). Involving 

others increases the insight and objectivity to the communication and the likelihood of getting 

support from those involved is also increasing as the resistance to change is decreasing (Coch 

& French, 1948; Lunenburg, 2010). It also increases the organizational performance and the 

well-being of those involved (Glew, et al., 1995). It is here explained that individuals feel 

involved in change initiatives. 

“Involvement is first and last (Swedish: “a och o”). Do not point with your whole hand.” 

“I have experienced that I get to be involved, my manager is very admitting (Swedish: 

“insläppande”) and have such an approach to involve…” 
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The involvement is described to be an important part and the manager show a willingness to let 

people participate and giving them space to do things in their own way to some extent. A 

fundamental step in communication is to analyse the target audience (Barrett, 2006). 

Communication is a common method to overcome resistance to change (Armenakis, et al., 

1993; Kotter & Schlesinger, 2008; Waddell & Sohal, 1998). One SM explains the approach 

when communicating a change as targeting for certain individuals to involve that they can focus 

on getting the support from initially to avoid resistance to emerge. 

“I am trying to find out the target audience. You can manage change, you can have a presentation to 

a group you do not know anything about, if you are lecturing or something, then I still use to do 

certain research. Who am I going to meet, how should I formulate myself, who are the target 

audience, what does the history look like beyond? So even if I do not know them, I still can do a 

certain preparatory work to trying to understand who I should manage to and speak to (Swedish: 

“driva till och prata till”). I believe that you must do that work in any case.” 

“I think I am somewhat authentic in myself but of course I can direct my message in different ways 

and have different examples that might correspond to different target audiences differently well.” 

“I am trying to find either a bad boy opponent (Swedish: “värstingmotståndare”) or a super 

ambassador, so I sort of never go out big and wide to everyone in a change but I rather wrinkles 

forth (Swedish: “lirkar mig fram”) to a few chosen that can become my ambassadors and driving 

forces during change I can carry with me […] So if you have a couple of allied at the beginning that 

helps me manage a change, and then a big lump comes in the middle that comes in due time 

(Swedish: “vart eftersom”), and then we have this tail over there, that often hangs on however…” 

Connecting to the work of Rogers (1983), the SM is searching for potential candidates that can 

be considered to be the innovators. These individuals are explained to be very excited in trying 

new ideas and are therefore a perfect fit for the super ambassadors described. The lump, or the 

majority, is adopting new ideas at an average rate and the tail, or the laggards, can be considered 

traditional. The involvement can here be considered to not be similar to everyone and those 

who firstly are targeted are more likely to feel involved. However, is it is explained, it takes 

some time for everyone to jump on the train. When everyone is on the train, the feeling of 

involvement increases. However, there are additional descriptions of how the SM is involving 

people. Anyhow, it is explained that not all SMs are using this strategy when communicating. 

“… I believe my manager communicates with very many at once instead of focusing on a smaller 

group and communicate.” 

It is here described that the SM is communicating to everyone instead of focusing on a smaller 

group. The following extracts illustrate that everyone receives the same information regardless 

if they are affected by the change or not, which confirms that everyone is getting the message 

simultaneously. 

“My manager also assure that all of us GMs receive the same information, that we are doing it 

together so that there not will be any questions along the way but that we are standing together, I 

believe that is my manager’s strongest side, absolutely.” 

“If anything is happening in our factory then we all get it, it is not that the plant manager, for instance, 

provides information to other departments when it just concerns them, but the plant manager wants 

to have us involved as well.” 

“You never get involved for real in my department, but I still have received the information and that 

makes me feel involved.” 
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It is here illustrated that there is a high focus from the SMs to get their co-workers to feel 

involved. Especially the last extract shows that the SMs are trying to make everyone feel 

involved, even if they, in fact, are not, by distributing information about changes occurring in 

different divisions. This is thus contradictory to how another SM is explained to work initially 

during a change process where certain individuals are targeted. This shows that there is no 

defined way in how to communicate and involve individuals and that it is up to the specific SM 

to choose their own approach. However, when there comes a change initiative from the global 

organization, the feeling of involvement is explained to be undermined. 

“When it suddenly comes something from the global, that is when you can feel that you do not have 

anything to say about it. And if I feel it in my gut sometimes, that they have not even looked at our 

business, then I just can imagine how the operators are feeling…” 

It is here being explained that the manager in question does not feel involved when there are 

change initiatives directed from top management and that this feeling most certain is amplified 

for the operators. By describing that there is nothing to say about it, the feedback gets excluded 

from the communication process which thereby can be viewed as one-way communication (also 

referred to closed communication system) (Gillard & Johansen, 2004; Lunenburg, 2010). 

Furthermore, building relationships with others help to get support to change (Lichtenstein, 

1997) which the following extracts illustrate is achieve by having a dialogue. 

“… Then we also have had a good dialogue and we have ventilated a lot because we have had a 

close collaboration during many years.” 

“… My manager has a relatively good knowledge of us underneath, so I believe that my manager 

knows already when he enters that “well, now you probably will be troublesome but if I let you 

be…”.” 

“You often feel it pretty well, you kind of know your team, you know what will be accepted and 

not. Then you can prepare the why-arguments and sometimes it is that you see a win yourself and 

in such a big company like this, it is sometimes just about that this is what needs to be done and then 

it is hard to have good arguments but then I still try to find it, what vi can connect it to and what the 

wins will be for us so that we feel that we do it for our own sake on long or short horizon…” 

It is explained that there has been a close collaboration during many years highlights that the 

relationship has been developed. It is also mentioned that the SMs have a good dialogue with 

others which corresponds with the literature that emphasizes that the ability to listen is one of 

the most important and neglected communication skills (Lunenburg, 2010). 

 “It can still arise questions, but I believe that our strong side is that we have a very open 

conversation. The majority, or more or less everyone, dare to say what they feel and think without 

anyone is catcalling you…” 

“To be transparent… if I know things then I try to mention it as early as possible if it is not super 

confidential, I do not believe in keeping things for oneself, I am fairly open and tell things. Then I 

believe in engagement and involvement. So that people do not believe that there is any hidden 

agenda and then one does not know and understand but you put the cards on the table, this is how it 

is. It is not always it works but, in most cases, I would say it does, you can be fairly open.” 

It is here pinpointed that the SM is acting in a transparent way in order to meet questions that 

arise during the implementation of change initiatives. By having a dialogue, the initial sender 

and receiver of the communication swap these roles throughout the dialogue which highlights 

that communication is a dynamic process rather than linear. The fact that the initial sender must 

listen to input confirms this. 
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Several stakeholders should be involved in a change process, and a mixture of top-down and 

bottom-up is preferable (Dumas & Beinecke, 2018). It is explained that the most changes are 

directives from higher up in the organization. 

“… We are probably working a lot from the top and downwards instead of sometimes working 

downwards and up with the involvement. I do not know if we have gotten worse on it, I experience 

that we were better before, to make use of a force out there, that you think and want something, that 

you have a target up there, but now I experience that there is more that comes from the top and gets 

pushed down and then we develop (Swedish: “jobbar fram”) some kind of vision out of it […] sort 

of top-down, I would say we are working more as than the bottom-down principle”. 

The development of the change vision and the involvement in the process is described to be 

conducted top-down which signals that this is an area of improvement in order to get a better 

mixture which the literature emphasizes (Dumas & Beinecke, 2018). If the bottom-up process 

would have been used better, it is likely it would be easier for the SMs’ co-workers to relate to 

the change since they thereby get the ability to break the vision down. This phenomenon is 

described below, that the SMs believe that the GMs, or mainly the operators, not are involved 

as much as they should be. 

“I would say that we in the management team (Swedish: “ledningsgruppen”) are working with own 

change initiatives but I am not sure that we are bringing along GMs or maybe mainly operators. I 

am thinking that we should make use of that force more than what we are doing today. In the factory, 

it can be that we have a good idea and tons of initiatives, but we are not really bringing it along 

(Swedish: “vi får inte riktigt med oss det”).” 

Most often, people tend to prefer getting information from their direct supervisor that can link 

the global initiatives to the local level (Kelly, 2000). When it comes to the operators, it is 

explained that it is up to the GMs to involve them, not the SM. 

“It is how much I involve them… I often do so because I believe that they are those who possess 

that knowledge… I think it is easiest to do so, if they are participating then it is easier to implement.” 

GM5 

“There might be potential to improve. I think we need to involve the operator group and that is a job 

for both the GM and SM, to get that connection. I believe that we sometimes, of various reasons, 

partly because we have it as our DNA, that we should do it very fast and then we miss that important 

part. Because as a SM you think that, what changes it might ever be, and then one involves the GM 

and then we think for a while and then we do. You have a thinking curve, that you need to land in 

the change, I believe that one gets very limited for the operators, it just happens, and we might not 

always be that good in explaining why and then we miss the largest group in the change which we 

certainly have done in certain changes more than what it has been required to be. There we have an 

improvement potential, that they feel involved.” 

“If we should initiate changes, we can do those changes, ask them to drive the changes but we cannot 

get them to lead different initiatives that we should have during a long time. If we should get it to 

live, then we need to engage the operators considerably better than what we have made historically.” 

By letting the GMs communicate the changes to the operators, the SMs are allowing one more 

step in the communication process which increases the risk that the message is interpreted in 

an accurate way. However, it is understandable why this is so because there is a large group of 

operators. If the SMs were to communicate to them all, they would barely have time to do 

anything else. 

 



29 

 

4.1.3. Anchoring the Change 
Change leadership is an iterative process (Dumas & Beinecke, 2018) and to follow up change 

initiatives is fundamental, otherwise, the efforts are being wasted with no knowledge if the 

desired results have been reached (Lunenburg, 2010). It is also required to track the progress 

for the change in order to ensure that new routines, practices, or behaviours are being followed 

(Battilana, et al., 2010; Higgs & Rowland, 2005; Stilwell, et al., 2016). The literature 

emphasizes that leaders should seek feedback on changes in numerous different ways (Gilley, 

et al., 2009), which the following extracts confirm is the case. 

“It is mainly on our section management meetings (Swedish: “sektionsledningsmöten”) that we 

bring up those things and where we should say (Swedish: “och där vi ska flagga”) “now we are not 

keeping up with…”. But is it a change we are going to do in my line, then you might follow up when 

we are doing leader loops and such things. My manager is going in the leader loop and observing 

and then come back to me if something that was good or something that needs to be worked with 

has been seen.” 

“There is a leader loop where my manager follows me sometimes and is present and then my 

manager is with me and observing how I am running my daily meetings and comes with opinions 

on what I need to push on. And my manager always asks if I need any support and if I say that I 

need it, then I always receive it, I know that...” 

The follow-up is explained to be conducted in section management meetings when there are 

bigger changes where it is up to those involved to report the status. When there are smaller 

changes, the follow-up is being made through leader loops where the SMs are following and 

observing their GMs and getting back to them with feedback based on what they have seen. It 

is also explained that the SM is supportive when it comes to holding on to the changes. 

However, there is no regular follow-up with the operators from the SM’s point of view. This is 

a drawback since the involvement of feedback from everyone leads to continued support and 

cooperation. Furthermore, fixed talks and conversations about goals and development are used 

for constant follow-up. 

In order to maintain a change, it is required to continuously demand that the actions supporting 

the initiative are conducted (Stilwell, et al., 2016). The following extracts illustrate how the 

managers are acting to sustain changes. 

“It is a lot about demanding. To request that we not lose the way of working we have implemented. 

You must continue to be interested.” 

“… My manager is present to see that we do not fall back or drops the ball…” 

“My manager is very persistent, remembers things, request frequently, and does not let things go…” 

It is here explained that the understanding of continuing to demand exists and that one as a 

manager needs to keep the interest on a high level. If the manager’s interest instead would 

decrease, it is likely that also others interest in sustaining the change would increase which 

would lead to that the change is not maintained anymore. It is further explained that there is an 

understanding of why all changes should be maintained, even if they are tougher than others. 

”Sometimes you need someone that is on (Swedish: “någon som ligger på”) […] It is very good to 

implement a structure but then you just cannot only sustain what is a bit cosy but you must sustain 

what is tough and continue so that it does not fall back to the old. Because that is what you do not 

want, you have removed it for a reason, and it is often very good people that work with developing 

changes… I mean, Toyota would never have been leaders in the automotive industry if they had 

not… They were first with this and then they got a giant lead. That is proof.” 
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By taking Toyota as an example why it is important to maintain changes, this emphasizes that 

the understanding that it is important to keep up with the changes exists within the organization 

and if they are just letting go, there will not be any progress. Furthermore, it is explained that 

there is an understanding that all changes need to be maintained even if they are not that fun. 

4.1.4. Summary of Research Question 1 
It has been identified that the communication process is characterized by three phases; 

Explaining the Change, Getting Others Along, and Anchoring the Change. 

When there is a new change initiative, the SMs are described to Explain the Change. The 

identified themes in this phase were; 

• The SMs are showing to be willing to change and they want to understand the change 

themselves. 

• The SMs are described to communicate changes often in a clear manner, describing why 

the change should be made, and to bring forth the positive aspects of the change. 

• The SMs are using various communication channels, the predominant channel being 

verbal communication. 

Regarding how the SMs are Getting Others Along to the change, the feeling of involvement is 

described to decrease as further down in the organization one look. Furthermore, the following 

identified themes connected to this phase were; 

• The SMs assure to distribute information to everyone, even if everyone is not affected. 

• The SMs is focusing on developing a good relationship with the workforce and to have 

an open dialogue. 

• The SMs is described to have different approaches in involving people in the change: 

o One approach is described by focusing on a small group of individuals and 

gradually reaching out to the whole workforce. 

o Another approach that is used in involving people is to communicate to very 

many from the start.  

Anchoring the Change is the last identified communication phase with the following identified 

themes; 

• The SMs is explained to mainly follow-up change initiatives during specific meetings 

and leader loops. 

• The SMs is explained to holding on the implemented changes by being present and 

persistent. 

4.2. Research Question 2 
Research Question 2 is stated as following: What barriers to communication exist and how can 

insights about these communication barriers develop existing literature? Therefore, the 

communication barriers will be presented in this subchapter that is divided into three parts; 

Understanding, Requesting, and Time. 

4.2.1. Understanding 
Due to the previously presented positive aspects of Explaining the Change, it was also described 

that the understanding fall away when explaining the reason to change. Instead what that should 

be done and how it should be done is explained. This is thus contrary to the aforementioned.  
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“… I believe we are fast with what and how […]. And when one receives questions about why it is 

not always that we are able to answer it…” 

“… I can do it a little bit more so that they understand it themselves, namely the purpose. So that 

they can see “what is in it for me?”.” 

“… I could do it more. Painting up our challenges, our vision. I could have worked with it more, 

could have managed it harder. I could have put more time in assuring that everyone should see the 

vision. But I have been clear with what we should do, for instance, goals and expectations.” 

It is especially interesting that this first statement comes from the same interviewee that 

explained the SM’s strength is the ability to ask the question why a change should be made. 

This may indicate that there exists a problem in the communication process and it seems as if 

the SMs do not really know how the communication is being made according to these two 

opposite statements. Therefore, it can be considered as a barrier to the communication since it 

may obstruct the receiver’s understanding. 

According to the literature, co-workers should be aware of the vision and understand it since it 

improves the performance in the change (Baum, et al., 1998). This significate that there is some 

work to do in order to explain more than what that should be done to increase others 

understanding of it. Another interesting observation is that it mostly are SMs that are critical 

towards their own communication, describing that they could do it better to enhance others 

understanding. It is hard to determine if the SMs really need to improve their communication 

in order to get others to understand it better since the GMs did not express this as an issue to 

the same extent. Another factor that may contribute is that the SMs are self-critical or that the 

GMs believe that they have a full understanding when they, in reality, do not. 

The following extract points out that why a change should be made, what a change should 

include, and how it should be done not is communicated to a sufficient extent. 

”… What, how and why is what I would like to include all the time and maybe repeat them several 

times. Because those times we actually do so, that we have a good change and communication, then 

you should not forget that it must be repeated several times, partly because you forget and because 

you have not understood, or because there are new personnel. So, we need to repeat what, how, and 

why several times…” 

The lack of communicating these aspects are explained to lead to a lower understanding 

amongst the receivers. When these aspects are included, it is described that the change is 

understood better. Despite that, the knowledge seems to exists that the understanding is 

enhanced when the “why”, “what”, and “how” is included, it is interesting that it anyhow seems 

to be left out on various occasions, and one can just speculate about the reasons why. 

It has previously been explained that the vision is communicated very clearly. However, the 

vision should incorporate the future desired state (Fiol, et al., 1999; Kotter, 2011c) and it should 

be attractive to everyone (Senge, 1997). The following demonstrates that future desired state is 

included, but that the vision often describes the future state in a quantitative sense rather than a 

qualitative sense. 

“I believe that there often is a desired state included in quantitative sense, but not always in 

qualitative sense and a feeling we want to accomplish (Swedish: “en känsla vi vill uppnå”), but 

rather that we should reduce a numerical value, or that we should reach volumes, or whatever it may 

be. I believe that we are working a lot towards quantitative things. Sometimes we succeed to think 

the perfect factory or painting up a feeling to something that is a vision, which I think we should do 

more because it is more magnetic than just a number.” 
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Failing in communicating the desired state in a qualitative sense can make it harder for others 

to connect to why the change is being made or what effects it will have. Thereby, it is not 

perceived to be attractive to everyone, especially not those who many times perform the change 

and are furthest down in the hierarchy. Since a vision should be easy to understand, this lack of 

qualitatively describing the desired state undermines that. One can speculate that the reason 

why this is the case is that the SM receives directions higher up in the hierarchy that is connected 

to key ratios or numerical values and that they are failing to convert this into a picture of their 

own operation. However, it is explained that they are aware of the problem. 

Role perception concerns the knowledge an individual has of one’s own role. If this perception 

is low, communication will suffer because the individual will not know what to communicate, 

or when, or to whom (Lunenburg, 2010). The SM role is described to be very broad where 

several things should be done. It is also confirmed that they do not have an understanding of 

the operation and how it is for the operators.  

“It is a pretty divided role. You should be strategic, lead long-term, be operative, understand details. 

It is very many parts, leading functional and cross-functional. It can be a divided role. You do not 

have that deep knowledge and understanding for the operation. You do not know how it is for the 

operators. You should and must know when you should dig into the detail. A drawback is that you 

do not have that ability.” 

Having such a broad and divided role results in, as what is being described, that one does not 

get that knowledge of specific areas. In this case, the understanding of the operation and the 

operators’ situation is described to be compromised. According to the literature, this means that 

the communication is suffering because the SM does not fully know what to communicate, 

when to do it, or to whom (Lunenburg, 2010). By imagining that the SMs are not fully aware 

of the operation and how it is for the operators, it is no high guess that they fail in encoding the 

message in a proper way to get adjusted to the target audience, all due to lack of knowledge of 

the surrounding environment 

4.2.2. Requesting 
It has been described that there is an understanding among the workforce that changes must be 

demanded in order for them to settle. When it comes to implementing new ways of working, 

however, it is addressed that these changes are the hardest to maintain. 

“… When we have change projects that are about implementing new ways of working, from time to 

time we have problem with that the change will not be permanent but it will be a temporary vitamin 

boost (Swedish: “vitamininjektion”), but then we do not get the permanent effect that we want. It is 

mainly when you are trying to implement new ways of working and methods, but on the other hand, 

if you are implementing a more technical investment, then we often get a long-term effect…” 

The changes are here explained as they become a temporary boost rather than a long-term effect, 

which the case instead is if a more technical change is introduced. This indicates that more 

requesting needs to be made in order to maintain the change. The following extracts describe 

this phenomenon further, that many changes are falling back to the old. 

“Some changes are falling back to the old. It depends on how many changes you implement at the 

same time. It has a lot to do with how I as a manager is out there questioning. If I continuously 

request and if I endure doing so, eventually the change is sustained (Swedish: “tillslut sitter 

förändringen”). But if I let it go for a while then I can see that it is falling. […] Even though I think 

that “God, now we have been doing this for a very long time” the operators are maybe not perceiving 

that it has been established. So it is sort of about enduring. And if we endure to drag it for a long 

time, then it gets fully established.” 
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“I would not say that it fully goes back to the old because we are, according to me, pretty good in 

implementing it but I believe that the adherence maybe is 50%. […] I believe that it during nights 

and weekends surely are many that do not care and that we should need to become better at, to hold 

on… Because I notice in my leader loops and such activities when things do not work. Then we take 

it up again and train a bit, but we do probably not succeed in holding up and take a step change. So 

it goes up a bit and then it falls down a bit. But I would not say that it completely disappears because 

we still are pretty good in follow up things that we implement through leader loops and such things.” 

The literature emphasizes that if new routines, practices, or behaviours connected to a change 

is followed must consistently be evaluated (Battilana, et al., 2010; Higgs & Rowland, 2005; 

Stilwell, et al., 2016). These quotations illustrate that when there are many change initiatives, 

the time is not sufficient, and initiatives are more easily being let go. Consistency in requesting 

is here addressed to be the problem. How well change initiatives are sustained is also described 

to depend on how many changes that are implemented during the same time. In line with what 

already has been presented, the change has a higher chance to be sustained if the manager 

endures requesting which is in line with the literature (Stilwell, et al., 2016). If the manager, 

however, reduces the demanding for some time, the sustaining is described to drop. 

It was previously explained that the manager has a lack of knowledge of the operators’ situation. 

Another example is described here, where the manager believes the change is fully sustained, 

even though the operators down in the hierarchy may not feel that the change has been anchored 

yet. This illustrates that the managers lack knowledge of the operators’ situation. However, the 

first extract proposes how more changes can be maintained. 

“To keep holding on when we have done all of our activities, if we might be too fast with saying 

that it is finished, then we probably should say that we need to put another month and train one more 

time. And we do not do this until it has gone down a bit again and we realize that we did not get the 

effect we wanted. We could have done it proactively.” 

“I believe that we are underestimating the change [...] We think that we have trained once with 

everyone, now it is settled. But it is not.” 

Although this proposal is stated, it is described that the managers are not following it despite 

the knowledge. There is no reason explained to this phenomenon but according to previous 

extracts, it is probably no wild guess that time plays a major role why there is not any proactive 

work in is securing and sustaining changes. 

Follow-up is explained to be executed properly at the beginning of a change effort but that it 

can be scaled down as time continues. When this happens, the SM is there and requests the 

follow-up to be made. 

“… It is often like this in the beginning, that it is sort of a “Hallelujah” atmosphere, or just when 

things have been started and that is fun, it can change one’s work-day a bit and then it gets fun to 

work again but after two months then it can be a bit boring and do I need to follow this up? Is it 

really that important? But there I think, then my manager is on us, especially if my manager is into 

it him/herself.” 

As it is being described, when a new change is going to be implemented, it receives a lot of 

attention and people are willing to work with it. However, is it explained that this positive 

feeling diminishes as the change goes on, but then the SM is described to step up and getting 

others to keep following up. Contradictory to this reasoning, the following quotes describe that 

the follow-up on a longer horizon is an area of improvement which indicates that the SM may 

not step up and getting others to keep following up the changes to a sufficient extent. 
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“We can get better in following up on a longer horizon, what effect the change has had. There we 

do not have any really good, maybe process, to follow up […] I mean that there are no systematic 

process to do a follow up that should show if we have had any long-term lasting improvement from 

a change project…” 

“… I would not say that there are too many things but that you would need a clearer plan. […] 

Sometimes one could have a longer horizon in how you plan the change, what should we do when. 

That the original plan can be better.” 

Regarding that the follow-up is lacking on a longer horizon, the focus of the follow-up is 

furthermore described to be on what that have been implemented latest. 

“During change, the follow up is mostly made through leader loops. Then it always is what we have 

implemented latest, or I mean, that is what the focus is on…” 

When combining these three quotes together, it becomes clear that by mostly focusing on the 

latest implemented changes, the follow-up on a longer horizon is not given as much time and 

gets compromised. The lack of having a sufficient plan is another contributing factor that 

decreases the persuasiveness to follow up in the long term. Regarding that the change processes 

are perceived as less fun to work with as time pass by, as previously stated, can also be 

considered to be a source of this phenomenon. Additionally, to increase the follow-up on a 

longer horizon, the following extracts describe that there are other things to improve when it 

comes to follow-up. 

“Certain changes are followed-up more than others, depending on the nature of the change. I believe 

that we have a job to do in the change cycle, to follow up more. There are more to do there, to better 

keep track of what the change really gave and what it did not give, there is a gap there in my world. 

We implement and then we have implemented but what effect did we get? There we can become 

stronger.” 

“Where we have a big improvement potential, it is the follow-up, the measured effect and to be long-

term in the improvement work, there we can make a difference compared to what we are doing 

today…” 

“… I am trying to have clear milestones so that we in some way can tact (Swedish: “takta”) because 

otherwise, it is easy for changes to run out in the sand because you do not have anything clear to 

measure against. What I could be better at is to, already from the start, set the goal and how we 

follow-up. To just force us to do that last bit, have we reached what we wanted, do we need to do 

anything more or are we finished, or do we just need to make it clear one more time.” 

Regarding that what effect a change has had often is missing, it leads to the question if changes 

just are implemented just because they should be implemented and that there really is no plan 

why they should be implemented. Building on this, it feels as if there are too many change 

initiatives, or at least to many changes during the time giving which leads to that the quality of 

them rupture and the change effort can be considered wasted because there is no knowledge 

about what that has been achieved (Lunenburg, 2010). The following extract pinpoints the 

problem that changes are being implemented without really having a plan for what they should 

lead to. 

“It is more like “check, now we have rolled out that, check now we have rolled out that” but what 

effect we get from it, I believe that we are not so good at that.” 

Furthermore, it is described that this lack of follow-up results in problems. An example of this 

phenomenon is here being illustrated. 
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“… We received an initiative that we should implement position ownership on a particular line. 

There it was open how we should do it and then we made it to a certain degree but the question if it 

gave an effect did not come but then we implemented position ownership but we have maybe not 

accomplished anything rather than we have a board with who that is what but that follow-up is 

missing, what effect have we got? And then we have checked off that we have position ownership 

but what else than do we have other than that we have said that we have position ownership?...” 

This extract confirms that many changes are being made just because and that there really is no 

plan, or that the plan with the change is forgotten or put away. It is a perfect example of wasting 

a change effort because it is explained that nothing is achieved but a board with some text. 

Building on with this reasoning, it is also explained that the changes are considered finished too 

soon when there, in reality, needs to be more follow-up activities. 

“… I believe that we are pretty fast in finishing and feel that we have done what we should do and 

that we have done a good job but in fact, we really need to do follow-up activities, and I guess that 

one is not that good on it.” 

This is in line with the previous reasoning, that changes are considered to be settled too soon 

and the follow-up is removed. When the sender fails to influence the receiver in the intended 

way it leads to a communication breakdown (Kelly, 2000). The following extract from an 

operator illustrates this phenomenon. 

“I do not experience that we have a clear follow-up. But our opinions are requested but we do not 

really have the understanding (Swedish: “vi är nog inte med i svängarna riktigt”)…” 

Follow-up is explained to not be clear but what is of higher interest is that the SM is requesting 

feedback from the operators even though the operators do not feel that they have a sufficient 

understanding. This goes without saying, that if the operators do not have the required 

understanding to provide accurate feedback, it can be considered useless. Whether the SMs 

know that the operators do not have the understanding or not remains unanswered. Another 

possibility is that the SMs are aware of that the operators do not have the understanding but that 

they even though are requesting their feedback to make them feel more involved. 

4.2.3. Time 
Another barrier that can be considered connected to both the Understanding and the Requesting, 

is limited time that was addressed by several interviewees to impede the understanding of a 

change. 

“…That time frame might be a bit short, which sometimes leads to that the GMs not always are 

drawing in the change (Swedish: “landar i förändringen”) and then they should be the messenger of 

a change they maybe not always have drawn into themselves (Swedish: “själva landat i”)...” 

“I believe that there often is a very short acclimation time for those who many times perform the 

work.” 

“I believe that sometimes, the time it takes for everyone to jump on the train in the change is 

underestimated. […] We can also be a bit too optimistic and that you need to allow more time to 

implement the change.” 

The literature emphasizes that the acceptance and support of a change are affected by others 

understanding why a change should be made (Green, 2004; Rousseau & Tijoriwala, 1999). It 

is here explained that this is compromised due to limited time. Lunenburg (2010) address that 

individuals need time to adjust to changes. This further highlights the need for allotting more 

time to the change efforts in order to make it possible for others to fully understand. 
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Regarding that the GMs not always have the time to understand the change affect the 

communication process negatively, especially since they are supposed to forward the message 

to the operators. If the GMs do not understand the message themselves, one can just imagine 

what the operator’s understanding of the change will be when the message will be further 

transmitted. This demonstrates that the SMs are not receiver-oriented which is a major reason 

to communication breakdown (Kelly, 2000). During the initial communication between the SM 

and the GM, it is important that the GM, as the role of receiver, fully understand and properly 

decodes the message in order to forward it further down in the organization. One interviewee 

even explained that the understanding is worse furthest down in the hierarchy, for the operators, 

who are described as they are not provided with enough time to understand the changes, which 

confirms this phenomenon. 

“In general, I would say, that you maybe not understand how it goes all the way down to the 

operators. […] For me a change is initiated the first time I hear it in a meeting. Then my manager 

already has heard it long before together with the management team (Swedish: “ledningsgrupp”) 

and it can have been 2 months before. Then they begin talking to us, and then we have a process 

where we not always, it is not always that you stand up and cheer and jump for all stuff that should 

be changed and so on. When it finally comes down to operator level, then there most often is very 

short time left before it gets implemented and they rarely get this acclimation phase and maybe not 

have the time to understand what improvements it brings with it and why we are doing it. Sure, you 

try, but it is tough […] to get it out to everyone and so it can actually be that we miss some sometimes 

and then there is someone who heard or understood very little of the new way of working…” 

The SMs are described to not understand what the communication process looks like all the 

way down to operator level and how they receive the change, which also has been exemplified. 

This is regarded as a legitimate statement since the SMs have been described to majorly 

communicate to their GMs who thereafter informs the operators. It is also explained that the 

time a change resides on each level in the hierarchy before it is being communicated is very 

long that shortens the time to process it all and get an understanding for those lowest in the 

hierarchy. Furthermore, it is explained that the GMs receive limited time to do different things 

which leads to that they are being forced to compromise. 

“…It is not always that there is a lot of time for us to do things when things happen […] Then it gets 

stressful instead and you feel that it maybe not gets as good as you want sometimes because you are 

in a hurry with everything… You keep stressing and hurrying and you may miss things that you in 

hindsight remember: “that we should have had included”. It gets that you bake it all together 

(Swedish: “Det blir att man bakar ihop det” because it should get out fast and then there is a risk that 

you miss things because it gets stressful and that you have short time…” 

“I believe that we are losing in anchoring the change on the base level. Sometimes I believe that the 

GMs just gets the dirty work (Swedish: “få det i knät”).” 

”We must improve our methods of prioritizing. We are pumping in too much work tasks that we do 

not have the time to do them all. It results in a mediocre and partly inefficient job.” 

As it is being described, time pressure can lead to that important things are being missed. It is 

explained that this drawback not always is due to the SM, but it seems as it happens occasionally 

since a SM had the insight there were problems with anchoring the change further down in the 

organization. The phenomenon that the SMs actually are aware of the problem is interesting, 

but why they are not dealing with the problem remains unanswered and is left to speculation. 

One interviewee even state that there is a too large amount of initiatives that should be managed 

with the time given which leads to a mediocre job due to the limited time. However, it seems 

as if nothing is being made in order to change it to the better. 
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Another weakness related to time is described to be that the SMs are committed to doing very 

much. This implies that certain change efforts get compromised, which the following extracts 

emphasize. 

“I think that one of our weaknesses is that we have a very high tempo ourselves and want to drive 

through incredibly much. I believe we are too fast so much that much cannot consolidate before we 

already are on the next. So our upturned tempo, that it gets a bit fitful sometimes.”  

“I guess it gets a bit upturned by us. I believe that we could brake more if we would reflect on it but 

there is a lot of input from different directions. I think the SM role, it is both fun and difficult, that 

it is that broad and you get input from lean, economy, finance, HR, from everyone, and then you are 

expected to implement very much and then I believe that we sometimes are a bit upturned in all that 

and maybe not always assure that things get settled and take one at a time and make it land properly.” 

The willingness to do much is of course good. However, it can lead to that various change 

initiatives do not receive enough attention since there are many other things to do. It is explicitly 

described that this leads to that changes do not get the time to get fully settled before the SM is 

moving on to the next project.  

4.2.4. Summary of Research Question 2 
Three barriers have been identified to compromise the communication process; lack of 

Understanding, lack of Requesting, and lack of Time. 

The main identified themes when it comes to the lack of Understanding were: 

• The SMs are not explaining the changes well enough. This implies that others do not 

fully understand the changes. 

• The SMs do not have a full understanding of the operation. This implies that the SMs 

are not able to link the changes to the local level. 

• The SMs awareness of others’ perspective is described to be lacking. This implies that 

the SMs are unable to frame the message in a way that gains others interest and 

acceptance. 

Regarding the barrier of insufficient Requesting, the main identified themes were: 

• The SMs are perceiving changes to be fully settled too soon. This implies that they must 

go back and invest more resources to sustain the change, instead of doing this 

proactively. 

• The SMs are mostly focusing on the most recent change initiatives. This implies that 

older initiatives tend to fall back and that there often are a temporary boost instead of a 

permanent effect. 

• The SMs are not identifying what effect a change effort has had. This implies that the 

change effort can be considered wasted. 

Time was the last identified theme. This barrier is consisting of both the Understanding and the 

Requesting barrier, but since time explicitly affected these barriers in a certain way, it was 

identified as a separate barrier. The main identified themes concerning the barrier limited Time 

were: 
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• The SMs are underestimating how much time that is required for different changes. This 

implies that others understanding and the quality of the change itself gets compromised. 

• The SMs are communicating changes too late. This implies that others do not have 

sufficient time to understand the change. 

• The SMs are committed to managing considerable many change initiatives. This implies 

that they are moving over to the next change too soon and the change does not get fully 

settled. 

4.2.4.1. Proposed Communication Model 

Lunenburg (2010) explains the communication procedure as a straightforward process where 

the communication travels from the sender to the receiver. According to Barrett (2006), the 

manager needs several skills in order to be an effective communicator that require an interaction 

between the sender and the receiver. What the results in this study suggest is that the 

communication process can be viewed to be more dynamic than what is illustrated by 

Lunenburg (2010). There are lots of information being transmitted from both the sender and the 

receiver, who thereby swaps role throughout the communication process. Furthermore, the 

identified barriers to the communication during organizational change highlights this dynamic 

in the communication process. A proposed communication model based on the results in this 

study is illustrated in Figure 6 below. 

 

Figure 6 - Proposed Communication Model 

The foundation of this model is based on the communication process illustrated by Lunenburg 

(2010). This proposed model incorporates all but one communication elements as Lunenburg’s 

model that consists of Sender, Message, Receiver, Feedback, and Barriers. However, Channel 

has been chosen to not be included in the model since. Instead, Channel is seen as a part of the 

Message. The barriers included in this model are however divided into the three identified 

barriers; Understanding, Requesting, and Time instead of grouping them together. 
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In this model, the barriers are represented by round shapes in the model while the four remaining 

communication elements are illustrated by rectangular shapes. The arrows connected between 

each communication element illustrates that the communication process can travel in any 

direction. This has been exemplified by that the Sender (SM) has a dialogue with the Receiver 

(GMs and operators) and that they thereby swap roles. This has signalized that communication 

is a dynamic process and communication can come from any direction. Furthermore, the model 

consists of an arrow connecting the Sender to the Receiver without any room for the Message 

or the Feedback. This connection aims to illustrate how a global change initiative is being 

communicated, where there is no room for affecting the communication process in any way. 

This aim to illustrate a one-way communication process. 

The lack of Understanding has been expressed to be a barrier to both the Sender (SM) and the 

Receiver (target audience) and is therefore illustrated as an overarching barrier affecting every 

element of the communication process. The lack of Requesting has been identified to be a 

barrier from the Sender’s (SM’s) point of view and is therefore the link between the Sender to 

both the Message and the Feedback. Finally, Time has been identified as a barrier characterized 

by that the Sender (SM) underestimate the time and that the Receiver has limited time to 

understand changes. This barrier is therefore not connected between any of the communication 

elements but rather directly connected to the Sender and the Receiver.  
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5. Discussion 
This chapter presents a discussion of the results of this thesis. First, the theoretical contribution 

is discussed, followed by the implications with this study. Lastly, suggestions for future studies 

are discussed. 

5.1. Theoretical Contribution 
Several scholars state that change leadership theory needs a new perspective (Appelbaum, et 

al., 2012; Dumas & Beinecke, 2018). This thesis has identified three phases the leadership 

communication goes through when communicating change in an organization. These phases 

have been identified to be Explaining the Change, Getting Others Along, and Anchoring the 

Change.  Furthermore, three communication barriers interfering with the communication 

process have been identified; lack of Understanding, lack of Requesting, and lack of Time. 

Furthermore, this paper has proposed a communication model based on the findings. This 

model is viewing the communication process as a dynamic model rather than linear. It is argued 

that this better illustrates what the actual communication process looks like where the role of 

Sender and Receiver are fluctuating during the communication process. There are however no 

new concepts introduced in the model but the interaction between the communication elements 

follows a new perspective. Previous literature argues that a leader must be a good listener 

(Barrett, 2006; Lunenburg, 2010) which contributes to the accurateness of that the 

communication model, in reality, is more dynamic than linear. 

Although the proposed model fills a gap in the literature by providing a dynamic 

communication model consisting of identified barriers, more research is required in this area. 

It is however believed that this thesis is a good foundation to start from in developing such a 

model but also a great tool for managers to use in order to enhance their communication during 

organizational change. The model could also be suitable for leadership communication in 

general, but this has been out of the scope of this thesis and needs to be further investigated. 

Before applying the model, conducting a pre-study and investigating the specific setting is 

recommended since the characteristics of the model are based on a case study with a specific 

setting. It is also worth mentioning that different barriers may be identified in another 

environment, the interaction between the communication elements may differ, and the barriers 

may be found to be more properly connected to more, less, or even other elements. 

5.2. Implications 
The study has focused on and investigated the perceived leadership within an organizational 

environment characterized by change. Due to this subjectivity, different interviewees may have 

different perspectives on the same leader and assess the leader’s actions differently based on 

their previous experiences. Therefore, adjustments of the results may need to be made in order 

to better match the characteristics of other organizational environments.  

The basis for this thesis has been to analyze SMs and this role has been found to be very broad. 

As explained in Chapter 4, having such a broad role hinders the understanding of others 

situation and the operation itself, which may lead to that the communication does not get as 

clear as it could have been if the knowledge would have been better. However, changing the 

way of communicating will require much effort. This may initially lead to reduced work rate 

due to the change of how managers communicate and that they feel insecure of their 

communication approach. 
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The lack of understanding was found from both the Sender’s (SM’s) and Receiver’s (GM’s and 

operator’s) perspective, but the lack of understanding was described to be based on different 

causes depending on what role that was investigated. The SMs were identified to not have full 

knowledge of neither other’s situation nor the operation itself. To overcome this barrier, the 

SMs could develop different communicational skills such as empathy, which is described as 

the ability to be aware of someone else’s perspective, which is a major barrier to communication 

(Lunenburg, 2010). Another suggestion is that the SMs should spend be present in the operation 

even more to develop the understanding of both others’ perspective as well as the operation. 

This requires more time, which has been addressed as a main barrier to the communication and 

is therefore discussed later. 

Regarding that the GMs and operators do not get a full understanding of the changes, this could 

be overcome by being more engaged in the communication and to not be afraid to be honest if 

they need additional explanation. However, there might be several factors contributing to that 

this engagement is not made to a sufficient extent. Power and culture play a significant role in 

this for instance, but these aspects are out of the scope of this study and need to be investigated 

further. Kelly (2000) state that information is more likely to be remembered when 

communicating by presenting information in a story format. This insight could be used to 

increase other understanding, by learning how to use storytelling when communicating 

changes. 

This study has highlighted that SM’s are not Requesting changes to be followed-up and 

sustained to a sufficient extent. It is identified that the SMs are rushing change process to the 

finish instead of letting them settle fully. This could be overcome by listening more to those 

who actually perform the change and to get a feeling if they are considered the change to be 

settled. Another way to assure that changes are sustained is to provide rewards and celebrations 

(Gocsik & Barton, 2014; Stilwell, et al., 2016). Even though rewards and celebrations have 

been out of the scope of the study, it has been addressed that it is made in the organization but 

not to a sufficient extent, especially not for the operators. 

Finally, limited Time has been addressed as a barrier to the leadership communication. Due to 

the vast part of tasks managers often are entitled to do, it may be hard to allot more time in 

focusing on communication. After all, communicating changes is a part of the job even though 

that communication concerns a large part of the day-to-day activities (Kelly, 2000). To cope 

with this challenge, the role description may need to be evaluated in order to create more time 

for necessary activities regarding communication. This leads however to the question about 

who that should perform the removed activities. Another suggestion is to add a supporting 

function that can help the SM with several activities, which releases more time that instead 

could be invested in improving the communicating processes. 

When it comes to the proposed communication model, managers must be aware of their own 

organizational environment and assess if the model can be applied. After all, it is based on the 

specific environment distributed by the case company AstraZeneca and implications may 

therefore occur when using this model somewhere else. It is however suggested that the model 

is a good starting point and can be used as a guideline in assessing another organizational 

environment. 
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5.3. Future Research 
This study has aimed to provide a new perspective on leadership during organizational change 

by focusing on communication and identify barriers to this communication. However, to get a 

holistic evaluation of the leadership communication, more aspect needs to be further 

investigated. In this study, it has been found that culture, motivation, and values in addition to 

communication play a major role in the leadership during change management. Because the 

scope of the thesis has been communication, these aspects have therefore not been further 

investigated and is a suggestion to future studies to continue evaluating the change leadership 

with these aspects. It would be interesting trying to incorporate the proposed dynamic 

communication model into a change leadership perspective and all aspects that thereby comes 

into consideration. There is however no suggestion in how this could be achieved. 

It was expressed that the Swedish operations of the case company were not as good at 

celebrating successes and rewarding as other operations in different countries are. Since culture 

was out of the scope of this thesis, this phenomenon could be investigated further by analysing 

the culture within companies residing in several different countries in order to see what it is that 

characterizes a culture where celebrations and rewards are present. Another expression the 

study found was that the rewards were majorly lacking to the operators. If this was based on 

that the GMs receive more rewards or if the operators simply require more rewards to feel that 

they get the same attention remains unanswered and is another interesting future research 

subject. 

Furthermore, several interviewees mentioned that shift work obstructed the communication to 

the operators. It was explained that this affected more or less all aspects of the communication 

process, from the understanding to the follow-up. This has also been out of the scope of the 

study and needs to be investigated further. However, it would have been interesting to assess 

how communication with shift-workers could be enhanced. Another interesting aspect 

regarding shift work is to investigate if the proposed dynamic communication model would 

result in another configuration if this aspect would have been included. 

The findings of this study are entirely based on interviews and survey responses. To validate 

the correctness of the results in this thesis, observations could be made in the future to ensure 

that the described communication process actually exists and that it not is based on what others 

think exist. Another possibility to strengthen the results is to conduct this study in a different 

setting than the case company AstraZeneca has offered, to ensure that the results are not specific 

to the case company and the specific division that has been analysed. 

As mentioned, the study focuses on a small group of SMs and to validate the findings, more 

studies need to be made in this area. However, the findings present interesting results where the 

SMs seems to be contradictory whether they are explaining why a change should be made. To 

determine why there are different opinions about how the communication process is handled 

by managers is another interesting area to investigate in the future. One orientation in this 

direction could be to analyze why the same interviewee replied to similar questions in the direct 

opposite way. 
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Since the thesis has had its focus on the SMs, that are in the middle of the organizational 

hierarchy, future research could analyse different levels in the hierarchy. It would have been 

interesting to assess what impact top management have in communicating change as well as 

analysing it from the operators’ perspective, who are at the bottom of the hierarchy. What 

maybe would have been of greatest interest would have been to, based on the proposed model 

in this study, develop other models for the respective role and assess and analyze the 

differences, if any are found. 

As described in the study, the linear model of the communication process has received a lot of 

attention. In this thesis, it is argued that there is a need for a more dynamic model of the 

communication process and therefore a dynamic model is proposed. This model has already 

been discussed, but the importance to further build upon the model remains. A suggestion for 

future studies is to conduct a similar study and develop a dynamic communication model. 

Thereafter, it could be compared to the model presented in this thesis. Another suggestion is to 

build upon the proposed model and integrate the communication phases Explaining the Change, 

Getting Others Along, and Anchoring the Change.  
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6. Conclusion 
This chapter wraps up the study and presents the conclusion of this thesis by answering the 

Research Questions. These are answered in numerical order. 

6.1. Research Question 1 
Research Question 1 was stated: What different phases in the communication process exist 

during change management? By proceeding from AstraZeneca representing a typical company, 

it has been found what different phases the communication process for a company consists of; 

Explaining the Change, Getting Others Along, and Anchoring the Change. 

6.2. Research Question 2 
Research Question 2 was stated: What barriers to communication exist and how can insights 

about these communication barriers develop existing literature? Based on the identified phases 

in the communication process, three communication barriers were identified; lack of 

Understanding, lack of Requesting, and lack of Time. Additionally, a dynamic communication 

model consisting of these identified communication barriers and previously identified 

communication elements was proposed.  
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