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Abstract  
In today’s turbulent business environment, an increasing number of businesses and 
organizations are finding themselves confronted with a crushing pressure to constantly reinvent 
themselves. Given such a business environment, coupled with high stakes and fierce 
competitiveness, it is quite unsurprising that most change efforts are reported to fail. Change 
communication, or rather the lack thereof, has been pointed out as one of the most important 
reasons. In recent years, many scholars have started to differentiate between participatory and 
programmatic change communication, elicited by a reconceptualization of change as 
continuous and emergent rather than episodic and planned. Participatory and programmatic are 
two diametrically different ways to approach change communication, and thus, they each 
require different tools, techniques and strategies. Several scholars have called attention to the 
shortage of tools, techniques and strategies suitable for participatory change communication in 
particular, however, empirical research remain scarce.  
 
At the same time, the data revolution is right upon us. Businesses that fail to harness the true 
potential of their data see themselves outcompeted by those who do. Even though data since 
long has been prophesied to transform management altogether, it is only in recent years that its 
application within the various subfields of management research has received serious attention 
by academia. However, the application of data in change management in general, and change 
communication in particular, has largely been left unaddressed.  
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In this thesis, we are exploring the role of data in the context of change communication through 
a case study at Skanska Rental, one of Sweden’s largest construction equipment rental 
companies. We delimit our study to only treat one of the most important aspects of data-driven 
communication; namely, data visualization. Our findings indicate that data visualization can 
facilitate change communication by encouraging it to be participatory. In particular, we find 
that data visualization has the merit of enthusing its audience, aligning the perception of the 
current state of affairs, reinforcing a data-driven culture, and facilitating interpersonal 
communication. We also call attention to three important considerations; (1) the 
democratization of data requires transparency trade-offs, (2) data visualization cannot replace 
interpersonal communication, but at most facilitate it, and (3) communication, although one of 
the most important, is not the sole precursor of successful change. We conclude our thesis by 
addressing the practical and theoretical implications of our conclusions, and lastly, by 
suggesting directions for future research in data-driven change communication.  
 
Key-words: change readiness, data-driven change communication, participatory change 
communication, visualization, data-driven organization, Power BI 
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Sammanfattning 
I dagens turbulenta omvärld utsätts företag och organisationer för ett ständigt förändringstryck 
som inte visar några tecken på att avta. Givet ett sådant klimat, där mycket står på spel och där 
konkurrensen är förkrossande, är det inte förvånande att de flesta förändringsinitiativ 
misslyckas. Förändringskommunikation, eller snarare bristen därav, har ofta pekats ut som en 
av de viktigaste orsakerna till detta. På senare tid har många forskare börjat göra skillnad mellan 
två olika typer av förändringskommunikation: deltagande respektive programmatisk. Att 
betrakta förändringskommunikation genom denna dikotomi har föranletts av en ny syn på 
förändring i stort; snarare än att se förändring som episodisk och planerad har många forskare 
istället konceptualiserat förändring som kontinuerlig och framväxande. Olika tekniker, verktyg 
och strategier lämpar sig olika väl för de två olika typerna av förändringskommunikation. 
Många forskare har varnat för en bristande förståelse för i synnerhet de tekniker, verktyg och 
strategier som lämpar sig för den deltagande typen av förändringskommunikation.  
 
Under de senare åren har det förändringstryck många företag och organisationer står inför 
snarast ökat i styrka på grund av den datarevolution vi befinner oss mitt upp i. Trots att det 
sedan länge har förutspåtts att data har potentialen att vända spelplanen för företagsledning upp 
och ner, så är det bara på senare år som ämnet har åtnjutit företagsledningsforskningens fulla 
uppmärksamhet. Däremot finns det fortfarande ett underskott på akademisk forskning som 
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adresserar hur data kan användas inom förändringsledning i allmänhet och 
förändringskommunikation i synnerhet.  
 
I denna masteruppsats utforskar vi den roll som data kan spela inom 
förändringskommunikation. Vårt empiriska material inhämtar vi genom en case-studie hos 
Skanska Rental, ett av Sveriges största uthyrningsföretag inom byggbranschen. Vi avgränsar 
vår studie genom att endast behandla en utav de viktigaste aspekterna av data-driven 
kommunikation, nämligen datavisualisering. Våra resultat indikerar att datavisualisering kan 
underlätta förändringskommunikation genom att göra den deltagande. I synnerhet finner vi att 
datavisualisering har potential att entusiasmera dess publik, linjera bilden av nuläget, förstärka 
en data-driven organisationskultur och fungera som en utgångspunkt för mellanmänsklig 
kommunikation. Vi identifierar också tre viktiga reservationer mot denna slutsats; (1) 
demokratisering av data fordrar ställningstagande gällande transparens, (2) datavisualisering 
kan inte ersätta mellanmänsklig kommunikation, och (3) kommunikation, om än viktig, är inte 
den enda förutsättningen för framgångsrik förändring. Vi avslutar vår uppsats med att adressera 
de praktiska och teoretiska implikationer som vår slutsats resulterar i, samt föreslår inriktningen 
för framtida forskning inom data-driven förändringskommunikation.  
 
Nyckelord: förändringsmognad, data-driven förändringskommunikation, deltagande 
förändringskommunikation, visualisering, data-driven organisation, Power BI 
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1 Introduction 
In this chapter, the reader is introduced to the background of the thesis and the motivation for 
conducting it. The chapter covers the background, problematization, purpose, research 
question, delimitations, contribution and disposition of the thesis.  

1.1 Background 
As markets grow increasingly competitive, driven by seemingly unceasing globalization, 
deregulation and technological advancements, businesses and organizations struggle to keep 
up with the constant change that is required of them (Beer & Nohria, 2000; Burnes, 2017; 
McKay, Kuntz, & Naswall, 2013; Parry, Kirsch, Carey, & Shaw, 2014). Even though the need 
for constant change seems unflagging, the nature of that need is often unpredictable, complex 
and sometimes even contradictory; ushering many change efforts to be reactive, radical, rapid, 
and large in scope (Gordon, 2000; Todnem By, 2005). Given this turbulent business 
environment that many organizations find themselves in, coupled with high stakes and fierce 
competitiveness, it is quite unsurprising that most change efforts are reported to fail (Beer & 
Nohria, 2000; Jorgensen, Bruehl, & Franke, 2014; Kotter, 1995; Parry et al., 2014), even ending 
in outright organizational crisis (Probst & Raisch, 2005). As empirical evidence has made it 
painfully clear that as few as one in three change efforts succeed (Keller & Aiken, 2008; 
McKinsey & Company, 2008), many researchers have sought to elucidate the antecedents of 
successful change (Rafferty et al., 2013). Among a wide range of possible antecedents, the 
recipients of change and their attitudes towards it is often emphasized as one of the most 
important (Bouckenooghe, 2010; Miller, Johnson, & Grau, 1994; Rafferty, Jimmieson, & 
Armenakis, 2013). Such attitudes have been described using many different epithets (e.g. 
resistance to change, commitment to change, openness to  change, acceptance of change, or 
coping with change), however, change readiness emerges as one of the most commonly used 
(Bouckenooghe, 2010; Rafferty et al., 2013).  
 
Many scholars have linked negative attitudes towards change with change agents’ oversight of 
communicating a consistent and credible change message (Allen, Jimmieson, Bordia, & Irmer, 
2007; Armenakis & Harris, 2002; Elving, 2005; Frahm & Brown, 2003). Even though there is 
a broad agreement among scholars that effective change communication is key to successful 
organizational change, the relationship between communication and change has been accused 
of often being oversimplified (McClellan, 2011). In particular, since change traditionally has 
been conceptualized as an episodic event, rather than continuous, change communication has 
been viewed as monological rather than dialogical (Frahm & Brown, 2003; Russ, 2008). This 
kind of change communication is often labelled as programmatic (Russ, 2008). In recent years, 
scholars have instead advocated a model of change communication that affirms organizational 
change as uncertain and emergent (Allen et al., 2007; Matos Marques Simoes & Esposito, 2014; 
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McClellan, 2011). When subscribing to such a conceptualization of organizational change, 
communication is no longer seen as a one-way transmission of a message, but rather as a 
collective construction of meaning (Matos Marques Simoes & Esposito, 2014). This kind of 
change communication is often labelled as participatory (Russ, 2008).  
 
Differentiating between programmatic and participatory change communication also requires 
a differentiated view on the channels and strategies through which the change message is 
crafted and conveyed (Russ, 2008). In the context of programmatic change communication, 
channels must allow persistent transmissions and strategies must accommodate for the “selling 
and telling” of a consistent message to a broad audience (Russ, 2008). In the context of 
participatory change communication, channels must allow dialogical conversation and 
strategies must accommodate for active participation by multiple stakeholders (Russ, 2008). 
However, even though a number of studies has addressed the need for new approaches suitable 
for different types of change communication (e.g. Allen et al., 2007; Frahm & Brown, 2003; 
Raelin, 2012), practitioners still struggle and empirical research remains scarce (Helpap, 2016; 
McClellan, 2011; Russ, 2008).  
 
In the meantime, as the information revolution continues on unabated, data and information of 
unprecedented volume and complexity are becoming readily available to organizations and 
businesses (Manyika et al., 2011; Provost & Fawcett, 2013; Russom, 2011). In recent years, 
new possibilities unlocked by such data, and its potential applications in management, have 
been addressed by industry and academia with increasing frequency (Manyika et al., 2011; 
McAfee et al., 2012; Wamba et al., 2015). However, harnessing the true potential of data 
requires far more than simply having it; it also needs to be processed using appropriate 
analytical techniques and be in line with the organizational culture (Kiron & Shockley, 2011; 
Peters, 2018). The so-called data-driven organization has been conceptualized as the 
organization that has managed to accomplish precisely that - an idealized end-state where data, 
technology and culture are in harmony. The data-driven organization, it is argued, is 
characterized by having data at the core of its business strategy and letting it underpin all fact-
based business decisions (Peters, 2018). In recent years, an increasing number of scholars and 
practitioners have devoted their attention to the data-driven organization, and in particular, how 
to create it (Anderson, 2015; Gaskell, 2016; Peters, 2018).  
 
In this thesis, we will explore the intersection between change communication and the data-
driven organization. In particular, we will explore the role that data-driven communication can 
play in the communication of change. By doing so, we are addressing the need for new 
approaches to change communication elicited by conceiving change as continuous and 
emergent (Frahm & Brown, 2003; Helpap, 2016; Russ, 2008). Furthermore, even if the 
intersection between the data-driven organization and change management in general has been 
addressed by industry (Ewenstein et al., 2015; Tushman et al., 2017), it is yet to receive serious 
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attention from the research community (Shah et al., 2017; Stenius, 2017). Yet still, the seeming 
absence of studies exploring the intersection between the data-driven organization and change 
communication uncovers a gap in the change communication literature.  

1.2 Problematization 
Change communication has been identified as one of the most important precursors of change 
readiness, which in turn is imperative for the successful implementation of organizational 
change (Allen et al., 2007; Armenakis & Harris, 2002; Elving, 2005; Frahm & Brown, 2003). 
By conceiving organizational change as continuous and emergent, rather than episodic and 
planned, it becomes apparent that change communication also needs to be reconceived (Russ, 
2008). Effective change communication in a context of continuous and emergent change is not 
top-down and monological, but rather participatory and dialogical (Matos Marques Simoes & 
Esposito, 2014). Translated into practical terms, the particular strategies and channels of this 
kind of participatory change communication need to be able to accommodate for its dialogical 
approach. Some studies has addressed this shift, for example by conceptualizing change 
communication as a political power struggle (Helpap, 2016; McClellan, 2011), likening it with 
the communication taking place in democratic nation states (Raelin, 2012), or applying 
communication strategies originating in the field of public relations (Frahm & Brown, 2003). 
Nevertheless, these studies remain scarce (Helpap, 2016; McClellan, 2011; Russ, 2008), and 
thus, we are in this study addressing the need for a deepened understanding of the strategies 
and channels that are suitable in the context of participatory change communication. In the 
meantime, there is a seeming shortage of academic research exploring the role of data in change 
communication. The fact that data is predicted to transform management altogether (McAfee 
& Brynjolfsson, 2012), and change management in particular (Tushman, Kahn, Porray, & 
Binns, 2017), is in itself a good reason to address this shortage. However, coupled with the fact 
that change communication is in need of a more thorough understanding of the strategies and 
channels that are suitable for participatory change communication (Helpap, 2016; McClellan, 
2011; Russ, 2008), it becomes clear that both fields of studies would have much to gain if 
brought together.   

1.3 Purpose and Research Question 
The purpose of this thesis is to explore the intersection between change communication and the 
data-driven organization. In particular, we will explore the role that data-driven communication 
can play in the communication of change. When doing so, it is imperative that we keep the end 
goal of change communication in mind; namely, driving readiness for change, and ultimately, 
ensuring the successful implementation of change (Armenakis & Harris, 2002; Armenakis, 
Harris, & Mossholder, 1993). When taking the end goal of change communication into 
consideration, the purpose of our thesis can be further specified. In particular, we can narrow 
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down the purpose of this thesis to the examination of how data-driven communication may 
drive change readiness by facilitating the communication of change. Thus, the research 
question of our thesis is:  
 

➢ How can data-driven communication facilitate change communication?  
 
Even though we do not hope to give an exhaustive answer to this question, we do hope that we 
will be able to discern the circumstances in which data-driven communication facilitates change 
communication. By providing a descriptive overview of what those circumstances might look 
like for a company such as Skanska Rental, we hope to be able to recommend directions for 
future research and provide practitioners with new tools and techniques for managing 
organizational change.  

1.4 Delimitations 
Data-driven communication, i.e. communication through data and analytics, is a broad concept 
that needs to be narrowed down. We will in this thesis delimit our focus to one of the most 
important ways to communicate in a data-driven manner; namely, data visualization. Scholars 
in the field of knowledge management has long been dedicated to find effective methods to 
transfer data, information, and knowledge between people and within organizations (Eppler & 
Burkhard, 2007). Many empirical studies has found evidence that visual representations of data, 
information and knowledge are more effective than verbal-sequential representations in a wide 
range of tasks, including the communication of it (Burkhard, 2004). The many advantages of 
visualizations above other means to transfer insights between people have even spurred two 
subfields within knowledge management to take shape; information visualization and 
knowledge visualization (Card, Mackinlay, & Shneiderman, 1999; Eppler & Burkhard, 2004). 
Today, when organizations are overwhelmed by ever-increasing amounts of data, visualization 
as a means to make sense of it is as current as ever (Lavalle et al., 2010; Simon, 2014). In 
conclusion, narrowing down our study to only cover data visualization is a reasonable 
delimitation.  
 
Data is yet another concept that requires a closer specification. Data is as ubiquitous as it is 
ambiguous, and the constant coining of new data-related buzzwords is not making it any easier. 
There is a spectrum ranging from the simplest, most trivial data set (e.g. a table with a few rows 
and columns) to the most complex, voluminous one (e.g. a live-stream of video, audio, or text). 
In this thesis, we will try to avoid any detailed discussion on various types of data and 
corresponding analytical techniques. By doing so, our hope is that our findings will stay 
relevant for all types of organizations, regardless of what stage they may find themselves in on 
their journey towards becoming data-driven.  
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A last note of caution is in place. Communication in general, and data-driven communication 
in particular, are not the sole precursors of successful organizational change. The strategic 
decisions underpinning the change, the design of the change and external factors beyond the 
control of the organization are only three examples of other crucial success factors. These 
factors are of course imperative to successful organizational change, but they will not be the 
focus of this thesis.  

1.5 Contribution 
This thesis contributes to the existing change management literature by shedding light on the 
shortage of academic studies addressing the intersection between change communication and 
data-driven communication. By doing so, we bring together two fields of study that we believe 
would greatly benefit from an exchange of ideas and concepts. Furthermore, by conducting a 
case study, we endeavor to elucidate what a data-driven approach to change communication 
might look like and how it might catalyze organizational change readiness. To be precise, our 
hope is to produce a broad survey of the circumstances that needs to be in place for data-driven 
change communication to be successful. Thus, our thesis serves two purposes; a gap-filling, 
theoretical one as well as an explorative, empirical one. In addition, in terms of practical 
implications, we hope that our thesis can be of help to practitioners searching for new strategies, 
tools and techniques helping them manage change communication. 
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1.6 Disposition of the Thesis 
In table 1, the disposition of the thesis is presented, in addition to a short description of each 
chapter.  
 
Table 1. Disposition of the thesis 

Chapter  Description  

Introduction Introduces the outline of the thesis and presents its purpose and research 
question.  

Literature Review Synthesizes earlier research that is relevant in answering the research question.  

Methodology Presents and motivates the methods used in the study.  

Skanska Rental Describes the contextual setting of the case company Skanska Rental. 

Results and Analysis Presents the empirical findings and the analysis of these findings, which is based 
on the theories covered in the literature review. 

Discussion  Presents a deepened discussion of the empirical findings and relates these 
findings to the theories covered in the literature review.  

Conclusion Concludes the thesis by presenting final conclusions, an answer to the research 
question, limitations and directions for future research.  
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2 Literature Review 
This chapter provides the reader with an overview of the existing body of literature within the 
fields of change readiness, change communication, visualization and the data-driven 
organization. First, the theoretical framework that has guided this thesis is presented, which is 
then followed by a detailed presentation of the four respective fields.  

2.1 Introduction 
The purpose of this thesis, as was stated in the previous chapter, is to explore how data-driven 
communication may drive change readiness by facilitating the communication of change. The 
data-driven organization, which has put data at the heart of its business, disposes of a wide 
range of different communication methods. One of the most effective ones is visualization, 
which is as current as ever as data volumes is growing larger and thus harder to digest without 
significant processing (Lavalle et al., 2010; Simon, 2014).  
 
Thus, we will in our literature review cover four topics: change readiness, change 
communication, the data-driven organization and visualization. The first of these four topics, 
change readiness, constitute the backdrop against which the latter three will be discussed. All 
of these areas will be addressed one by one, however, with their many intersections kept in 
mind. In Figure 1 below, these four areas and how they fit together in our theory review is 
depicted.  

 
 

Figure 1. Topics discussed in the literature review. Change readiness constitutes the 
backdrop against which the three other key topics of this thesis; the data-driven organization, 

visualization and change communication, will be discussed.  
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2.2 Change Readiness 
Today, it has become conventional wisdom that companies need to change in order to survive 
(Beer & Nohria, 2000; Burnes, 2017; S. Keller & Aiken, 2008). Nevertheless, as a majority of 
change initiatives reportedly fail, an increasing number of scholars have come to devote their 
attention towards the antecedents of successful change (Bouckenooghe, 2010; Rafferty et al., 
2013). Even though the disheartening statistics may be imputed to a wide range of causes, few 
have been emphasized as much as the recipients of change and their attitudes towards it 
(Bouckenooghe, 2010; Miller et al., 1994; Piderit, 2000; Rafferty et al., 2013). The majority of 
studies exploring such attitudes have done so under the epithet of either change readiness or 
change resistance; the former alluding to a proactive and positive attitude towards change, and 
the latter to a reactive and negative one (Armenakis, Harris, & Mossholder, 1993; 
Bouckenooghe, 2010). Readiness and resistance towards change are often treated as two ends 
of the same spectrum (Armenakis et al., 1993; McKay et al., 2013; Piderit, 2000), which often 
is referred to using the all-encompassing term attitude toward change (Bouckenooghe, 2010). 
For our purposes, we will discuss attitudes towards change from the perspective of change 
readiness, as we agree with Armenakis et al. (1993) in that change readiness connotes a more 
proactive attitude towards change.   
 
It has been argued that change readiness is both multidimensional and multileveled (Rafferty 
et al., 2013). It is multidimensional in the sense that it is driven by both cognitive and affective 
factors; it is multileveled in the sense that attitudes towards change form at the personal, work 
group, and organizational level (Rafferty et al., 2013). In the following sections, we will start 
by addressing these two facets of change readiness, and then continue by directing our attention 
towards how change readiness is achieved.  

2.2.1 The two Dimensions of Change Readiness: Cognitive and Affective 
There is a broad agreement within the change readiness literature that there are two key aspects 
to the attitudes that underlie change readiness; cognitive and affective (Rafferty et al., 2013). 
Even though these two aspects are synergistic in nature and difficult to separate completely 
(Eagly, Mladinic, & Otto, 1994), the affective aspect broadly refers to the emotional responses 
and feelings, whilst the cognitive aspect broadly refers to thoughts, beliefs, and judgments 
(Breckler & Wiggins, 1989). In a change readiness context, the former alludes to how one feels 
about certain changes (e.g. anxious, excited), whilst the latter alludes to what one thinks of 
certain changes (e.g. how will this affect me?).  
 
Cognitive Aspect 
Building on the discussion of Armenakis et al. (1999), Holt et al. (2007) suggest that an 
individual’s change readiness is contingent upon five key beliefs; discrepancy, appropriateness, 
efficacy, principal support and personal valence. The first and second of these beliefs together 
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constitute the key cognition that was first emphasized by Armenakis et al. (1993), i.e. the belief 
that change is needed (Rafferty et al., 2013). Discrepancy refers to the sentiment that the 
organization’s current performance in some way falls short of a desired end-state, whilst 
appropriateness refers to the belief that the proposed change is an appropriate response to this 
discrepancy (Armenakis & Harris, 2002). The belief that change is needed has much in 
common with Kotter’s (1995) emphasis on establishing a sense of urgency, which he 
underscores as one of the most critical steps in any change process. And the bar is raised high; 
Kotter (1995) argues that a sufficiently strong sense of urgency has not been established until 
75% of managers are fully convinced that the status quo is unacceptable.  
 
The third and fourth of Armenakis and Harris (2002) five beliefs; efficacy and principal 
support, refers to the individual's belief that he or she has the both the innate capacity and the 
sufficient external support to undertake the proposed change (Rafferty et al., 2013), where the 
latter belief can help strengthen the former (Armenakis & Harris, 2002). The first of these two 
cognitions refers to an individual’s self-efficacy relating to his or her own capacity to 
implement a certain change initiative (Armenakis & Harris, 2002). Principal support, on the 
other hand, refers to an individual’s belief that the organisation to which he or she belong will 
provide support of sufficient scale and quality for undertaking change, for example by investing 
in the right resources and communicating the right information (Armenakis & Harris, 2002). 
Again, a parallel can here be drawn to Kotter's (1995) model for leading change; in particular, 
to the fifth step of his eight-step-model, which underscores the importance of empowering the 
broader organization to act according to the change vision.  
 
The last of Armenakis and Harris (2002) five beliefs; personal valence, addresses the question 
that every member of an organization undergoing change tends to ask himself or herself: 
“what’s in it for me?” Valence alludes to an individual's self-interest, which he or she evaluates 
based on the perceived benefits or costs of a change pertaining to his or her particular job and 
role (Rafferty et al., 2013).  
 
Affective Aspect 
As pointed out by Rafferty et al. (2013), the cognitive aspect of change readiness attitudes has 
historically received a disproportionate amount of attention from the research community, as 
compared to its affective counterpart. This imbalance becomes problematic as one considers 
the broad unity of the social psychology literature, which has identified affective and cognitive 
components as qualitatively distinct attributes of attitudes (Breckler & Wiggins, 1989; Crites, 
Fabrigar, & Petty, 1994; Eagly, Mladinic, & Otto, 1994).  
 
Although the affective component of change readiness attitudes has been acknowledged by 
many change readiness scholars, few have addressed what it consists of and how it should be 
measured (Rafferty et al., 2013). Many social psychologists, however, have (e.g. Crites et al., 
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1994; Norman, 1975; Ostrom, 1969), and thus, there ought to be much to gain for the change 
readiness research community by studying how the affective component of attitudes has been 
conceptualized in the social psychology literature. Affect, as a component of attitudes in 
general, has in the social psychology literature been operationalized as “the emotions and drives 
that are engendered by a specific attitude object” (Breckler & Wiggins, 1989). Furthermore, 
these emotions and drives are said to be discrete and qualitatively different (Crites et al., 1994). 
Rafferty et al. (2013) draw upon this conceptualization when they suggest that the affective 
component of change readiness attitudes should be evaluated based on the discrete emotion 
items that encapsulate the positive sentiments of an individual or a group towards some 
particular change effort. Rafferty et al. (2013) also argue that there is reason to distinguish 
between currently experienced and anticipatorily imagined emotions concerning change. The 
former type, on the one hand, refers to the sentiment engendered by the anticipation of future 
desirable or undesirable events that are experienced in the moment, for example hope or 
anxiety. The latter type, on the other hand, refers to the emotions engendered by imagining the 
experience of future emotions that will be felt if certain events occur, such as the happiness one 
might feel when imagining the prospect of a future promotion.  

2.2.2 The Three Levels of Change Readiness: Individual, Team and 
Organizational  

An increasing number of scholars has in recent years come to stress the importance of clarifying 
the differences between change readiness at the individual and collective level (Bouckenooghe, 
2010; Rafferty et al., 2013; Vakola, 2013). Addressing the lack of a multilevel perspective in 
the change readiness literature, Rafferty et al. (2013) and Vakola (2013), respectively, have 
proposed a three-tier framework, where the macro- and micro levels have been integrated by 
the means of an intermediate meso level. In both frameworks, the micro level is concerned with 
the individual, the meso level is concerned with the work group, and the macro level is 
concerned with the overall organization (Rafferty et al., 2013; Vakola, 2013).  
 
Individual Level 
As was discussed in the previous section, there are two aspects of the process through which 
change readiness attitudes at the individual level are formed; cognitive and affective. However, 
once attitudes towards change are conceived as systemic rather than psychological, this process 
needs to be reconceived as well. Seen from a multilevel perspective, an individual’s attitudes 
towards change not only result from his or her internal process of reflection, but also from the 
social interactions and collective sensemaking in which he or she participate (Ford, Ford, & 
D’Amelio, 2008). Nevertheless, it is important to stress that organizational change (or any 
organizational activity for that matter) ultimately is carried out by individuals (George & Jones, 
2001; Smith, 2005). Moreover, it is the individuals, not the organization they form part of, that 
possess attitudes towards change (Bouckenooghe, 2010).  
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Team Level 
Building on the theory of Kozlowski and Klein (2000), Rafferty et al. (2013) argue that the 
cognitions and affects of individuals amalgamate, and eventually emerge as the shared change 
readiness attitudes of the work group and organization. Thus, the composition of the work 
group’s and organization’s change readiness is very much analogous with that of the individual. 
In particular, Rafferty et al. (2013) argue that the shared change readiness attitudes at the work 
group and organizational levels are influenced by both cognitive and affective aspects. The 
cognitive aspect, it is argued, depends on the shared cognitive beliefs among work group or 
organizational members that (a) change is needed, (b) it can be successfully undertaken, and 
(c) it will have positive outcomes for its recipients. The affective aspect, on the other hand, is 
dependent on the shared current and anticipatory emotional responses of the work group’s or 
organization’s members to an organizational change. 
 
The members of a work group are all subject to a shared set of outside stimuli, such as processes 
and policies, leaders, and organizational events. The process of making sense of these outside 
stimuli is a social one, where individuals’ views are combined, weighted and integrated by the 
means of ongoing negotiations and sensemaking efforts (Kozlowski & Klein, 2000; Rafferty et 
al., 2013; Vakola, 2013). Not only do outside stimuli induce a collective cognitive effort in the 
work group, but it can also incite a collective emotional reaction. Rafferty et al. (2013) suggest 
that the members of a work group use two types of cues to integrate their affectional response 
with the rest of the group; situational cues and self-produced cues. These cues allow the 
individual to interpret the meaning of one’s own and others’ expressive behaviors, respectively, 
and thus to compare and adapt one’s own emotional responses accordingly. Indeed, expressive 
behavior, such as facial, postural, and vocal expressions, is often contagious and tend to induce 
emotional responses that are consistent with it, both in oneself as well as in others.    
 
Organizational Level 
As was discussed above, change readiness attitudes at the organizational level are influenced 
by both cognitive and affective aspects, analogously with the meso level. The affective aspect 
of these attitudes are influenced by three key drivers; leadership, identity and culture (Rafferty 
et al., 2013). Together, these three factors align the affective responses of the organization’s 
members on the aggregate level. The cognitive aspect of change readiness attitudes at the 
organizational level is governed by a set of key mechanisms: attraction, selection, attrition, and 
socialization (Rafferty et al., 2013). The first three of these mechanisms refer to the process by 
which an organization’s members are chosen. Individuals whose identity, values and 
characteristics are in line with that of the organization are more likely to be attracted, recruited 
and retained, than individuals whose identity, values and characteristics are not. The fourth 
mechanism, socialization, refers to the process by which new members are assimilated with the 



 
 
 
 

 
 
 
 

25 

social rules and norms of the organization. Together, these four key mechanisms influence the 
formation of shared cognitions regarding the organization’s readiness for change.  

2.2.3 Establishing Change Readiness 
As has been laid out in the previous sections, change readiness is both multi-levelled and multi-
dimensional. What implications for practitioners do such a conceptualization entail? Many 
recipes for establishing change readiness have been proposed (Armenakis & Harris, 2002; 
Armenakis et al., 1993; Smith, 2005), however, reconceptualizing change readiness as multi-
levelled and multi-dimensional requires these recipes to be viewed in a new light.  
 
First, by acknowledging the importance of both the affective and cognitive aspect of change 
readiness attitudes, we also acknowledge that change agents need to appeal to both of these 
aspects if trying to influence such attitudes. In particular, Fox and Amichai-Hamburger (2001) 
argue that managers should consider building their communication of the proposed change 
around both rational and emotional arguments. Moreover, these messages should be conveyed 
using modes of communication where both the cognitive and affective aspects of attitudes are 
appealed to. The modes of communications used to appeal to the cognitive aspect include 
words, arguments, rationales, analysis, and numbers, where the underlying facts and arguments 
should be as detailed and comprehensive as possible (Fox & Amichai-Hamburger, 2001). The 
affective component, which tends to be forgotten in favor of its cognitive counterpart, 
understands a fundamentally different set of communication modes; here, pictures, colors, 
music, sensations, and atmosphere, are far more effective in getting the message across. The 
underlying arguments should be formulated using words with emotional connotations (e.g. loss, 
risk, progress, or success), humor, and metaphors (Fox & Amichai-Hamburger, 2001). 
 
Second, by acknowledging change readiness as a multi-levelled phenomenon, it is also 
acknowledged that change agents need to tend to all three levels. Thus, change agents should 
consider how attitudes towards change can be cultivated at all levels, for example via one-on-
one meetings, in smaller focus groups or organization-wide ceremonies (Fox & Amichai-
Hamburger, 2001). Fox and Amichai-Hamburger (2001) further suggest that leaders of change 
should ensure that all work groups contain at least one member that has a positive attitude 
towards the proposed change and partner up with them in driving the change initiative forward.  

2.3 Organizational Change Communication 
Insufficient and inadequate intra-organizational communication has been pointed out as one of 
the most important reasons why change efforts fail (Armenakis & Harris, 2002; Daly, Teague, 
& Kitchen, 2003; Elving, 2005; Weick & Quinn, 1999). Change agents who fail in conveying 
a meaningful change message risk facing negative attitudes, rumors and resistance towards 
change (DiFonzo & Bordia, 1998; Elving, 2005; Smet, Vander Elst, Griep, & De Witte, 2016). 
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Moreover, the stress and confusion caused by high levels of uncertainty has been shown to 
impact employees’ job satisfaction, overall performance and ultimately turnover rate (Bordia, 
Hunt, Paulsen, Tourish, & DiFonzo, 2004; Cullen, Edwards, Casper, & Gue, 2014). Although 
the importance attributed to effective change communication is shared by most organizational 
change researchers, managers still fail in providing sufficiently rich and relevant information 
to their employees (Armenakis & Harris, 2002).  
 
In recent years, a number of scholars have questioned the conceptualization of change as 
planned and episodic, instead arguing that change is emergent and continuous (Allen et al., 
2007; Matos Marques Simoes & Esposito, 2014; McClellan, 2011). This reconceptualization 
of change has, unsurprisingly, necessitated a reconceptualization of change communication. 
Change communication in the context of  emergent and continuous change, it is argued, should 
be participatory and dialogical rather than top-down and monological (Frahm & Brown, 2003). 
This ongoing discussion among scholars addresses the principles of change communication, 
however, it has not yet reached the point where these principles have been translated into 
practical tools and techniques (Russ, 2008; Todnem By, 2005). Nevertheless, a number of 
studies have examined different approaches to change communication without differentiating 
between the dialogical and monological types. First, change communication has been studied 
with respect to the different functions it serves. Second, change communication has been 
studied with respect to the different aspects of the change communication process. In the 
following sections, we will devote our attention to these two dimensions of change 
communication.  

2.3.1 The Three Roles of Change Communication: Informative, Cohesive 
and Diagnostic 

As pointed out by Elving (2005), intraorganizational communication serves two distinct 
purposes. On the one hand, it can convey information to employees regarding tasks, policies, 
and current issues, and on the other hand, it can also help form a sense of community within 
the organization, fostering social cohesiveness (Ridder, 2004). Analogously, the same 
distinction can be made to intraorganizational communication regarding change; change 
communication can both inform and create a sense of unity. Both these aspects, as is argued by 
Elving (2005), have an effect on organizational change readiness. It is however worth noting 
that Elving (2005) assumes change as given. Other studies have instead explored the 
communication taking place before the change process starts. In this phase, change 
communication can serve a diagnostic purpose, catalyzing a mutual understanding of the 
organization’s problems that make change necessary (Bennebroek Gravenhorst, Werkman, & 
Boonstra, 2003). Thus, change communication can play a third role; diagnostic. All of these 
three roles are important, and each deserves closer scrutiny.  
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Informative Aspect 
In the context of organizational change, the informative aspect of organizational 
communication pertains to the communication of the planned change initiative and the 
underlying reasons eliciting change in the first place. This communication should also address 
the uncertainties that might be causing the employees to worry (Elving, 2005). Usually, this 
information is conveyed by management and received by the employees (Elving, 2005).  
 
Cohesive Aspect 
The cohesive aspect of intraorganizational communication pertains to the creation of a sense of 
community. In particular, this aspect of intraorganizational communication can evoke a process 
of self-categorization among employees, which in turn underpins the shared group identity 
(Postmes, Tanis, & de Wit, 2001; Ridder, 2004). In fact, quite contrary to common belief, 
Postmes et al. (2001) showed that employees’ sense of belonging to their organization has a 
stronger correlation with the perceived quality of their managers’ communication, as compared 
with the perceived quality of the informal and socio-emotional interactions with peers. This 
finding not only applies to employees’ sense of belonging to the organization as a whole, but 
also to their team or department.  
 
Diagnostic Aspect 
Organizational diagnosis is considered to be the first, and perhaps one of the most critical, steps 
in planning and launching organizational change (Janicijevic, 2010; McFillen, O’Neil, Balzer, 
& Varney, 2013). Organizational diagnosis serves two purposes. On the one hand, it is 
imperative in correctly understanding organizational problems, identifying their causes, and 
ultimately choosing appropriate measures to remediate them (McFillen et al., 2013). On the 
other hand, organizational diagnosis can also have an impact on organizational change 
readiness (Armenakis & Harris, 2009; Armenakis, Harris, Cole, Lawrence Fillmer, & Self, 
2007; Armenakis et al., 1993). Indeed, as was discussed in section 2.2.1, change will only be 
psychologically embraced by its recipients once they believe that there is a discrepancy between 
the organization’s current performance and the desired end-state, i.e. that change is needed 
(Armenakis & Harris, 2009). Thus, change readiness hinges upon an accurate and credible 
diagnosis, which has been effectively communicated to the employees. Otherwise, any 
proposed change initiative will be perceived as arbitrary (Armenakis & Harris, 2009). 
However, since organizational diagnostics usually is carried out before any change initiative is 
launched, it is seldom visible to most employees (Bennebroek Gravenhorst et al., 2003). Not 
involving the broader organization could turn out to be a missed opportunity for management, 
as the information-collecting process itself can help create awareness of change and ultimately 
increase change readiness (Backer, 1995).  
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2.3.2 The Three Aspects of Change Communication: Message, Strategy 
and Medium 

Various studies have explored the process of communicating organizational change (Allen et 
al., 2007; Armenakis & Harris, 2002; Lewis, 1999). Among the many aspects of this process 
that have been studied three principal aspects stand out; message, strategy, and channel. When 
applied right, these three aspects can together coordinate the change effort by providing an 
organizing framework for creating change readiness (Armenakis & Harris, 2002). In the 
following section, we will devote our attention to these three aspects.  
 
Message 
As is argued by Armenakis and Harris (2002), a meaningful change message in one way or 
another addresses the five key beliefs laid out by Armenakis et al. (1999); discrepancy, 
appropriateness, efficacy, principal support and personal valence (explained in section 2.2.1). 
Allen et al. (2007) attributes the greatest importance to the first and fifth belief, showing that 
change communication addressing employees’ uncertainty regarding strategic and job-related 
issues are positively correlated with employees’ openness to change. The change message not 
only needs to be clear and unequivocal, but in order to be credible, it also needs to be provable 
(Garnett & Kouzmin, 2000). In order words, managers need to be able to demonstrate that the 
change initiative they launched actually lived up to the initial promises (Elving, 2005).  
 
The quality of the message has been argued to be the most important factor of successful change 
communication. The findings of Bordia et al. (2004) and Allen et al. (2007) suggest that the 
perceived quality of the provided information has a greater impact on employees’ opinion of 
change than the raw information itself. Moreover, Lewis (1999) showed that value of employee 
input and clarity of vision was indicative of a successful change communication, whilst 
frequency and channel had no impact whatsoever. These results indicate that the formulation 
of the change message is a key factor in achieving effective change communication. However, 
this conclusion might not be as assertive in the context of complex and emergent change. 
Contrary to the findings of Lewis (1999), Matos Marques Simoes and Esposito (2014) argue 
that the more frequent the exchange of messages between change agents and employees, the 
more likely it is that their conception of the change converge. It is not until conceptions 
converge, and all participants of the conversation speak the same language, that genuine and 
constructive communication can take place. Conclusively, the relative importance of different 
aspects of the change communication process is not yet fully understood.   
 
Strategy 
Armenakis et al. (1993) identified three communication strategies for effectively conveying a 
change message; persuasive communication, management of external and internal information, 
and active participation. Persuasive communication involves the direct communication of the 
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change message, where the change agent is the conveyor and the change recipients are the 
receivers (Armenakis & Harris, 2002). It can be transmitted using many different kinds of 
channels, for example by oral means (e.g. live or recorded), or in text (e.g. written memos or 
newsletters). It is often argued that this type of communication should be directed to a wide 
range of stakeholders, persistently repeated, and make use of everyday communication 
channels that are already well-established (Lewis, 2011).  
 
Management of external and internal information pertains to the balance between the use of 
internal and external sources providing information regarding the change (Armenakis & Harris, 
2002). In many cases, it may be convenient to let an external source be the bearer of bad news 
(Kotter, 1995); newspaper articles discussing a gloomy industry outlook, customer complaints 
or external consultant are all examples of such. Besides, people tend to find messages 
originating from multiple sources more credible, especially if one or more of those sources are 
external to the organization (Gist, 1987). Thus, by leveraging information generated by external 
sources, change agents can strengthen their own change message (Armenakis et al., 1993).   
 
Active participation refers to the kind of change communication where change agents convey 
their message indirectly by letting the change recipients learn through their own activities 
(Armenakis et al., 1993). Active participation can come in many shapes. Some associate 
participation with therapy-inspired group sessions where employees can vent any worries or 
critique concerning the change. However, this type of managerial-driven forms of participation 
is seldom able to capture the feedback that is created, and tends to be symbolic rather than 
having a genuine impact on the change process (Lewis, 2011). On the other end of the spectrum, 
active participation can also be viewed as a strategic resource, where employees have an actual 
say in strategic decisions (Lewis, 2011). There are also examples of active participation where 
emphasis is put on the learning experience. Such examples include letting employees answer 
customer complaints or observing others who have been successful in adopting a similar change 
that the organization is about to undertake (Armenakis et al., 1993). When done right, active 
participation is argued to be the most effective of all three communication strategies since it 
induces a feeling of genuine partnership (Armenakis & Harris, 2002, 2009).  
 
Channel 
Channels for communicating change can be divided into two broad categories; interpersonal 
and mediated channels (Lewis, 1999). Interpersonal channels typically involve face-to-face 
communication, whilst mediated channels typically employ some mass media technology in 
order to reach a broader audience. Studies examining the effectiveness of different channels in 
different stages of the change process are scarce (Allen et al., 2007), and those that do exist 
tend to employ a  theoretical or descriptive methodology (Lewis, 2011). Nevertheless, some of 
these studies suggest that interpersonal channels such as small informal discussions, general 



 
 
 
 

 
 
 
 

30 

informational meetings, and word of mouth (either colleague-to-colleague or supervisor-to-
employee) are the most popular ones (Allen et al., 2007; Lewis, 1999, 2006).  
 
Timmerman (2003) suggests that different types of change programs require different types of 
communication channels. A pre-planned change initiative, which is enforced using a top-down 
approach, is likely to make use of formal channels encouraging monological communication. 
A change initiative of a more complex and emergent nature, however, is likely to make use of 
communication channels that encourage dialogical communication. This is in line with the 
argument of Balogun and Hope Hailey (2003), who maintain that the choice of communication 
channel should be governed by the complexity and ordinariness of the change initiative. 
Moreover, the need for different types of channels might vary throughout the change process, 
as the need for dialogical and monological communication change (Timmerman, 2003). 
Furthermore, the use of multiple communication channels can increase the perceived quality of 
the message. In particular, research in the context of organizational emergency response has 
found that the combined use of different types of channels and sources is the most effective in 
instilling a sense of urgency (Stephens, Barrett, & Mahometa, 2013). 
 
Lastly, the choice of channel, and in particular the context in which the message is being 
communicated, can have a significant symbolic meaning (Armenakis et al., 1993). The CEO 
who wants the organization to buy into the importance of a certain change should travel in 
person to each of the organization’s geographical locations in order to give weight to his or her 
message. By implicitly showing that the change is important enough to allot time and resources 
to, the change message is reinforced.  

2.4 Visualization 
With the expression “a picture is worth more than thousand words”, a fundamental fact about 
humans and how we process information is illuminated; images, graphs and other visual 
representations are in many cases far more effective communication methods than text and 
speech (Eppler & Burkhard, 2004). Today, the need for visualization of data is greater than 
ever before, due to the increasing amount of data people are subjected to every day (Simon, 
2014). According to Krum (2013), people in today's society are on an average day exposed to 
the same amount of information as can be found in 174 newspaper with 85 pages each. Coupled 
with the fact that the better part of our brains is used for processing visual impressions (Chen, 
2013; Eppler & Burkhard, 2004), it is no wonder that business executives predict that 
visualization will become even more important in the future (Lavalle et al., 2010). It is essential 
for organizations and businesses, now more than ever, to be able to aggregate and visualize 
complex sets of data in order to make it easier for employees to understand it and act 
accordingly (Lavalle et al., 2010).  
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Visualization can serve two distinct purposes; (1) it can make it easier to understand complex 
sets of data, and (2) it can be a vehicle for communicating insights to other people. In the 
knowledge management literature, the former has been labelled as information visualization 
and the latter as knowledge visualization (Burkhard, 2004). Information visualization has a 
more explorative approach to visualization; its goal is to create new insights from abstract data. 
The intention of knowledge visualization, on the other hand, is to amplify and improve the 
transfer of knowledge between two or multiple people (Burkhard, 2004). In the following 
sections, we will devote our attention to these two aspects of visualization.  

2.4.1 Information Visualization 
Today, when modern analytics and visualization tools such as Power BI, Qlick and Tableau are 
available for mainstream purchase, most people would agree that it is easier to understand data 
when it is visualized as contrasted to spreadsheets or tables (Simon, 2014; Howson, 2019). 
Considering the ever-increasing amounts of data, visualization has become an indispensable 
tool for business helping their employees to understand and interpret complex sets of data 
(Lavalle et al., 2010). Nevertheless, the idea of interpreting information through visualization, 
is not new but is deeply rooted in the field of knowledge management (Eppler & Burkhard, 
2004).  
 
Card et al. (1999) define information visualization as “the use of computer-supported, 
interactive, visual representations of abstract data to amplify cognition”. Information 
visualization can increase recognition of patterns, enables an improved internalization and 
monitoring of data, as well as simplifying the representation of parameters in an abstract 
environment where the medium itself is flexible and interactive (Card & Jacko, 2009; Card et 
al., 1999). In other words, information visualization often focuses on exploring and accessing 
extensive amounts of abstract, numeric data in order for new insights and ideas to form (Eppler 
& Burkhard, 2004).  

2.4.2 Knowledge Visualization 
Knowledge posits no economic or competitive value unless it is shared (Hendriks, 1999). When 
knowledge is shared, the experiences, know-how and insights residing in individual employees 
becomes collective, thus allowing intelligible decision making and coherent organizational 
action (Eppler, 2004; Hendriks, 1999). Visualization can be a powerful aid in communicating 
knowledge; for example, visualization has been shown to explicitize implicit knowledge, offer 
both overview and detail, and support reasoning (Eppler, 2004). Knowledge visualization is 
defined by Eppler (2004) as “the use of computer-supported, interactive visual representations 
of insights, assessments or expert opinions to amplify communication.” Consequently, 
knowledge visualization is extended to cover not only data (as was the case for information 
visualization) but also experience and know-how. As knowledge visualization is all about 
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conveying a message, in contrast to information visualization where the approach to data rather 
is explorative, aspects such as storytelling, interactivity and engagement becomes important.   
 
Storytelling  
How to communicate and tell a story with data is something that few people learn in school, 
even though this ability is highly valued in organizations today (Knaflic, 2015). Instead, the 
majority of people only make use of visualization tool such as Excel or PowerPoint, with the 
effort of gaining a better understanding of the data and share knowledge (Burkhard, 2004; 
Knaflic, 2015). However, if the graphs are inefficiently and poorly put together, the goal of 
enhancing one's understanding may be impossible to achieve (Knaflic, 2015). Figure 2 below 
demonstrates the difference between a graph that merely is presenting the data (first graph) and 
a graph that is using storytelling techniques (second graph).  
 

 

 
Figure 2. How storytelling can help the audience understanding the data better (adapted from 

Knaflic (2015)).  
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As presented in the figure, visualization of data can tell a story and turn numbers into 
information that can influence future decisions (Knaflic, 2015). According to Knaflic (2015), 
there are six key aspects of storytelling; (1) understand the context, (2) choose an appropriate 
visual display, (3) eliminate clutter, (4) focus attention where you want it, (5) think like a 
designer, and (6) tell a story. However, when you tell a story with data and creates a context 
for the reader, you are shaping the perception of the data and, as a consequence, creating biased 
(Krum, 2013).   
 
Interactivity  
The traditional approach to extracting insights from complex data sets has long been to provide 
a database with precise query from which a batch of results is outputted (Brodbeck, Mazza, & 
Lalanne, 2009). Unfortunately, this approach does not allow the querier to change or compare 
perspectives. Brodbeck et al. (2009) compares this inflexibility with peeking inside a 
warehouse through the keyhole. Modern visualization tools, however, aspire to overcome the 
rigidity of traditional database queries by the means of interactivity, allowing the information-
seeker to overview, zoom, filter, and dig into the details in a responsive and intuitive manner 
(Shen, Li, Cai, Zeng, & Wang, 2014; Shneiderman, 1996). Interactive visualization does not 
only facilitate information-seeking, but has also been shown to facilitate communication and 
the transfer of knowledge (Eppler, 2004; Krause & Gieschke, 2010). Many practitioners seem 
to already have understood this, as Lavalle et al. (2010) report that business executives see an 
increasing need in providing their employees with better tools that can make “the information 
come alive” to communicate complex insights.  
 
Engagement 
Naturally, interactive visualizations require the user to engage with them. Considering this, it 
becomes important to explore what factors that affect employees’ propensity to actually engage 
with a visualization. Moreover, this consideration becomes even more important in the context 
of emergent and complex change, in which communication methods that inspire a dialogical 
exchange of ideas is appropriate. In recent years, the design aspect of visualization, which 
historically has been neglected by the visualization research community, has received renewed 
attention (Moere & Purchase, 2011). Kennedy et al. (2016) showed that people’s engagement 
with visualization depends on six factors; (1) whether they found the subject matter to be 
interesting, (2) whether the message confirmed their current beliefs and opinions, (3) whether 
they trusted the source/media location, (4) whether they had enough time, (5) whether it 
engendered any strong emotions with them, and lastly, (6) whether they had enough confidence 
and skills to trust their own interpretations. The choice of color palette has also been shown to 
have a significant impact on people’s affective responses when interacting with visualizations 
(Bartram, Patra, & Stone, 2017).  
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Nevertheless, depending on the purpose of the communication and the context in which it takes 
place, there may be other goals of visualizing knowledge besides engagement, for example 
memorability, attitude change, or persuasion (Hung & Parsons, 2018). Indeed, choosing the 
appropriate metric to evaluate the “success” of a particular visualization is often both complex 
and subjective (Moere & Purchase, 2011). Thus, the designers of visualization tools must 
carefully consider what they hope to achieve with it. If this crucial consideration is overlooked, 
knowledge sharing might even be counterproductive. In fact, Hendriks (1999) found that 
knowledge sharing may be harmful if employees don’t recognize the value of the knowledge 
being shared. Instead, he argues, it is important to ensure that the scope of the visualization 
should match the ambition of its recipients.  

2.5 The Data-Driven Organization 
In the last two decades, Moore’s law, which maintains that the overall processing power of 
computers will double every two years while costs are halved, has found itself seriously 
challenged by the soaring capacity, speed, and intelligence of computer storage and processing 
power (Russom, 2011). In many respects, the steep development in processing power has been 
driven, and still is, by unprecedented volumes of data, whose proportions virtually have 
exploded since the early 2000s with the advent of intelligent devices such as laptops, 
smartphones, and various Internet of Things applications (Coughlin, 2018; Manyika et al., 
2011; Russom, 2011). Moreover, as data volumes have skyrocketed, so has the sophistication 
of analytical techniques used to capture its promised value. Practitioners are increasingly 
benefitting from these new analytical techniques; many companies have in the past few years 
taken a big leap from simply storing structured data in relational databases, collected through 
some legacy system, to mining, analyzing and acting on real-time data of both structured and 
unstructured nature (Chen, Chiang, & Storey, 2012).  
 
But simply having the right data and the right tools to analyze that data is not enough to define 
the data-driven organization. To transform data into knowledge, and then into actual business 
results, companies need to develop a data-driven culture that is reflected in strategy, 
organizational structure, and business processes (Anderson, 2015; Davenport, Harris, De Long, 
& Jacobson, 2001; Kiron & Shockley, 2011). Conclusively, there are three broad facets to the 
data-driven organization; data, data analytics, and culture (Anderson, 2015). In the following 
sections, we will devote our attention to these three facets.  

2.5.1 Data Taxonomies 
Most companies have data, but are overwhelmed by it and fail to transform it into business 
value (Davenport et al., 2001; Gaskell, 2016). In order for analysts to be able to make relevant 
use of data, its quality needs to be warranted by appropriate data management practices; it has 
to be timely collected, securely stored, thoroughly cleaned and efficiently aggregated 
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(Anderson, 2015). It is common to distinguish between structured and unstructured types of 
data. Structured data can be described as composing well-defined data types that are structured 
in a simple and robust way, making it easy to search and access in e.g. relational databases 
(Manyika et al., 2011). Unstructured data, on the other hand, is essentially everything else, 
ranging from emails and social media postings, to untagged image and video data (Manyika et 
al., 2011).  
 
In recent years, unstructured data has become increasingly important as devices such as 
smartphones, laptops and IoT sensors have allowed us to collect and store unstructured data of 
unprecedented volumes (Gandomi & Haider, 2015; Manyika et al., 2011). In the early 2010s, 
the term big data was coined to describe this development (Gandomi & Haider, 2015). An 
intuitive interpretation of the term big data is to think of data sets of considerable, and 
sometimes even unmanageable, size. However, it is often emphasized that the concept of big 
data encompasses far more than sheer volumes; what makes big data big is its vast diversity of 
data types and its frequent repetition over time and space (Jacobs, 2009; Russom, 2011). 
Moreover, the frontier of big data is constantly advancing. Jacobs (2009) even makes the 
argument that this frontier is what should define big data altogether: “big data should be defined 
at any point in time as ‘data whose size forces us to look beyond the tried-and-true methods 
that are prevalent at that time’.” Big data can thus be thought of as an unachievable state, or 
simply put, whatever data set that current tools and processes are unable to handle.  

2.5.2 Data Analytics 
In the broadest of terms, data analytics can be said to encompass the process of examining, 
cleaning, transforming and modelling data in order to uncover some actionable insight 
embodied in that data (Bihani & Patil, 2014). However broad this definition may seem to be, 
practitioners nevertheless tend to refer to data analytics in a quite narrower sense when speaking 
of data. Indeed, data analytics is often described as a subset of the closely related term data 
science, even though some practitioners tend to use the two term interchangeably (Liberty, 
2019). Data science, in turn, can be defined as a “set of fundamental principles that support and 
guide the principled extraction of information and knowledge from data” (Provost & Fawcett, 
2013). Data science is an interdisciplinary field, however, exactly what disciplinaries that 
should be assorted under the data science umbrella is a topic of debate (Provost & Fawcett, 
2013). However, among the many fields that are often mentioned by practitioners as the 
mainstays of data science is mathematics, statistics, computer science, and information science. 
In conclusion, as is typical of nascent research fields, there is a confusion of concepts that is 
yet to be sorted out. Data analytics (or, in order to avoid any confusion of concepts; the process 
of uncovering intelligible patterns in data) is often divided into three different types; 
descriptive, predictive, prescriptive (Davenport, 2013; Delen & Demirkan, 2013; Evans & 
Lindner, 2012).  
 



 
 
 
 

 
 
 
 

36 

 
 
Descriptive 
The descriptive branch of data analytics is concerned with uncovering and reporting present 
and past insights and trends and is intimately related with the concept of business intelligence 
(Chen et al., 2012; Davenport, 2013). The techniques involved are not particularly 
sophisticated; descriptive analysis is rather about slicing and dicing the data, using measures 
such as counts and averages. Typically, descriptive analysis is conveyed through customizable 
reports or dashboards, where users can filter, drill down and query the data, which often is 
presented as bar graphs, line charts or other basic data visualizations (Evans & Lindner, 2012). 
In a business context, descriptive analysis can help managers to monitor financial and 
operational performance; for example, by reviewing budgets, revenue, and costs, segmenting 
customers, and tracking employee satisfaction.  
 
Predictive 
Predictive analytics, on the other hand, is concerned with uncovering explanatory patterns using 
models based on past data in order to make predictions on future events (Davenport, 2013; 
Delen & Demirkan, 2013; Evans & Lindner, 2012). This branch of data analytics has benefited 
greatly from the recent advancements in fields such as artificial intelligence, machine learning, 
and data mining. With the help of predictive analysis, large and complex data sets can be 
segmented and combined into meaningful subsets in which trends and patterns are more easily 
discerned (Evans & Lindner, 2012). In a business context, predictive analysis can help 
managers to predict customer preferences, forecast future fluctuations in e.g. commodity prices 
or exchange rates, or detect potential fraudulent behavior.  
 
Prescriptive 
The prescriptive branch of data analytics aims to identify the best alternative among a set of 
possible courses of action, subject to a complex set of objectives and constraints (Davenport, 
2013; Delen & Demirkan, 2013; Evans & Lindner, 2012). Using tools such as optimization, 
simulation, and advanced statistical techniques, prescriptive analytics can provide means to 
embed data-driven thinking into operational processes and employee behavior (Davenport, 
2013). It is not uncommon that predictive analytics is guided to some extent by expert 
knowledge; indeed, the output of predictive analytics may not be fully automated, but rather 
function as a decision basis for operators to act upon (Delen & Demirkan, 2013). In a business 
context, predictive analytics can be used to determine optimal pricing strategies for different 
customer segments, plan optimal transport routes, or calibrate the optimal composition of a 
portfolio (Evans & Lindner, 2012).  
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2.5.3 Data-Driven Culture 
Industry and academia are unanimously agreed; data and analytics cannot create sustainable 
business value without being supported by a data-driven culture (Anderson, 2015; Diaz, 
Rowshankish, & Saleh, 2018; Lavalle et al., 2010; McAfee & Brynjolfsson, 2012). Despite the 
immense importance attributed to culture, only a modest number of academic studies have 
addressed it in the context of data (McAfee & Brynjolfsson, 2012; Mikalef, Pappas, Krogstie, 
& Giannakos, 2018). Instead, industry is leading the way, producing a constant stream of 
reports, magazine articles and blog posts. In the literature, academic as well as industry, there 
is yet no commonly accepted definition of data-driven culture, nor any broad consensus on how 
it is achieved. However, Kiron and Shockley (2011) suggests that there are three key qualities 
that characterizes a data-driven culture.  
 
Data as a Strategic Asset 
First, in a data-driven culture, data and analytics is viewed as a strategic asset (Kiron & 
Shockley, 2011). Companies that identify themselves as data-driven deliver stronger financial 
and operational results than their competitors (Lavalle et al., 2010; McAfee & Brynjolfsson, 
2012). However, many organizations tend to overrate their data-drivenness. McAfee and 
Brynjolfsson (2012) report that they have witnessed managers who decorated their reports with 
data supporting the intuition-based decisions they already had made. Assuming this type of 
behavior is not only anecdotal but widespread, it should come as no surprise that most 
companies are only benefitting from a small fraction of the full potential of data (Henke et al., 
2016). In fact, many scholars and practitioners attribute the unfulfilled potential of data to 
managers’ poor understanding of how it can be used to improve the business and ultimately 
leveraged as a true competitive advantage (Henke et al., 2016; Lavalle et al., 2010; Ross, Beath, 
& Quaadgras, 2013).  
 
Data as a Top-Priority for Management  
Second, in a data-driven culture, data and analytics are supported by management. 
Organizations that are led by an executive management team that appreciate the benefits and 
challenges associated with data are more likely to leverage it as a competitive advantage 
(Kamioka & Tapanainen, 2014; Lavalle et al., 2010). This support, however, should not be a 
one-time pronouncement, but rather an endorsement that is long-term and genuine (Diaz et al., 
2018). Indeed, executive management should lead by example and make data-driven thinking 
a natural part of everyday work, including decision making, communication, and meetings 
(Dykes, 2017). Other ways for management to show their support is to participate in data 
analytics trainings or install digital displays in prominent common areas where key metrics as 
shown. Lastly, data can provide the right answers, but it cannot ask the right questions. Thus, 
executive management, and leaders in general, have an important role to play in translating data 
insights into real business opportunities (McAfee & Brynjolfsson, 2012).  
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Data as a Collective Good 
Third, in a data-driven culture, data-driven insights are readily available throughout the 
organization. Unfortunately, in many organizations, access to data and expert skill to interpret 
data often tends to be limited to a privileged few (Shah, Horne, & Capellá, 2012). The situation 
is rarely sustainable; analysts struggle to explain their findings to data-illiterate colleagues, 
while business owners get frustrated by issuing time-consuming data requests that seldom 
answer the intended questions. Instead, managers should empower employees by providing 
them with transparent information and set clear expectations for how it should be used (Ross 
et al., 2013). However, this kind of democratization of data requires that employees are given 
appropriate training and tools (Gaylin, 2016; Provost & Fawcett, 2013; Shah et al., 2012). 
Training should focus on developing employees’ data literacy; developing a fundamental 
understanding of how to critically evaluate accuracy, sample size, bias, and data quality (Shah 
et al., 2012). Tools should allow employees to create and interpret data displays, for example 
by using intuitive visualizations and relevant filtering instead of unprocessed rows and columns 
(Shah et al., 2012). Lastly, the democratization of data has a second advantage. When 
employees have access to the right data and the right skills to interpret it, it can create 
excitement and positive momentum in the organization (Diaz et al., 2018). 
 
Despite its many positive effects, the democratization of data is not wholly unproblematic as it 
raises the question of transparency. Increased transparency has often been argued to offer a 
wide range of advantages, including making data more trustworthy, mitigating unnecessary risk 
taking, enabling collaboration, and ultimately amplifying the return from analytics investments 
(Berg, 2011; Dykes, 2017). Moreover, with companies having access to more data than ever 
before transparency seems both possible and straightforward (Flyverbom, 2016). However, 
transparency should not be equated with information, as transparency prerequisites a complex 
mediation process that involves the aggregation, circulation and interpretation of information 
(Flyverbom, 2016). Thus, transparency itself does not guarantee that the receivers of 
information is able to understand it, on the contrary, research has shown that they rarely do 
(Hansen, Christensen, & Flyverbom, 2015). In effect, unhinged transparency can give rise to 
unforeseen and ambiguous consequences. Conclusively, managers need to treat transparency 
as a kind of visibility management, where selection, direction and interpretation of information 
is carefully deliberated (Flyverbom, 2016).  

2.6 Analytical Framework 
As was discussed in section 2.3, effective change communication is at the heart of shaping 
positive attitudes towards change. Positive attitudes towards change, in turn, is imperative in 
building organizational change readiness. However, as we saw in section 2.4 and section 2.5, 
the advent of the data revolution has turned the communication playing field upside down. The 
powerful tool of data visualization holds great promises for increasing data literacy and 
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ultimately enabling the democratization of data. When data-driven insights become available 
to employees on all organizational levels, so becomes the ability to take informed decisions, 
thus fostering a data-driven decision-making culture. In an organization characterized by a 
data-driven culture, evidence-based decisions will enjoy greater acceptance among its 
recipients. We maintain that the same argument should pertain to evidence-based decisions 
entailing organizational change. In Figure 3 below, the above line of reasoning has been 
summarized in an analytical framework.  
 

 
Figure 3. Theoretical Framework. In the data-driven organization, where data literacy is high 

and data is democratized, change agents who communicate their change message using 
evidence-based arguments via accessible platforms will achieve greater change readiness 

towards.  

  



 
 
 
 

 
 
 
 

40 

3 Skanska Rental 
In this chapter, the case company is presented. With an introduction to Skanska Rental and its 
history, the reader is provided with a general understanding of the contextual setting in which 
the case study has been conducted.  

3.1 Introduction 
Due to the underexplored nature of our chosen subject of study, an exploratory methodological 
approach was deemed suitable (Rowley, 2002). Moreover, as our research question are 
concerned with elucidating the “how” of a particular phenomenon, coupled with the fact that it 
was formulated with the needs of a particular company in mind, with which we had partnered, 
a case study was the natural choice of methodology (Collis & Hussey, 2013; Yin, 1994). In the 
following sections we will devote our attention to the context of the chosen case company; 
Skanska Rental.  
 
The reason why Skanska Rental was chosen as our partnered company was chiefly due to the 
fact that Skanska Rental recently had undergone a major change initiative. As this initiative 
was the most extensive transformation the company had undergone in many years, the company 
had inherited an organizational culture where change was thought of as something primarily 
inconvenient or even unnecessary. At the same time, Skanska Rental were preparing for new 
change initiatives and were aiming for a company culture where change instead was looked 
upon as something positive. Thus, there was a need for a new approach to change management 
and, in this thesis, our hope is to be able to address this need.  

3.1.1 The Historical Context of Skanska Rental 
The history of the Swedish construction company Skanska dates back to 1887 with the 
establishment of the concrete manufacturer Skånska Cementgjuteriet. Today, Skanska is listed 
as the fifth largest construction company in the world (Global Construction, 2015), enjoying 
strong market shares within their three key markets: the Nordics, Europe and the U.S. (Skanska, 
2019). As Skanska experienced strong growth during the first half of the 20th century, their 
construction projects increased both in numbers and complexity. In the late 1960s, a distinct 
subdivision named Skanska Maskin took shape, responsible for managing the procurement, 
storage and distribution of construction tools and equipment needed in Skanska’s various 
construction projects. Simply put, Skanska Maskin was more or less functioning as Skanska’s 
private tool shed, without any profit or growth targets of their own.  
 
During the last decade, Skanska Maskin has undergone a major structural transformation. In 
2008, it was decided that Skanska Maskin from then on would be operationally separated from 
Skanska yet keeping its strong bonds with its parent company as a subsidiary. After a few 
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turbulent years, it was eventually clarified that Skanska Maskin should not give any preferential 
treatment to Skanska, but rather treat their parent company as any other customer. To further 
mark the separation from Skanska, Skanska Maskin was rebranded as Skanska Rental, and it 
was decided that its performance would be evaluated solely on its internal profit margin, 
without any regard to the operational result of the parent company.  

3.1.2 Skanska Rental Today 
Today, Skanska Rental’s core business is best described as revolving around managing its 
portfolio of machinery and equipment, which is leased to different Swedish constructions 
companies. Skanska Rental operates 19 customer centers spread across the country, where 
machinery and equipment are stored, refurbished, leased, and administered. The majority of 
employees are stationed at these customer centers, executing daily operations and task. The 
remaining share of employees, including executive and strategic management, central 
administration, and central HR, are mainly located at the head office in Stockholm. The 
organizational structure is best described as functional and pronouncedly hierarchical.  
 
Although Skanska Rental’s organizational objectives and expectations have been clarified since 
the initial organizational transformation back in 2008, it nevertheless still suffers from an 
operational legacy stemming from the Skanska Maskin era. This legacy is to a great extent due 
to the geographical locations of the customer centers, which are very dispersed. During the 
Skanska Maskin era, it seemed reasonable to pair the geographical diversity of the customer 
centers with a decentralized management strategy, however, as Skanska Rental now was being 
evaluated based on only one set of high-level operational and financial objectives, it seemed 
like a better idea to reform it into a centralized one. The transition from a decentralized to a 
centralized management structure uncovered many dissimilarities between the customer 
centers and their respective governance; they all had their own, often non-standardized, ways 
of managing their machinery.  
 
Today, even though there is no lack of proposals of new standardized processes and ways of 
working, managers are struggling to make them stick. The findings of our initial pre-study 
indicate that there seem to exist systemic barriers impeding these standards to be implemented, 
accepted and complied with in the wider organization. Judging from the findings in our pre-
study, these barriers cannot be attributed to the management of the product portfolio itself, but 
rather to the lack of change management guiding the transformation of it. In particular, some 
managers have argued that there had been no broad agreement on the direction in which the 
change was headed, and neither had the wider organization accepted a common view of the 
present state of affairs. When keeping in mind the tremendous organizational transformation 
the company recently has gone through, and the frustration and change fatigue it has 
engendered, it becomes clear that in order for Skanska Rental to become successful in driving 
any further change its change management practices must be critically reviewed.  



 
 
 
 

 
 
 
 

42 

4 Methodology 
In this chapter, the methodology used to conduct this thesis is presented and motivated. First, 
the research design of the thesis is presented, followed by a description of the employed data 
collection methods. Subsequently, the methods used to analyze the collected data are presented, 
as well as an evaluation of the research quality and ethical aspects.  

4.1 Research Design  
According to Collis and Hussey (2013), the paradigm underpinning any scientific research is 
the philosophical structure that influence how the research is managed and performed. The 
paradigm selected for this thesis is the interpretive paradigm, which assumes that the social 
reality is fashioned by our own perception and therefore is subjective (Collis & Hussey, 2013; 
Mackenzie & Knipe, 2006; Wahyuni, 2012). The interpretive paradigm was adopted since this 
study will focus on analyzing the phenomena of change readiness at Skanska Rental, with the 
goal of achieving an interpretive understanding of their organization and challenges.  
 
In the setting of the interpretive paradigm, it is preferable to use qualitative methods in order 
to collect data with “rich descriptions of social constructs” (Wahyuni, 2012), as well as using 
a case study as methodology (Collis & Hussey, 2013). With a case study, the aim is to gain 
comprehensive knowledge about a contemporary phenomenon, which is placed in a natural 
setting (Collis & Hussey, 2013; Wahyuni, 2012). This description is in line with the ambition 
of this thesis; to gain knowledge in how data-driven communication can drive change 
communication at a company such as Skanska Rental. In addition, a case study is preferable 
when the research question is either based on a how or why question (Yin, 2009). Consequently, 
a case study approach has been chosen as the methodology for this thesis. The case study will 
be of an inductive and exploratory nature, since its aim is to bridge the gap in the academic 
literature addressing the intersection between the field of change communication and the data-
driven organization.  
 
The general scheme for the thesis process can be divided into two main phases; a pre-study and 
a main study period. During the pre-study, focus was set on attaining a better understanding for 
Skanska Rental and the organization at large. With a deepened and more comprehensive 
knowledge about their processes and core business, the identification of a prototype research 
question was facilitated. After a general understanding for the organization was acquired, the 
main study period started. The main study began by detailing the research question of the thesis 
as well as the problematization motivating it. When doing so, a balance between practical 
relevance, as seen from Skanska Rental’s point of view, and academic relevance was sought. 
Throughout the main study period, the aim was to gain more specific and deepened knowledge 
about the research question. In parallel, the research question and the problematization was 
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iteratively revised and reworked. To attain such knowledge, a literature review, interviews and 
observations were conducted. The ambition was to let findings from theory and empirics 
influence each other, in order for us to develop new theories and knowledge in the largely 
underexplored subject of data-driven change communication. These findings ware then 
analyzed and presented. The complete research design is illustrated in Figure 4 below. Each 
specific part will be presented in more detailed in the sections to come.  
 

 
Figure 4. Schematic overview of the research design. 

 

4.1.1 Pre-study 
The main goal of the pre-study phase was to acquire a deepened understanding of Skanska 
Rental and what kind of challenges they are facing, as well as identifying what the underlying 
reasons for those challenges may be. An alternating focus between theory and empirics was 
employed during the pre-study, since the research focus was still somewhat undefined. All 
information gathered during the pre-study would then be used to detail the research question 
and lay the groundwork for the main study.  
 
During the pre-study, focus was alternating between literature search, unstructured interviews 
and informal observation. Concerning the literature, the focus was broad, and a variety of areas 
was of interest, since the research question initially was quite general and gradually was 
narrowed down. It was also important to have an open mind, and not dismiss theories early on 
that may have been valuable for the study. In parallel with the literature search, unstructured 
interviews and informal observations were conducted. The interviews were of unstructured 
nature, since the aim was to gain in-depth understanding of Skanska Rental’s challenges 
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concerning their product portfolio, as well as finding patterns within the answers (Wildemuth 
& Zhang, 2016). More than 15 interviews were completed during the pre-study, at various 
locations and with people from different levels of the organizational hierarchy. In connection 
with some of the interviews, we were also invited to observe the daily operations at some of 
Skanska Rental’s customer centers.  

4.1.2 Main Study  
At the closing of the pre-study, it was apparent that Skanska Rental’s fundamental challenge 
lied in the implementation of change in their product portfolio management, rather than the 
product portfolio management itself. Thus, attention was drawn away from the symptoms and 
instead directed towards the root cause. With this insight, the problematization was given its 
final form, as well as the research question and purpose of the thesis. Furthermore, this insight 
directed the subsequent literature review towards change readiness, change communication, the 
data-driven organization and visualization instead of product life-cycle management and 
service life-cycle management, which was the initial plan. The pre-study revealed that the 
product portfolio only was the setting and context for the real problem: how to successfully 
drive change.  
 
The main study had an iterative focus, where the problem formulation, theory and empirics all 
can influence the other parts. One example of this is that both empirical and theoretical findings 
was used in the construction of the interview questions. Likewise, the answers influenced the 
choice of theory and what areas we explored in the literature review. The findings from both 
the literature review and the interviews constituted the foundation of the analysis and 
conclusion. The process of analyzing and discussing the material was performed throughout 
both the pre-study and the main study, with the main focus being during the main study.  

4.2 Data Collection 
Three main methods of data collection have been used in this thesis: literature review, Power 
BI demo, interviews and observations. These methods and how they have been applied in this 
case study will be presented in the following sections.  

4.2.1 Literature Review 
The literature review was conducted iteratively throughout the thesis work, with the main part 
of the review being done during the pre-study and the beginning of the main study period. The 
review process was used both as a way to gain a better and a more comprehensive 
understanding of the areas of interest, as well as a way to evaluate and analyze the empirical 
findings. We also used the empirical discoveries to guide the literature search and go deeper 
into certain areas. The areas that were of interest during the literature review were change 
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readiness, change communication, visualization and the data-driven organization. To find 
relevant academic literature in these fields, the choice was made to use KTH’s Primo and 
Google Scholar as the main databases. This decision was made due to the fact that both are 
easily available and free of charge. In addition, both databases cover a wide range of fields and 
literature. The key search words that were used during the literature review were: “change 
readiness”, “change resistance”, “attitude theory”, “data-driven organization”, “business 
intelligence”, “change communication”, “participatory/programmatic communication” and 
“visualization”. With these searches, key themes, articles and authors were identified, which 
later on could be used for guidance to find new literature. When reviewing the literature, we 
adopted an analytical approach in order to identify gaps in the literature and guide the reader 
towards our research question that will address these gaps (Collis & Hussey, 2013). 

4.2.2 Power BI Demo 
At the time when this thesis study was conducted, few employees at Skanska Rental had any 
previous experience with modern data analytics platforms and tools. Thus, in order to get 
reliable results from the interviews, a dashboard demo consisting of a set of visualizations based 
on Skanska Rental’s existing business data was built. By doing so, the aim was to provide the 
interviewees with a clearer understanding of what type of visualizations that could be produced 
by modern data analytics tools. In particular, the ambition was that the demo would undo any 
discrepancy between our and the interviewees’ frame of references. Since Skanska Rental’s 
already was using an enterprise resource planning (ERP) system provided by Microsoft, the 
choice was made to make use of Microsoft’s business intelligence platform Power BI, as it 
would facilitate the integration between the two softwares. Nevertheless, it is important to stress 
that if would we have had more time and resources to set up the demo, there would have been 
nothing restricting us from choosing from a wider range of different data analytics platforms 
(see e.g. Howson et al., 2019). Due to confidentiality reasons, the demo (or screenshots thereof) 
cannot be displayed in this thesis, however, there are an abundance of Power BI dashboard 
examples just a web search away.  
 
In the Power BI demo, 9 different dashboard views were built, each serving a distinct purpose. 
For example, one dashboard offered an overview of all current customer project locations and 
associated metrics, while another dashboard offered an overview of current financial 
performance. For the interviews, 4 of these 9 dashboard views was used, which were deemed 
to be the most relevant and the easiest to get a quick overview of. All dashboards were based 
on data collected in Skanska Rental’s ERP system. This data was of a structured sort; stored as 
tables of rows and columns, with unique keys relating the different tables to each other 
(Manyika et al., 2011). As this data also was of limited volume and diversity, there are few 
reasons why it should merit the epithet of big (Jacobs, 2009; Russom, 2011). The data analysis 
conducted in the Power BI demo would be best described as descriptive (Chen et al., 2012; 
Davenport, 2013). The reason warranting such a limited ambitiousness was the fact that we did 
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not gain access to the data until just 1-2 weeks before the interviews were held. In addition, the 
ambition was to avoid spending too much time during the interviews explaining the analytic 
techniques underpinning the visualizations. Rather, the hope was that simpler analytical 
techniques would give the interviewees more time to reflect upon how well the visualizations 
managed to communicate the insights of the data analysis, which also was the focal point of 
this thesis.  

4.2.3 Interviews 
The main part of the empirical data have been collected through interviews - one of the most 
common methods used in a qualitative research approach (Gill, Stewart, Treasure, & Chadwick, 
2008; King, 2004). The interviews were of a semi-structured nature, which enabled us to ask 
open-ended questions (Leech, 2002) and are suitable for interviews where the focus is on the 
interviewees’ attitudes and opinions in regard to complex issues (Barriball & While, 1994). A 
semi-structured approach also enables us to go into depth in certain areas that are of more 
importance for the interviewee (Longhurst, 2003) and use probing (Barriball & While, 1994) 
and prompt (Leech, 2002) questions to keep the interviewee on track and ask follow-up 
questions.  
 
The goal of the interviews was to understand whether data visualization could facilitate change 
communication, and thus build change readiness, within an organization such as Skanska 
Rental. To be able to assess this, the interviews were divided into three parts: (1) general 
questions about change readiness, (2) presenting a demo of how Skanska Rental could present 
their business data in a visual way, and (3) specific questions about how data visualization 
could aid Skanska Rental in promoting change readiness. Let us now break down each part of 
the interview, in order to understand the goal and approach of each step.  
 

1. During the first part, the focus was set on the interviewees’ own opinions and thoughts 
about change readiness, both in a general context as well as in relation to how Skanska 
Rental is working with this subject today. The questions were centered around how an 
organization can create change readiness, spread information and knowledge, in 
addition to how visualization can aid both these processes. With follow-up questions, 
we attempted to gain a deeper understanding of what part of their responses were 
associated with the cognitive and affective component of their attitudes.  
 

2. The second part of the interviews were focused around a demo in the form of a 
dashboard, where Skanska Rental’s business data was visualized with respect to 
parameters such as product segment and product, and evaluated with respect to metrics 
such as revenue, costs and occupancy rate. The software that was used to create the 
dashboard is Power BI, Microsoft's business intelligence platform. We started with 
showing the interviewees how Skanska Rental presents their business data today and 



 
 
 
 

 
 
 
 

47 

asked them a number of questions concerning the data and what conclusions that could 
be drawn from it. Subsequently, we presented the Power BI demo and asked the same 
questions.  
 

3. In the third part, we asked more specific questions regarding how Skanska Rental can 
use data visualization, such as in the Power BI demo, in promoting change readiness. 
The questions were centered around how such an application could be used in daily 
operations and how that could drive change readiness, not only for the managers but for 
the employees as well.  

 
In order for us to gain an understanding for how data visualization can drive change readiness, 
we interviewed a cross-section of employees throughout Skanska Rental. However, the cross-
section is only based upon five different hierarchical levels, where two or three people on each 
level have been interviewed. This may give a somewhat inaccurate result since Skanska Rental 
have a pyramidally shaped organization, see Figure 5, where the lower-level management and 
common labor workers represent a much greater share of the total number of employees than 
top level management does. Nevertheless, since we disposed of limited time to conduct the 
study, we choose an even distribution between the different hierarchical levels.  
 

 
Figure 5. Skanska Rentals pyramidally shaped organization.  

 
The process through which the interviewees were selected was based on the results of our pre-
study as well as guidance from our supervisor at Skanska Rental. The aim was to interview 
employees that had different responsibilities, in addition to different opinions and attitudes on 
how the organization should work with change. The semi-structured approach, rather than a 
structured one, was motivated by this diverse set of stakeholders that are involved in the 
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management of Skanska Rental’s product portfolio. The list of interviewees is presented in 
Table 2 below.  
 
Table 2. Interviews  

Interview Position Length (min) Date 

A Strategic Management 80 min 2019-03-15 

B Executive Management 100 min 2019-03-18 

C Strategic Management 60 min 2019-03-18 

D Common laborer 60 min 2019-03-19 

E Operations Management 70 min 2019-03-19 

F Operations Management 90 min 2019-03-22 

G Product Management 90 min 2019-03-22 

H Common laborer 80 min 2019-03-25 

I Product Management 100 min 2019-03-25 

J Executive Management 80 min 2019-03-26 

K  Operations Management 90 min 2019-03-27 

Total 11 individuals  900 min  

 
 
All interviews took place face-to-face at either the office in Stockholm, Upplands Väsby, 
Sjöstaden or Göteborg. All interviews were recorded, after the interviewee had given his or her 
permission for us to do so, in order for a transcription to be made to facilitate later analysis. 
After each interview was finished, we sat down and discussed key aspect to see whether we 
had understood and interpreted things in the same way.  

4.2.4 Observations 
We were situated mainly at Skanska Rentals headquarter in Stockholm during the entire thesis 
process. This made it possible for us to observe the organization in order for us to get a overall 
feeling for the current situation at Skanska Rental, which according to Denscombe (2014) is of 
great importance. Observations are also an appropriate method for explorational investigations 
(Blomkvist & Hallin, 2014). This is in line with our goal of understanding how and in what 
way Skanska Rental is working with change communication, and to what extent data 
visualization could be used as a tool to facilitate it. As part of the pre-study, we visited multiple 
customer centers around the country. This gave us a better understanding of Skanska Rentals 
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core business and a more nuanced picture of any challenges associated with it. We also gained 
access to a number of IT tools that Skanska Rental is using in their day-to-day business, which 
offered us an opportunity to observe also these aspects of the business.  
 
The observations conducted during the pre-study functioned as an introduction to the more 
focused observations that took part during the main study (Denscombe, 2014). The focal point 
for the direct observations were four meetings that we attended (see Table 3). During three of 
the four meetings, some of the participants joined via conference call, which resulted in some 
difficulties in reading the room and seeing how people reacted to certain comments. However, 
this is how many of the meetings at Skanska Rental is conducted due to the geographical 
locations of the customer centers and consequently these meetings were reasonably 
representative for the organization as a whole.  
 
Table 3. Observation of meetings 

Observation Meeting Length (min) Date 

1 Product Strategy 120 min 2019-03-20 

2 Product Council  60 min 2019-03-27 

3 Controller Council 180 min 2019-04-08 

4 Product Strategy 60 min 2019-04-12 

 
The meetings were selected due to their focus on strategic planning and change initiatives 
relating to the product portfolio. During these meetings both of us took notes, which we later 
compared and combined. As Blomkvist and Hallin (2014) recommend, we focused on 
differentiating between first and second order of construct. During the meetings we mainly took 
notes of first order of constructs, i.e. writing down what actually took place, and it was first 
afterwards we added second order of constructs, i.e. our own reflections. Even though one 
should strive to observe without any interactions and with the objective of not influence the 
situation at all (Lundahl & Skärvad, 1999), it is difficult to achieve during the meetings  we 
observed since we needed to be in the room or join in on a conference call. Due to the fact that 
we needed to observe the meetings openly, and therefore influence the situation, we conducted 
the observation openly but without interactions, as is depicted in box number 3 in Figure 6 
below. 
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Figure 6. Types of observations (Lundahl & Skärvad, 1999).  

 

4.3 Analysis Method 
When all the empirical data was collected, through the interviews and observations, the analysis 
process began. According to (Denscombe, 2010), the grounded theory approach is favorable in 
cases where the research aim is to understand the basic components of a complex phenomenon, 
which is in line with our research question and purpose. Since the first phase of the analysis 
process consisted of coding and sorting data into various categories (Denscombe, 2010), it was 
essential for us to first transcribe the interviews and structure our notes from the observations. 
During the transcription process, key sentences and phrases were highlighted in order to 
facilitate the analysis process.  
 
In line with our iterative approach, the grounded theory argues for using open coding during 
the initial phase of analyzing the data (Denscombe, 2010). With open coding, the codes are 
allowed to change during the process and become more and more refined. As we identified 
common themes in the data sample and coded these themes, also known as axial coding, the 
so-called key components emerged. With the development of the key components, the 
researchers can move over to selective coding, where focus is set on the core codes that are 
essential in understanding and explain the phenomenon investigated (Denscombe, 2010). This 
comparative method has helped us to analyze the data and find both differences and similarities 
between the interviews.  

4.4 Research Quality 
In this section the research quality will be discussed, both concerning validity, reliability and 
generalization. In addition, we will also discuss the methods used in this study. Overall, a 
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longitudinal study, with the ability to observe the variables repeatedly, would have been 
preferable with our research aim. This due to the fact that it would have been desirable to 
examine an actual implementation of a data visualization tool and be able to compare the 
variables before, during and after the implementation. However, this was not possible due to 
the time constraints of the thesis.  

4.4.1 Validity and Reliability  
Validity can be described as to which extent the data collected in a study actually is an accurate 
representation of the studied phenomenon (Collis & Hussey, 2013). Comparing qualitative and 
quantitative research, it is more difficult, if not impossible, to prove that data from a qualitative 
study is accurate (Denscombe, 2010). However, according to Denscombe (2010) there exist 
some steps one can take in order for the data to be reasonably likely. One of these steps are 
triangulation, were the researcher can use different data sources in order to validate the data 
(Denscombe, 2010). During this thesis research, this is something that we have put much time 
and consideration into. With both conducting two rounds of interviews and observations we 
achieved methodological triangulation and could increase the likelihood that the data was 
corrected, since multiple data sources pointed in the same direction. We also interviewed people 
at different levels in the organization, as well as at different locations, which also strengthened 
the validity of the data since it showed that the data is separated from culture and location. Yin 
(2009) also states that using “multiple sources of evidence” is a way of further increase the 
validity of a case study.  
 
Whether or not a study is reliable is dependent on whether it is repeatable, or in other words, if 
someone can repeat the study by using the same methods and achieve the same result (Collis 
& Hussey, 2013). However, Denscombe (2010) argues that this is more complicated in 
qualitative research than quantitative, since the researcher is more integrated in the data 
collecting processes. Considering this, with our research being based to a great extent on our 
semi-structured interviews, it has quite a low reliability. Nevertheless, there are measures to 
take in order for a qualitative research to have a higher reliability. One example is to present 
the researcher’s line of thought and materials in order for others be able to inspect whether or 
not they are “reputable procedures and reasonable decisions” (Denscombe, 2010). With this in 
mind, we have presented all interview questions in Appendix A and explained the thinking 
behind the structure in section 4.2.3 Interviews. The demo that we presented during the 
interviews will however be difficult to repeat since it contains confidential business data and 
could not be presented in the report.  

4.4.2 Generalizability 
Since qualitative research often is based on a handful of cases, this results in doubt in whether 
our single case study is representative in other contextual settings (Denscombe, 2010). 
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However, according to Yin (2017), generalizability can be divided into two categories; 
statistical and analytical generalization. Statistical generalization can be difficult to achieve 
through a qualitative research, due to the fact that statistical generalization often stems from 
research using surveys or analyzing historical data (Yin, 2017). Analytical generalization, on 
the other hand, is based upon the notion that the research is striving for new discoveries or 
experiences that can be generalized in a new setting, for example when it comes to advancing 
or in some other way influence a theoretical concept (Yin, 2017). Regarding this thesis, it is 
analytically generalizable. Since we have made the decision to have one single case study, the 
focus will be set on gaining a deeper understanding and knowledge about this case company 
and to see how data visualization can aid Skanska Rental in communicating change. Since this 
area have not been researched before, this study will advance this theoretical field and be a 
stepping stone for future research.  

4.4.3 Methods 
Three methods have been used in this thesis: literature review, interviews and observations, and 
they will now be discussed in terms of quality. The majority of literature used in this report was 
academic. Thus, the conclusion can be drawn that these sources have been critically reviewed 
by field experts and therefore highly reliable. To a lesser extent, we also made use of popular 
and trade publications. Such publications were reverted to when academic literature on the 
subject was scarce or inadequate for our purposes. In conclusion, the literature review can be 
stated to have a high quality.  
 
Even though interviews can be insightful, they can also result in bias as a result of insufficiently 
asked questions or even interviewees’ inaccurate recollection of past events (Yin, 2009). 
Regarding the risk of interviewees recalling past events incorrectly, there are limited actions 
we can take to prevent it. However, we used triangulation as a way to check the quality of the 
data presented during the interviews (Denscombe, 2010). Thus, if the information declared in 
the interviews matched the information from the observations and pre-study, then the 
information was deemed more likely to be correct. To reduce the risk of influencing the 
interviewees negatively by asking leading questions, we reiterated the questions multiple times 
to remove any formulations and words that could influence the interviewees in any way. We 
also discussed the question with both our supervisors in order for us to receive objective 
criticism.  
 
During an observation, the observer can have an impact on how people behave and act just by 
being present in a room (Lundahl & Skärvad, 1999). As a consequence, the meetings we 
observed during the study could have been influenced by us, just by being there, and thus 
impact the quality of data we collected. However, there may be difficulties conducting an 
observation without the subjects knowing about it (Lundahl & Skärvad, 1999). In order for us 
to be able to observe how employees talk and behave when change initiatives are brought up, 
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we needed to attend the relevant meetings and therefore be present in the room. With the 
ambition of having a low influence on the meetings, we did not actively participate in the 
conversations and instead focused on taking notes and just observe. Lundahl and Skärvad 
(1999) also maintain that the observer himself or herself can be influenced by the situation and 
the culture in the organization. In order for us to stay impartial and objective, we chose to 
observe the organization during certain periods and then taking a respite for the sake of us not 
becoming too involved and affected by the situation.   

4.5 Ethical Aspect 
All participants in the study partook by their own free will, which according to Collis and 
Hussey (2013) is one the most important ethical aspects to take notion of. Prior to the 
interviews, all interviewees received information about the structure, length and subject for the 
interviews, which Collis and Hussey (2013) also argue is of great importance. In addition, 
information about our wish to record the interviews was also presented, with the reassurement 
that it will only be used by us during the analysis and transcription process. All the interviewees 
actively agreed to be recorded. Furthermore, since confidential information was discussed 
during the interviews, all the interviewees are anonymized in the report. Consequently, it was 
also important to assure that no answers or quotes could be traced back to any of the persons 
interviewed. We have also signed a non-disclosure agreement and will therefore not present all 
material used in the in interviews since they are based on company confidential information.   
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5 Results and Analysis 
In this chapter, the empirical findings are presented, followed by an analysis based on the 
theories covered in the literature review. The chapter is divided into four main sections, each 
corresponding to a different theme.  

5.1 The 4 Roles of Data Visualization 
In this chapter, the results from the interviews and observations are presented, along with the 
analysis of these results. The chapter will be divided into four different themes that emerged 
during the interviews and observations: (1) data visualization as a mean to enthuse, (2) data 
visualization as a mean to align perception of current state, (3) data visualization as a mean to 
reinforce a data-driven culture and (4) data visualization as a facilitator of interpersonal 
communication. In each of these for sections, we will first present our empirical findings, and 
then analyze and evaluate them using our literature review.  
 
We have chosen to present our empirical findings by highlighting quotes from the interviewees. 
These quotes have been chosen due to their merit of being crisp, concise and efficiently 
capturing the general sentiments and opinions of the interviewee in question. Of course, even 
though quotes are an effective way of summarizing the interviewees’ answers in a short 
sentence of two, they cannot provide the reader with a general overview of all interviewees’ 
answers. Thus, as a complement, we have synthesized the interviewees’ answers in table 
format. This table can be found in Appendix B.  

5.2 Data Visualization as a Mean to Enthuse 
The first of the four themes being covered in this section; data visualization as a mean to 
enthuse, pertains to the enthusing aspect of data visualization. As the reader surely recalls, when 
people are given the right data and the right skills to interpret it, it can engender excitement and 
a positive momentum. Moreover, if the data is presented in an interactive and compelling way, 
engagement additionally is boosted. In the following two sections, we will explore this aspect 
of data visualization. We will begin by presenting our empirical findings, and then analyzing 
and evaluating them using our literature review.  

5.2.1 Empirical Findings 
A common denominator for all interviewees was that they got more enthusiastic about the 
possibilities of data visualization as a method to present information. Today, Skanska Rental is 
using a significantly less flexible reporting tool than Power BI, where the operational and 
financial data primarily is presented as numbers in rows and columns. In addition, the 
interviewees also became curious about the information presented in the demo - they started 
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reason around what drove the trends that were presented and why that looked different than 
what they instinctively thought. 
 

“I think it’s more of a trigger, when it's numbers combined with... data 
visualized with colors and bar graphs and so on. I think it probably triggers 

one to take a closer look and try to understand it in another way.” - 
Interviewee A 

 
In agreement with Interviewee A, many other interviewees mentioned that the colors used in 
the demo (red for negative trends and green for positive trends) helped them understand the 
data better and inspired action. In other words, it was easier to gain an overview of the 
information with the colors guiding them to identify outliers.  
 

“It becomes clearer. Yes. It sorts of affects more parts of the brain. And so, 
you can see it from different perspectives. And in that way, you can get 

across to more people too, I think.” - Interviewee C 

 
A number of interviewees also argued that the excitement and curiosity the data visualization 
engendered within them was due to the fact that it was interactive. Interactivity, they reasoned, 
allowed them to drill down into different graphs and see the data from different perspectives. 
For example, many interviewees were positive about the fact that the demo allowed them to 
drill down into different levels of the product hierarchy and examine which particular products 
that drove a particular trend at the product group level. Some of the interviewees also started 
to reason about new ways to present and visualize other sets of data and how that could 
influence their daily work.   

 

“I would start using the [Power BI map] right away. However, I would 
rather base the figures on the Customer ID instead, or the Project ID, and 

show where our customers actually are located. And how much 
[equipment] we have there. One could also show visitor lists and see that 

‘here should we be able to have more [equipment] because it is such a 
large project.’” -       Interviewee E.  

 
The fact that the data visualization generate excitement and curiosity was also demonstrated 
during Observation 1. During the meeting, different people presented data on how their 
respective product segment is developing and their strategies for the upcoming year. All 
presenters presented their data differently, with the majority using PowerPoint slides filled with 
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text. The presenters that used some form of visualization of data in their presentation generated 
livelier discussions and interest from the rest of the meeting participants.  
 
Another topic that was discussed in multiple interviews was the importance for employees, in 
all levels of the organization, to be able to impact and influence decisions concerning change. 
When people feel that their voice is heard and their opinion matters, several interviewees 
argued, they will be more susceptible to change even if they don’t fully agree with its rationale.  
 

“You create positive spirit. And you get people engaged by making sure 
they can be involved and influence, so that they feel part of it. I think that is 
the most important thing of all. [...] You have to feel involved and be able to 
participate and be able to influence at least some things.” -  Interviewee C 

 
In line with this argument, numerous interviewees also argued that it is important to be able to 
influence the visualized data in order be motivated by it. In other words, people who are 
confronted with a downward trend won’t feel any commitment to change it unless they feel that 
they can directly impact it. This point was discussed in the context of whether all employees 
should have access to the same data (which will be further discussed in the next chapter in 
relation to the question of transparency). Several interviewees argued that it could engender 
negative emotions if the data visualized didn’t have a connection to the employees’ daily work 
and therefore couldn’t be influenced by them.  
 

“Because in some contexts, and some people, they do not feel they have the 
possibility to change the situation, and then it may just pull them down even 
more in the swamp. [...] Then you feel powerless instead.” - Interviewee G  

 
If the information displayed in a data visualization tool is related to a process that its recipients 
can directly impact, it can also increase the unity in the work group or team.  
 

“It will be... how to put it... there will be better cohesion and community in 
this way. ‘Well, we’ve seen this [trend]’, you would be able to say to your 

teammates. ‘We should focus on it.’” - Interviewee D 

5.2.2 Analysis 
Few interviewees had any prior experience with modern data visualization tools. Consequently, 
after they had seen the Power BI demo in action, they had a notably more positive attitude 
towards the practical relevance of data visualization in the context of creating change readiness. 
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This finding is in line with the argument of Diaz et al. (2018), who maintain that excitement 
and positive momentum can arise when employees have access to the right data and are 
equipped the right skills to interpret it. Interviewees’ positive attitudes could partly be explained 
with the choice of color palette (Bartram et al., 2017). The colors palette chosen in the demo 
mainly consisted of light, pastel colors, which according to Bartram et al. (2017) is likely to 
evoke emotions of calmness. Nevertheless, if the aim would have been to evoke a feeling of 
disturbance, which could indeed be appropriate in the context of convincing employees that 
change is urgently needed, a darker color palette would have been more effective. In addition, 
the fact that the data visualization was interactive was pointed out by a number of interviewees 
as an important reason why it engendered a feeling of excitement and curiosity. This argument 
is supported by Morrison (2015) who assert that it even can be “enjoyable” to play around with 
interactive data.  
 
Many interviewees emphasized the importance of sharing the right data to the right employee. 
Unless you can’t impact the data you are being confronted with, they argued, the excitement 
and curiosity will be replaced by impotence and indifference. This argument resonates with the 
third and fourth of Armenakis and Harris (2002) five key beliefs that antecedes change 
readiness; efficacy and principal support. In other words, in order for data visualization to 
generate positive attitudes towards change, the message that is conveyed should be tailored 
after its recipients. In particular, the recipient must feel that he or she has the innate capacity 
and the sufficient external support to undertake any change that is implied as necessary by the 
data visualization. This line of reasoning strongly resonates with the argument of Hendriks 
(1999) who maintains that scope any shared knowledge should match the ambition of its 
recipients. 
 
Lastly, it is worth paying attention to the fact that one interviewee argued that data 
visualizations can have a positive effect for group cohesiveness when the team feel they can 
influence it. This argument illuminates the cohesive aspect of intraorganizational 
communication (Elving, 2005). Speaking openly and frequently about how the team is 
performing and in which areas they are excelling could incite a processes of self-categorization 
among team members, ultimately strengthening the shared group identity (Postmes et al., 2001; 
Ridder, 2004). Nevertheless, as the interviewee also pointed out, this requires the metrics to be 
both relevant and within reach for the team to impact.  
 
Conclusively, we can from our empirical and theoretical findings discern that data 
visualizations can have the virtue of being a cause for enthusiasm. The interviewees gave voice 
to feelings of empowerment after the data visualization had helped them understand the 
underlying data in a different or clearer way. Many interviewees also looked to the future, 
reasoning of what data visualization they could create themselves to help them in their daily 
work. However, our empirical and theoretical findings also indicate that data visualization only 



 
 
 
 

 
 
 
 

58 

will have an enthusing effect if its recipients feel that they can influence the numbers 
underpinning it.  

5.3 Data Visualization as a Mean to Align Perception of Current 
State 
The second theme; data visualization as a mean to align perception of current state, relates to 
the ability of data visualization to amplify both the understanding and communication of 
complex sets of data. As the reader surely recalls, data visualization has the virtue of 
explicitizing implicit knowledge, offer both overview and detail, and enabling an improved 
internalization of data. In the following two sections, we will explore this aspect of data 
visualization, and in particular, what role it plays in the communication of change. We will 
begin by presenting our empirical findings, and then analyzing and evaluating them using our 
literature review.  

5.3.1 Empirical Findings 
One thing that has been apparent during our time at Skanska Rental, and was confirmed during 
the interviews and observations, was the fact that the perception of the current state of affairs 
differs substantially across the organization. A major reason for this is the fact that routines for 
collecting and registering data vary significantly between different departments and product 
segments. This lack of coherence results in difficulties presenting a full and consistent picture 
of the business. Our findings from Observation 1, 2 and 3 suggest that many employees agree 
that standardizing the data collection and registration process should be a key strategic priority. 
The importance of having a better overview of the current state of affairs was also frequently 
discussed during the interviews. All interviewees agreed that a thorough understanding of the 
current state is imperative in making informed decisions.  
 

“I think it is important that you create some form of measure of the current 
state. And today it is very difficult, because there is no data available. But if 
you had something like [Power BI] you could measure and visualize it, in 

addition to visualizing the change process itself.” - Interviewee C 

 
Many of the interviewees also touched upon the concept of discrepancy, i.e. the discrepancy 
between the current state of affairs and some desired end-state. With relevant data visualized, 
more apparent trends emerged which the interviewees took notice of. The general theme of the 
answers was that seeing trends and getting an accurate representation of the current state would 
help them identify where they needed to focus their attention and make some changes in order 
to improve results.  
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“After all, if you can visualize and back up your argument with data - 
developments or trends - it is easier to grasp” - Interviewee A 

 
Some also emphasized the need to gain a better understanding of how one's own work relates 
to the bigger picture. Data visualization, they argued, can aid in that awareness and thus drive 
change readiness within the organization.   
 

“[Visualization of data can drive change readiness] by gaining a greater 
understanding of what affects what. And what the overall picture looks 
like... That you shouldn’t just look at your own little box or your own 

customer center, but instead have a clear, bigger picture.” - Interviewee J 

 
Likewise, many interviewees reasoned that data visualization is a suitable tool for presenting 
complex data in an understandable way. This was often brought up in the context that Skanska 
Rental has a broad and complex product portfolio, which results in difficulties finding general 
trends and identifying the key drivers of those trends.   
 

“I think that complex information can need support from some form of 
visualization. [...] Put it in a context or show how one data point is related 

to others.” - Interviewee G   

 
As a continuation of this discussion, the importance of having the same frame of reference was 
brought up. Today, several interviewees argued, there is no agreed standard on how information 
should be shared, and consequently, different managers use different approaches. This lack of 
standardization became apparent during Observation 1, where the presenters used diametrically 
different approaches to convey their message even though their contents were very similar. 
Several interviewees further argued that a data visualization tool, such as Power BI, could 
create a common platform that everyone could use and thus create a mutual frame of reference.  

 

“Here [in Power BI] it is also easy to find common denominators that 
everyone can use, so that we have the same imagery. So that everyone 

recognizes it. I think this is important because there are quite a few people 
who change positions within Rental, or within Skanska. But within Rental 
above all. And then it is... if you recognize the material, I think it is easier 
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to change and develop or change the department or the like. If you have the 
same language.” - Interviewee E  

 

“I would use it to justify the efforts and explain how... If you have a 
common language, then it becomes so much easier to explain what you 

mean and why you do it in a certain way. ”- Interviewee I 

 
Another way of creating the same frame of reference and a shared perception of the current 
state is by having total transparency of data. As a result, everyone would be able to access the 
same information, independently of what role you have.  
 

“The more the better, I think. [...] This isn’t a secret, right? [...] It's better 
that more people know about it [...] Then one can have a better dialogue 

with one’s management. ”- Interviewee A 

 

“I think that everybody should be able to access the information. I would go 
in and check, just because it is fun.” - Interviewee H 

 
However, several interviewees argued that employees should be exposed to different sets of 
data, depending on their functional role. This argument was often raised together with the 
argument that people needs to be able to influence the data that is visualized in order to be 
motivated by it. With total transparency, in contrast, it is put on open display which individuals, 
teams, or units that are lagging behind the rest. Being labelled as an underperformer, one 
interviewee argued, could even have a demotivating effect.  
 

“You also feel exposed. Because everyone else will see that we are the 
worst. [...] But if you know what to do and you are on the move and you 
may have made some changes - or have been able to show that you are 

climbing or improving. There are many things that can be good to show.” - 
Interviewee G  

 

“[One should] be able to control the tool in a way such that it depends on 
what function you [as an employee] have. So, it is function-determined. ” - 

Interviewee J   
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As a middle ground, some interviewees suggested that you should be able to have both - the 
overview and the possibility to create custom slides presenting relevant data for a particular 
individual or team.  
 

“I think everyone should be able to use the tool. [...] You need to have 
official reports that are recurring, but I see no restriction in that [...] 

people should be able to see it. And if possible, [people could] even create 
their own variants of them. ” - Interviewee I  

5.3.2 Analysis 
The importance of having a mutual understanding of the current state of affairs before 
launching into any major organizational change (or any change for that matter) was emphasized 
by several interviewees. This resonates well with the change communication literature, which 
identifies organizational diagnosis as one of the most critical steps in organizational change 
(Janicijevic, 2010; McFillen et al., 2013). Data visualization, many interviewees argued, could 
provide a common frame of reference where such a mutual understanding would be nurtured. 
In effect, the data visualization tool would act as a common language through which discussions 
regarding the current state would be initiated. In addition, as was pointed out by one 
interviewee, this would also make it easier for employees changing roles within the 
organization, who would find it much easier to reorient themselves in their new role.  
 
As is suggested by Backer (1995), by inviting employees to be a part of diagnosis process, they 
could discover by themselves whether the current state is unsatisfactory or not. Hopefully, 
when a change initiative sooner or later is launched, it won’t be perceived as arbitrary but rather 
fully rational and expected. Indeed, as the reader surely recalls, having a mutual understanding 
of the current state lays the groundwork for formulating a credible rationale regarding two of 
Armenakis and Harris's (2002) five key beliefs: discrepancy and appropriateness. In other 
words, if employees are to be convinced that the current state is falling short of some desired 
end-state and the proposed change is appropriate in addressing that discrepancy, they must first 
be convinced about what the current state looks like.  
 
Having a mutual understanding of the current state of affairs could also offer change agents 
greater control over the formation of collective attitudes towards change. As the reader surely 
recalls, the formation of collective attitudes is an amalgamation process in which individuals’ 
attitudes are combined, weighted and integrated by the means of ongoing negotiations and 
sensemaking efforts (Kozlowski & Klein, 2000; Rafferty et al., 2013; Vakola, 2013). Providing 
employees with a common frame of reference on which they can base their discussions about 
the current state, and possibly also what changes that need to be undertaken to improve it, could 
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help change agents control the output of those negotiations and sensemaking efforts. However, 
it is worth pointing out that this kind of process is subjected to a range of other factors, including 
leadership, policies, and organizational events beyond the control of the change agent. 
Nevertheless, aligning employees’ perception of the current state of affairs could be a step in 
the right direction, eliminating one out of many ambiguities.  
 
The question of mutual understanding of the current state of affairs raises the issue of 
transparency. The interviewees’ opinions diverged on the matter; some argued for full 
transparency, some argued for limited transparency, whilst others took the middle ground, 
arguing that data should be accessible by all but only exposed to those who might find it 
relevant. Of course, having an accurate picture of the current state requires all data to be 
considered, speaking in favor for full data transparency. After all, there are significant 
advantages associated with transparency, including improved data quality, avoidance of 
unnecessary risk taking, and increased organizational sharing and collaboration (Berg, 2011). 
On the other hand, too much information risks leading to information overload, causing stress, 
poorer health, and a deprioritization of contemplative activities (Misra & Stokols, 2012). 
Instead, as is argued by Flyverbom (2016), transparency needs to be predated by careful and 
extensive selection, direction and interpretation of information. It quickly becomes apparent 
that the issue cannot be solved without careful deliberation as there need to be a trade-off 
between transparency and relevance.  
 
In conclusion, our empirical and theoretical findings suggest that data visualization can 
facilitate organizational diagnosis and in effect lead to an alignment of different persons’ 
perception of the current state of affairs. In particular, data visualization could function as a 
common frame of reference from which any discussion regarding the current state of the 
organization would depart. In effect, as it is through such negotiations and sensemaking efforts 
that change readiness attitudes are formed, data visualization could play an important role in 
the communication of change if it is used with this end in mind. Furthermore, many 
interviewees also witnessed of being helped by the data visualization to relate their own place 
in the organization to the bigger picture. However, not all interviewees agreed that it necessarily 
is beneficial to the organization that all employees’ have access to the bigger picture, as it raises 
an issue of transparency.  

5.4 Data Visualization as a Mean to Reinforce a Data-Driven 
Culture 
The third theme; data visualization as a mean to reinforce a data-driven culture, pertains to the 
virtue of data visualization to encourage data-driven thinking. As the reader surely recalls, data 
visualization can aid its user to access and explore extensive amounts of complex data, allowing 
new insights and ideas to form. Data-driven thinking, in turn, is a prerequisite for any 
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organization aspiring to label itself as data-driven. In the following two sections, we will 
explore this aspect of data visualization and what consequences it entails to the communication 
of change. We will begin by presenting our empirical findings, and then analyzing and 
evaluating them using our literature review. 

5.4.1 Empirical Findings 
During our time at Skanska Rental, many employees have talked about the company’s goal of 
becoming more data-driven. Especially the managers articulated the need for the company to 
ground their decision-making process in evidence rather than gut feeling.  
 

“Very much is based on gut feeling and long experience... The risk is that 
you get a misrepresented picture [of the world] that is not fact-based.” - 

Interviewee B 

 

“Yes, there are a lot of “truths” here [...]. But there are no facts. It is a lot 
of opinions and ‘you think’ and ‘you know’ and so on, but you do not have 

any facts.” - Interviewee C 

 
However, even though many people in the organization seem well aware that data-driven 
thinking leads to better decision making, we learned from our interviewees and observed during 
our observations that not everyone try to live as they learn. For example, during Observation 1, 
few presenters backed up their recommendations with hard facts. Instead, many chose to speak 
freely about the general trends they saw and whether their product segment was doing well or 
not. Consequently, the meeting participants needed to rely on the presenter’s gut feeling and 
was not invited to see, question and evaluate the evidence underpinning that gut feeling. Similar 
behavior could be observed during Observation 4. Even though the meeting participants 
frequently were urged by executive management to present more data to underpin their strategic 
recommendations, discussions rather relied on experience, technical product details or hearsay. 
Despite frequent reprehension from executive management, this behavior never got any real 
consequences as strategic recommendations that hadn’t been backed up by hard evidence still 
got the green light. Conclusively, Skanska Rental’s employees seem to understand that the 
organization needs to be more data-driven in its decision making, but has a hard time 
committing to it.  
 
Nevertheless, several interviewees argued that a data visualization tool, like Power BI, could 
help the organization to make more data-driven decisions and help employees to understand 
why decisions have been made. Such a data visualization tool, many interviewees further 
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argued, could be used in a wide range of situations, with examples ranging from daily work 
meetings to welcoming visiting customers in the lobby with a map of current project locations.  
 

“If you can create a tool like this [it can be helpful in] everything ranging 
from the day-to-day tasks to… different meeting discussions. [...] Because 

you see the full picture. So, I think that it in many ways leads to better 
decisions, just as it leads to better information and communication.” - 

Interviewee J 

 
Several interviewees also stressed that they could understand the information presented in the 
demo better than they could in the reporting tool that Skanska Rental is using today. After 
having been shown the demo, many interviewees also stated that they found it easier to grasp 
the general trends of the business when the business data was aggregated to a higher level. 
Simplicity was also underscored by many interviewees as absolutely crucial in order for people 
to be able to understand and, in effect, actually use the data visualization.  
 

“You won’t reach everyone unless you visualize in a simple way. You may 
well send spreadsheets and tables and so on, but it needs to be made as 

simple as possible. Otherwise it will just become something that is… well, a 
nice-to-have. And half the people didn’t even understand what the numbers 

said at all.” - Interviewee I 

 

“It should be easy. You shouldn’t have to make a big effort and search [for 
the information]. In that case, it won’t happen at all.” - Interviewee D 

 
Using a data visualization tool that displays the different business units’ performance will 
undoubtedly have some influence on employees’ competitive spirit. Opinions diverged on 
whether increased transparency would result in an internal competition that is healthy or not. 
Some interviewees only saw upsides with internal competition, arguing that it would motivate 
people to work harder.  
 

“Sales people are competitive, and they will find ways to compare 
themselves against each other. And that is not negative thing, on the 

contrary, if they see that someone else is performing better than they are, it 
will encourage them to find out what it is that they are doing that we are 

missing.” - Interviewee I 
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Other interviewees, however, were less convinced. One interviewee argued that even the 
smallest ambiguousness in evaluation methods would cause employees to mistrust any official 
competition, resulting in apathy and loss in respect for those who created it. Others argued that 
competition would only be motivating for the top-performers, however, for the 
underperformers it would just cause frustration or apathy.  
 

“It [the competitive aspect] is very popular, and intuitively you think it will 
spur. But I am not convinced that it always does. [...] All people are 

different, have different preconditions, different backgrounds, different 
experiences. [I don’t think] That all will be encouraged to see that they are 
performing the worst. [...] Some will be motivated by it - I believe, above 

all, those who are number 3, 4, 5, they will be motivated to become number 
1. But what happens to those at the bottom, what will they feel?” - 

Interviewee G 

5.4.2 Analysis 
In the case of Skanska Rental, differences between meetings and presenters in terms of style 
and structure were substantial. Even though the meetings we observed all had an outspoken 
purpose to focus on future strategic initiatives, discussions rather tended to be focused on the 
here and now, lingering in technical details. Arguments were rarely supported by data, but 
rather on the experience of individuals. This lack of data-driven culture was also confirmed 
during the interviews, where many interviewees called for a more data-driven and fact-based 
decision making.  
 
Culture, as the reader surely recalls, can have a significant impact on change readiness on the 
organizational level (Rafferty et al., 2013). In particular, Rafferty et al. (2013) argue that 
organizations having a culture that value adaptability and development are more open to change 
than organizations with stability-oriented cultures. Analogously, we argue that organizations 
characterized by a data-driven culture will be open to change, provided that data indicates that 
change is needed. However, lacking in data-driven culture not only entails consequences for 
organizational change readiness, but also for change communication. In order to be credible, 
the rationale behind change must be provable, thus requiring change agents to be able to prove 
why their proposed change is necessary and appropriate (Elving, 2005; Garnett & Kouzmin, 
2000). Thus, the change agent who cannot back up his or her message with data faces a hard 
time convincing the employees that change is a good idea.  
 
Many interviewees argued that data visualization could help overcome the cultural barriers 
hindering data-driven decision making from taking place. Two key reasons for this crystallized 
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during the interviews; on the one hand, it can help people understand complex sets of data, and 
it can help communicating those insights to others. This is in line with the dichotomy suggested 
by Eppler and Burkhard (2004), who makes a distinction between information visualization 
and knowledge visualization. One of the key advantages of data visualization, which pertains 
to both these reasons, is that it has the potential of making data-driven thinking visible and 
impossible to ignore, and in effect putting it on the agenda (Dykes, 2018). This aspect of data 
visualization becomes very important since no culture can be labelled as data-driven if data-
driven thinking isn’t a natural part of day-to-day activities (Dykes, 2017). Today, data 
visualization tools are versatile and can be adjusted to suit the different needs of different 
situations. This was confirmed by the interviewees who enumerated a list of possible situations 
where data visualizations could be helpful, ranging from day-to-day tasks to monthly strategy 
meetings. Nevertheless, many interviewees were soon to point out that data visualization is not 
a panacea, but it must be ensured that the visualization is simple enough for that people actually 
understand it. The interviewees’ reservation towards data visualization as being a quick-fix 
resonates with the recommendations of Shah et al. (2012), who maintains that ensuring that 
employees are equipped with appropriate skills is a prerequisite for the successful 
democratization of data. Clearly, the need to invest in relevant training, sometimes even 
extensive depending on the employees’ data literacy, must be accounted for before investing in 
and launching any data visualization tool.  
 
During many interviews, the topic of data-driven decision making often led to a discussion on 
competitiveness. The opinions of the interviewees’ differed substantially; some were convinced 
that competition is healthy, while others maintained that it would be pointless, even cause harm. 
As a middle ground, others argued that competition prove itself advantageous in some 
circumstances but should be avoided in others. Interpreting this plethora of different opinions, 
we argue that in a company such as Skanska Rental, it should be up to managers and team 
leaders to deliberate whether competition would help their respective unit or team to deliver 
better results. Again, the issue of transparency is raised, and we believe that Flyverbom’s (2016) 
recommendation of treating transparency as a sort of visibility management is applicable. 
However, we also believe that resistant attitudes towards competition could be due to the lack 
of data-driven culture in the company. As one interviewee argued, even the smallest 
ambiguousness in evaluation methods would cause employees to mistrust any official 
competition. In other words, healthy competition prerequisites unequivocal and transparent 
ways of measuring performance.  
 
In conclusion, we find reasons to believe that the use of data visualizations could foster a data-
driven culture. Even though many interviewees agreed that Skanska Rental has a far way to go 
until becoming truly data-driven, they saw great potential in data visualization to ease the 
journey. In particular, they thought that data visualizations could help foster a better 
understanding of data, which of course is a prerequisite for a data-driven culture. However, a 
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data-driven culture is a culture where data-driven insights are readily available throughout the 
organization. Some interviewees voiced their concern that this might lead to increased internal 
competition, which not always leads to better performance.  

5.5 Data Visualization as a Facilitator of Interpersonal 
Communication 
The fourth and last theme; data visualization as a facilitator of interpersonal communication, 
emphasizes data visualization as a tool, rather than a panacea. As the reader surely recalls, there 
are a multitude of strategies and channels through which a message of change can be conveyed, 
and often, change communication is the most effective when a combination of them is used. In 
the following two sections, we will explore this aspect of data visualization and relate it to other 
change communication channels. We will begin by presenting our empirical findings, and then 
analyzing and evaluating them using our literature review. 

5.5.1 Empirical Findings 
One theme that was frequently discussed during the interviews was the effectiveness of 
different communication strategies in the context of change communication. Most interviewees 
agreed that face-to-face meetings was one of the more important, if not the most important, 
way to communicate. Moreover, some interviewees also argued that a data visualization tool 
like Power BI could help facilitate interpersonal change communication. In particular, as one 
interviewee argued, data visualization could function as a tool for explaining the rational of 
change to other people. 
 

“If you can present [data], people can understand what it is that the 
company is looking for or wants to achieve, rather than that you should 

explain it [in words]. [....] It is a tool that can help you explain. But how do 
we know we have succeeded? This is often the question. [...] Well, we can 
see here, we can measure it every day or every week or every month.” - 

Interviewee F 

 
Some interviewees were less convinced that data visualization could have a mediating effect 
on change readiness by facilitating interpersonal change communication. In fact, one 
interviewee argued that data visualization had no impact on change readiness whatsoever.  
 

“I do not believe that change readiness in general is affected by such 
visualizations. I believe that it is a decision basis for people in decision-
making positions - managers and product managers.” - Interviewee G 
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Interviewee G continued by reasoning that a data visualization tool like Power BI still could 
help people to understand the rationale of a particular change, since it would help them find 
proof that change is needed. Nevertheless, the main limitation of a data visualization tool like 
Power BI, Interviewee G further argued, is the fact that it’s just a tool, nothing less, nothing 
more. A tool could by itself never result in an increase in change readiness.  
 

“[Data visualization] cannot stand for itself. You cannot hide behind it, but 
it is you as a human being who needs to do the actual communication. And 
then, [data visualization] can either strengthen or weaken - if you have a 

crappy PowerPoint people will be preoccupied with sorting out the 
hundreds of bar graphs you’ve crammed in there. But it cannot replace the 

human being, I think.” - Interviewee G  

 
Another topic that was frequently discussed during the interviews was which communication 
channels to use when communicating about change. The interviewees all mentioned everyday 
communication channels such as group meetings, one-to-ones, email, the intranet and the 
monthly newsletter. They also argued that using multiple channels to convey particular 
message is superior to using a single channel, since all people are different and have different 
ways of internalizing information. However, when using multiple channels, it is important that 
the message is consistent.  
 

“It is crucial that the change agent, i.e. at the highest level that the change 
initiative affects, is consistent and persistent. And always communicates the 

same message regardless of which channel is used.” - Interviewee I 

 
Analogous to the argument of using multiple channels in order to reach more people, many 
interviewees also argued that a data visualization tool could allow its recipients to view it from 
multiple perspectives, enabling more people to actually understand it.  
 

“If you have multiple ways of showing one thing, it is easier to reach more 
people.” - Interviewee A 

 

“It becomes clearer. Yes. It sorts of affects more parts of the brain. And so, 
you can see it from different perspectives. And in that way, you can get 

across to more people too, I think.” - Interviewee C  
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By using different colors to show trends, several interviewees argued, it is easier to get a quick 
overview of the data. Many of the interviewees also reasoned that seeing red figures could help 
them prioritize and see where they needed to focus their attention. It was clear that all 
interviewees recognized that red and green is a universal way to communicate if a certain 
number is “good” or “bad”. In other words, the colors are telling a story about the data that may 
not have been as apparent if you just were confronted with a number. Visualizations could also 
affect feelings, according to some interviewees.  
 

“Yes, and I think [visualized data] is easier to explain to others. So, even if 
you can create this feeling in [the current reporting tool], what is right and 

what is wrong, it is very difficult to convey to someone else. [...] And in 
[Power BI] you can show it: "Look here, your circle is much smaller, and it 
is red. Everyone else's is green." [...] The data is backing up the feeling.” - 

Interviewee I  

 
This more intuitive way of communicating data, several interviewees argued, makes it easier 
for all parties to understand it regardless of what role they have. Several interviewees also 
witnessed of experiencing “aha moments” and could themselves identify the trends that were 
presented in the demo.  

5.5.2 Analysis 
The fundamental importance of the face-to-face conversation was underscored by most 
interviewees. In particular, as one interviewee argued, technologies such as data visualization 
could never replace human interaction. This importance attributed to interpersonal 
communication is backed up by the findings of Allen et al. (2007) and Lewis (1999, 2006), 
who suggest that channels such as small informal discussions, general informational meetings, 
and word of mouth are the most popular ones. Furthermore, by conceiving face-to-face 
communication as one of the most importance ways of communicating change, the individual 
is in effect placed at center stage. After all, organizational change is ultimately carried out by 
individuals and it is individuals, not organizations, who possess attitudes towards change 
(George & Jones, 2001; Smith, 2005). Subscribing to this line of reasoning, it becomes clear 
that data visualization could never replace interpersonal communication but can at best 
facilitate it. Indeed, we argue that data visualization can enhance the quality of the face-to-face 
conversation by providing a common frame of reference. If two people have a common frame 
of reference from which the conversation can start, the likelihood of mistranslations and 
misunderstandings is decreased (Enquist & Makrygiannis, 1998). When we further consider 
that, in an organization, interpersonal communication takes place all the time and in all types 
of constellations (Blaschke, Schoeneborn, & Seidl, 2012), the importance of having a shared 



 
 
 
 

 
 
 
 

70 

frame of reference becomes even greater for the formation of change readiness. Indeed, as was 
discussed in section 2.2.2., the process through which collective change readiness attitudes are 
formed is a social one; it consists of ongoing interpersonal discussions, negotiations and 
sensemaking efforts.   
 
Several interviewees argued that the most effective way of communicating a message of change 
is to convey the same message, consistently and persistently, using multiple communication 
channels. The use of multiple communication channels was motivated by the fact that different 
people are susceptible to different communication approaches. This finding is in line with the 
argument of Stephens et al. (2013), who argues that the use of a combination of different 
communication channels can increase the likelihood if it reaches its intended recipients. 
Moreover, as is argued by Timmerman (2003) and Balogun and Hope Hailey (2003), different 
types of change require different types of communication channels. Conclusively, managers 
need to consider what combination of channels best suit both the message and its recipients in 
their particular organizational context.  
 
Lastly, all interviewees agreed that the design of a data visualization could have a significant 
on how it is interpreted. Many interviewees pointed out that the color palette of the data 
visualization demo helped the discern important trends and relate them to each other. This 
finding resonates with the argument of Knaflic (2015), who maintains that the principles of 
storytelling are imperative in visualizing data in an understandable way. Nevertheless, as is 
pointed out by Krum (2013), storytelling and design thinking necessarily introduces the 
designer’s bias to the data visualization. This argument reminds us that data visualization is not 
neutral, as it requires that the underlying raw data has been aggregated and interpreted by its 
designer. Thus, it becomes apparent that the same arguments applied on the questions of data 
transparency can be applied here; data visualization should be predated by deliberate visibility 
management (Flyverbom, 2016).  
 
In conclusion, our empirical and theoretical findings indicate that data visualization can 
function as a facilitator of interpersonal communication. In particular, data visualization could 
function as a common frame of reference, or a common vocabulary, from which discussions 
could depart and be based upon. Conceiving data visualization as a tool, and not a solution in 
itself, reminds us that change readiness attitudes ultimately rest within people, not organizations 
or technology or anything else for that matter. We also found that data visualization is best 
treated as one out of many change communication channels. As people tend to have quite 
different approaches to how they internalize information, many interviewees argued that a 
combination of different channels should be used when communicating change.  
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6 Discussion 
In this chapter, the discussion of the four themes that emerged in the previous chapter is 
deepened. In particular, we discern three problematization areas; the democratization of data, 
the issue of transparency, and the importance of treating data visualization as a tool. The 
empirical and theoretical findings presented in the previous chapter are related and weighed 
against each other.   

6.1 The Democratization of Data 
In an organization, the role that data can play is two-fold; (1) it can inform the decision-makers, 
and (2) it can help the decision-makers communicate how these decisions was arrived at to 
other people (Rothberg & Erickson, 2017). The former of these two roles is well understood; 
data-driven thinking improves decision making (Brynjolfsson, Hitt, & Kim, 2011; Provost & 
Fawcett, 2013). The second role, nevertheless, is just starting to receive attention in the 
academic literature (Rothberg & Erickson, 2017). Data, and modern tools to make sense of that 
data, has the potential to empower employees to actively participate in the decision-making 
process and not only be subjected to it (Gaylin, 2016; Ross et al., 2013). To be precise, this 
empowerment takes place when employees are given access to the right data and have the right 
skills to interpret it. When that is the case, employees are in effect empowered to arrive at 
intelligible conclusions and form new ideas by themselves. Our empirical findings indicate that 
this potential might be even greater when data is visualized; many interviewees argued that 
data visualization can facilitate a quicker and deeper understanding of the underlying data.  
 
This act of empowering employees to participate in the decision-making process has been 
labelled as data democratization (Diaz et al., 2018; Gaylin, 2016). Data democratization is a 
central attribute of the data-driven organization as it ensures that non-specialist can gather, 
analyze, and make sense of data without external support (Diaz et al., 2018; Gaylin, 2016). We 
argue that data democratization has the potential to transform both roles that data can play in 
an organization; it can make the decision-making process collective and the change 
communication of those decision participatory. When data is democratized - available to all 
and not held in the hands of a few - we further argue that the two roles that data can play blend 
into one. Decisions are made and understood in a dynamic and collective process.  
 
Letting the decision-making process be dynamic and collective, rather than rigid and top-down, 
entails substantial consequences for the change communication of those decisions. To be 
precise, such a decision-making process opens up for dialogical, rather than monological, 
communication. As the reader surely recalls, this kind of communication is precisely what is 
advocated by Frahm and Brown (2003) in the context of emergent and continuous change. 
Moreover, the trust and mutual understanding that is built through dialogical communication 
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can in turn reinforce the collectiveness and participation of the decision making process 
(Raelin, 2012). This leads us to conclude that there is a positive feedback loop connecting 
participatory decision making with participatory change communication. This positively 
reinforcing relationship between participatory decision making and participatory change 
communication is presented in Figure 7 below.  
 
 

 
Figure 7. Participatory decision-making and participatory change communication are 

connected in a positive feedback loop. 
 
Not only can data democratization amplify the degree to which change communication is 
participatory, but it can also engender a positive momentum and even genuine excitement in 
the organization (Diaz et al., 2018). Our empirical findings indicate that this potential is latent 
at Skanska Rental; many interviewees expressed excitement over the data visualization demo 
and many started reasoning around what kind of data visualization they would create for 
themselves or their team. This sense of excitement, we believe, is connected with the feeling 
of empowerment engendered by the democratization of data. In particular, when people are 
given the right access, tools and skills to participate in the decision-making process, they feel 
that any such invitation extended to them is genuine. On the other hand, our empirical findings 
indicate that the feeling of empowerment can be subdued if the recipients of the data 
visualization don’t feel that they can influence the numbers underpinning it. This finding is in 
line with Armenakis and Harris (2002) who maintain that in order for employees to be open to 
change, they must first feel confident in that they have the sufficient support and capacity to 
actually undertake it. With this consideration kept in mind we conclude that data 
democratization, i.e. empowering employees to participate in the decision-making process by 
providing them with the right data and skills, can have profound implications for change 
communication. When data is democratized, we argue that it is more likely that employees feel 
that their invitation to participate in the decision-making process is genuine. Active 
participation, in turn, is imperative to change communication, and in effect, change readiness. 
Armenakis and Harris (2009) even argues that without participation, any buy-in to sustainable 
change is likely to be ingenuine.  
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6.2 The Transparency Trade-Offs 
While the synergies between data democratization and participatory change communication are 
many, so are the pitfalls. Our empirical findings indicate that one of the most important of these 
is the question of transparency. As data grows increasingly complex, transparency might lead 
to unintended consequences such as confusion, undermined trust, or self-censorship, quite 
opposite to its original intention (Hansen et al., 2015). It is in this light that a number of 
important questions need to be answered.  
 
First, should employees only have access to the data that is relevant them, and be cut off from 
everything else? If so, where should that line be drawn? In the ideal data democracy, everyone 
can participate in the decision-making process. For the typical organization, there are many 
reasons why this isn’t desirable, including lack of overview at the lower levels of the 
organization and inefficient use of time and resources (Harrison & Freeman, 2004). In the case 
of Skanska Rental, opinions diverged. Some interviewees argued that everyone should have 
access to everything, while others argued that access to data should be restricted depending on 
functional role. One possible solution could be to expose employees only to the data that is 
relevant to them, while giving them access to the full picture only if they should be interested 
in learning more. However, this raises yet another question regarding what information that 
should be deemed relevant for whom. As is pointed out by Hendriks (1999), this is no 
consideration that should be taken lightly since knowledge sharing may even be harmful if 
employees don’t recognize the value of the knowledge being shared. Thus, managers mustn’t 
only consider the extent to which data access is granted, but also need to make deliberate 
choices regarding the design of the data visualization itself. This conclusion is in line with that 
of Flyverbom (2016), who maintains that the selection, direction and interpretation of 
information require careful deliberation.  
 
Second, if access to data is generously granted, should comparison between departments, teams 
or individuals be actively encouraged? In particular, should employees only be exposed to data 
that only pertains to them or their team, or should they be encouraged to compare themselves 
with others? If we keep in mind that one of the key characteristics of the data-driven 
organizations is their view on  data and analytics as a key strategic asset (Kiron & Shockley, 
2011), the answer should be straightforward. Indeed, if decision-making should be data-driven, 
so should the performance evaluation of individuals, teams and departments be. However, one 
might argue that, depending on the characteristics of the performance evaluation system, 
increased transparency could lead to increased internal competition. In the case of Skanska 
Rental, opinions diverged regarding the trade-off between transparency and competition. Some 
interviewees argued that transparency would lead to an increased internal competition that in 
the main is healthy, and others argued that it would only do damage. One interviewee argued 
that even the smallest ambiguousness in evaluation methods would cause employees to mistrust 
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any official competition, resulting in apathy and loss in respect for those who created it. Clearly, 
there is no straightforward answer to the question of what increased transparency will lead to 
in terms of internal competition, as it may entail many unintended consequences (Hansen et al., 
2015).  
 
Third, data democratization requires that employees are equipped with the right skills to make 
sense of that data (Shah et al., 2012). Funding the training of each employee clearly isn’t for 
free, and neither would it be a wise use of resources, particularly if their functional roles aren’t 
involving any strategic decision-making. However, the question is; how much should the 
organization be willing to invest in the data literacy of its employees? If employees are lacking 
the right skills to actually make sense of the data, too much transparency can instead lead to 
confusion or stress (Hansen et al., 2015; Misra & Stokols, 2012). Likewise, lack of sufficient 
education, training, or experience has been pointed out as one of the key reasons why 
organizational democracy fails (Harrison & Freeman, 2004). Teaching data literacy, it is 
argued, is best done through hands-on workshops and ongoing coaching (Ridsdale et al., 2015; 
Shah et al., 2012), neither being for free. Thus, practitioners need to make a trade-off between 
the benefits of data democratization and the costs of increasing employees’ data literacy. 
Nevertheless, it is not only the data literacy of the recipients of data visualizations that need to 
be considered, managers also need to consider the data literacy of the designers. Indeed, no 
data visualization is neutral, but are always more or less subjected to the designer’s bias (Krum, 
2013). Conclusively, the same arguments that Flyverbom (2016) applies to the issue of 
organizational transparency in general, we argue should also be applied to data visualization. 
To be precise, we argue that data visualization needs to be treated as if it was a certain type of 
visibility management, where selection, direction and interpretation of data visualizations is 
predated by careful deliberation.  
 
Clearly, the question of transparency is not a simple one. While transparency offers significant 
advantages, including improved data quality, avoidance of unnecessary risk taking, and 
increased organizational sharing and collaboration (Berg, 2011), it is also associated with 
significant costs. In this section, we have discussed three such costs that must be weighed 
against the advantages of increased transparency; relevancy, competition and data literacy. 
Conclusively, we argue that these trade-offs question of transparency requires serious 
deliberation and needs to be answered with respect to the particular context of the organization. 
Ultimately, managers need to make a trade-off between transparency, relevancy, competition 
and data literacy.  
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6.3 Nothing Less and Nothing More than a Tool 
The three transparency trade-offs remind us that data visualization cannot stand for itself but 
has to be actively managed and subjected to careful deliberation regarding its selection, 
direction and interpretation. Indeed, just as data is not a panacea for an organization wishing to 
be data-driven (Ross et al., 2013; Shah et al., 2012), we argue that data visualization is not a 
panacea for change agents wishing for more effective change communication. At the end of the 
day, change agents cannot hide behind technology to communicate their change message for 
them. Instead, as was pointed out by many employees, the interpersonal aspect of change 
communication is incredibly important.  
 
Nevertheless, our empirical findings suggest that change agents can leverage data visualization 
in order to strengthen their change message. In particular, we argue that data visualization can 
facilitate the conversation by providing a common frame of reference from which the 
conversation can start. Perhaps even more importantly, we argue that sharing the same data 
visualization platform throughout the organization could guarantee that all interpersonal 
communication shares one and the same frame of reference. Sharing a common frame of 
reference, in turn, enables higher-quality intra-organizational communication (Enquist & 
Makrygiannis, 1998). And, keeping in mind that collective change readiness attitudes are 
formed through a process of ongoing negotiations and sensemaking efforts (Kozlowski & 
Klein, 2000; Rafferty et al., 2013; Vakola, 2013), it becomes clear that change agents have 
much to gain from defining a common frame of reference from which such discussions can 
depart. However, a prerequisite for this is that the data visualization platform actually is 
accepted as the single source of truth, which only can be achieved if it enjoys serious 
endorsement from top-management (Ross et al., 2013). Again, we feel the need to stress that 
data visualization, just as data in general, is merely a means to an end and will only reap the 
greatest benefits when it is used in a deliberate and strategic manner (Lavalle et al., 2010; 
McAfee & Brynjolfsson, 2012).  
 
Lastly, data visualization is just one out of many possible channels to communicate change. 
Our findings indicate that a change message is more effectively conveyed if communicated 
through a combination of channels. In particular, many interviewees argued that different kinds 
of channels suit different kinds of people. Furthermore, previous research suggest that different 
kinds of channels suit different kinds of change programs (Balogun & Hope Hailey, 2003; 
Timmerman, 2003). Throughout this thesis, we have devoted much of our attention to change 
that is emergent and complex, to which a participatory kind of change communication is 
suitable. However, participatory and programmatic change communication is not mutually 
exclusive, but can be fused together and applied in one and the same change program (Russ, 
2008). This gives us reason to argue that dialogically inclined communication channels may 
not always be suitable in all continuous and emergent change initiatives, just as monologically 
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inclined communication channels may not always be suitable in all episodic and planned 
change initiatives. Depending on its design and in what forums it is displayed, data visualization 
can of course both serve as dialogical and monological communication channel. Conclusively, 
data visualization is a tool and ought to be treated as such by the change agent, who needs to 
make active choices in how, when and where it is used.   
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7 Conclusion 
The purpose of this thesis has been to explore how data-driven communication can drive 
change readiness by facilitating change communication. Considering the underexplored nature 
of our chosen subject of study, an exploratory methodological approach was deemed suitable, 
and in particular, a case study at Skanska Rental was conducted. A series of interviews and 
observations was carried out and later analyzed through a theoretical lens. This analysis was 
problematized and scrutinized in a discussion, where different aspects were compared and 
weighed against each other. Now, we set out to synthesize this discussion into a conclusion that 
will answer the research question of our thesis. The implications for both theory and 
practitioners are then discussed, followed by a presentation of the limitations of the thesis and 
directions future research.  

7.1 Data Visualization can facilitate Participatory Change 
Communication 
Our findings indicate that data-driven communication can facilitate change communication by 
encouraging it to be participatory. In particular, data visualization allows change 
communication to be dialogical by providing a common frame of reference on which 
discussions can be based. This finding entails a broadening of the role that data visualization 
can play in an organization. We have depicted this broadened role of data visualization in 
Figure 8 below, where the dashed lines represent the new connections that we argue should be 
paid attention to. First, not only can data visualization inform decision makers, but it can also 
be a tool for decision makers to communicate their decision in a dynamic and participatory 
way. This connection is represented by arrow (1) in Figure 8. Nevertheless, an invitation to 
participate is not enough. If participatory change communication is to be genuinely 
participative, employees must be given the right tools and equipped with the right skills in order 
to be able to make sense of the change decisions and the data underpinning them. If that is the 
case, employees are empowered to actually have an educated opinion regarding the change 
decisions. Then, by having a dialogical conversation with employees, decision makers can 
receive employees’ feedback and adjust their change decisions accordingly. This connection is 
represented by arrow (2) in Figure 8. Lastly, the data visualization itself should be responsive 
to the needs of the organization and dynamically adjusted to the change decision that is to be 
communicated. This connection is represented by arrow (3) in Figure 8. Taken together, we 
argue that these three new connections support and strengthen the communication of change, 
which ultimately supports and strengthens the creation of organizational change readiness.  
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Figure 8. Analytical Framework. Not only can data visualization help decision makers, but it 
can also facilitate change communication (arrow 1). By having a dialogical conversation with 

employees, decision makers receive their feedback (arrow 2). Analogously, the data 
visualization itself should be responsive to employees’ feedback (arrow 3).  

 
In conclusion, we believe that data visualization can create a sense of genuine partnership, since 
it entices active participation (Armenakis & Harris, 2002, 2009). When employees have been 
given access to data required to understand their organization’s business and, perhaps even 
more importantly, find it exciting to actually do so, they feel that their invitation to participate 
in critical business decisions is genuine. A genuine invitation, we argue, is a prerequisite for 
genuine participation. And without genuine participation, no change communication merits to 
be called participatory. We are now ready to answer our research question, which the reader 
surely recalls is:   
 

➢ How can data-driven communication facilitate change communication?  
 
Summarizing our above discussion in one short sentence, we formulate our answer thusly:  
 

➢ Data-driven communication, or in particular data visualization, can facilitate change 
communication by encouraging it to be participatory. 

 
Now, as has become clear in our discussion, our findings indicate that data visualization entails 
many advantages in the context of change communication. Nevertheless, a number of important 
considerations is warranted. In the following, we will address these considerations. First, we 
will give our final remarks on the three transparency trade-offs that were identified in section 
6.2. Second, we will conclude our discussion of section 6.3, which pertained to the importance 
of face-to-face communication, which cannot be replaced by data visualization but, in the right 
circumstances, may be facilitated by it. Third, we will relate the role of data visualization to the 
general topic of change management.  
 
Data democratization is not straightforward, as it in addition to several advantages also entails 
costs and raises issues of transparency. However, a change agent that aspires to engage in 
participatory change communication must do so in a context where people have been equipped 
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with the right set of skills and tools to actually participate. In other words, data needs to be 
democratized, at least to some extent. Thus, managers planning to democratize data should 
weight its advantages against its costs. In our discussions, we have considered three 
consequences of having too much transparency; (1) reduced relevancy, (2) increased internal 
competition, and (3) investments in data literacy. The first consequence is actuated when 
employees are exposed to information that isn’t relevant to them, causing information overload. 
The second consequence relates to when increased transparency allows employees to compare 
themselves with other teams or department, leading to an increased competitiveness that isn’t 
necessarily healthy. The third consequence pertains to the costs associated with the investment 
needed to increase employees’ data literacy, without which the will not be able to independently 
and correctly interpret the data they have been given access to. Conclusively, there is a trade-
off that needs to be made between transparency, relevancy, internal competition and data 
literacy.  
 
At the end of the day, it is between individuals that communication takes place. Many 
interviewees stressed the point that the most effective and most important type of 
communication takes place when people talk to each other. Data visualization is by no means 
a replacement for verbal communication but can be a tool for facilitating it. We maintain that 
this should be the role of data visualization; by helping people make sense of complex data, it 
can provide a common vocabulary, or a starting point from which a dialogue can depart. 
Ultimately, data visualization is a tool, and thus, like any tool, its use ought to be predated by 
careful deliberation of what ends that are hoped to be achieved with it.  
 
Lastly, we feel the need to stress that communication, although one of the most important, is 
not the sole precursor of successful change. Physical, political, financial, or emotional 
constraints may apply and will not be “communicated away” but needs to be dealt with 
seriously and deliberately. Even though our findings indicate that data visualization has 
substantial potential for facilitating participatory change communication, it cannot be forgotten 
that there is much more to the successful implementation of change than only the 
communication of it. Conclusively, data visualization is a tool for achieving effective change 
communication, but not a panacea.  

7.2 Implications 
In this thesis, we have endeavored to shed light on the shortage of academic studies addressing 
the intersection between change communication and data-driven communication. Guided by 
our research question, we set out to address this gap. In this section, we will discuss the 
implications, for theory and practice respectively, of the conclusion we were able to draw.  
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7.2.1 Implications for Theory 
This thesis contributes to the existing change management literature by bringing together two 
fields of study; change communication and the data-driven organization. We have shown that 
these two fields have great potential to benefit from an exchange of ideas and concepts. We 
have done so by producing a descriptive overview of the circumstances that needs to be in place 
for data-driven change communication to be successful. In particular, we have described the 
circumstances in which data-driven communication can facilitate change communication by 
encouraging it to be participatory, but also listed a number of considerations, conditions and 
pitfalls. Despite our case study being conducted in a particular context; the construction 
industry, we find reason to believe our findings to pertain to other contextual settings. This 
belief is grounded in the fact that continuous and emergent change is something most industries 
have to deal with in today’s turbulent and fast-moving business environment. We believe our 
thesis to be a first step towards addressing the shortage of academic research examining the 
intersection between change communication and the data-driven organization. We hope that 
our explorative and descriptive case study can serve as a source of inspiration or even a point 
of departure for future research that endeavor to deepen the understanding of change 
communication in general and data-driven change communication in particular.  
 
There is a second aspect to our theoretical contribution; we have addressed the need for new 
approaches suitable for change communication in the context of continuous and emergent 
change (Helpap, 2016; McClellan, 2011; Russ, 2008). Considering today’s business 
environment, where an increasing number of businesses and organizations are finding 
themselves confronted with constant pressure to reinvent themselves, we see no reason why 
this need will become less urgent. Indeed, there is no sign of this pressure being relieved within 
a foreseeable future. On the contrary, the rapid growth and technological development of the 
last centuries has brought with it immense environmental, social and economic problems that 
we only now are starting to see the consequences of. The global community is facing a 
seemingly insurmountable challenge in tackling these problems and it most definitely will 
require a transformation that is both extensive and swift (Doppelt & McDonough, 2017). The 
enormous pressure put on communities, businesses and organizations to meet these challenges 
by becoming environmentally, socially and economically sustainable makes effective change 
management even more important in creating successful and lasting change (Doppelt & 
McDonough, 2017; Lozano, 2013). We hope that our thesis can be a small contribution towards 
building a theory of change management that is able to effectively guide change that will be 
more uncertain and complex than ever before.  

7.2.2 Implications for Practitioners 
The findings of this thesis are relevant for practitioners. In particular, our findings can help 
practitioners navigate change communication by providing them with a new tool to do so; 
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namely, data visualization. Our findings suggest that data visualization may be a particularly 
effective tool in the context of continuous and emergent change, since it encourages change 
communication to be participatory. Nevertheless, as we have pointed out, there are a number 
of considerations, conditions and pitfalls that need to be taken into consideration. Below, we 
have synthesized these considerations to a list of practical recommendations intended for 
change agents using data visualization as a tool in change communication. In the context of 
change communication,  
 

1. Data visualizations should be displayed in locations and situations where dialogical 
communication between its users is encouraged. For example, daily stand-ups, group 
meetings or in prominent common areas.  

2. Data visualizations should be designed in a way that encourages active participation, 
for example by the deliberate use of certain color palettes, interactivity and storytelling.  

3. Data visualizations should be used in combination with other communication channels.  
4. Data visualizations should be accessible to as many employees as is practically possible, 

but only actively exposed to those employees that have a need for it in their functional 
role. Ultimately, there is a trade-off between relevance and transparency, which requires 
careful deliberation by management.  

5. Data visualizations should be designed and deployed in a way that fosters an internal 
competition that is healthy. Ultimately, there is a trade-off between competition and 
transparency, which requires careful deliberation by management.  

6. Data visualizations should be designed with the end users’ needs and skills in mind and 
kept as simple as possible. Ultimately, there is a trade-off between data literacy and 
transparency, which requires careful deliberation by management.  

7.3 Limitations and Future Research 
The findings of this thesis are subjected to a number of limitations. First, due to the 
underexplored nature of our chosen subject of study, a case study was the natural choice of 
methodology. The methodological approach chosen in this thesis is one of its greatest strengths, 
but at the same time, one of its greatest weaknesses. On the one hand, the case study approach 
allowed us to gain a comprehensive understanding of data-driven change communication in a 
natural setting (Collis & Hussey, 2013; Wahyuni, 2012). On the other hand, the case study 
approach also limits our findings to the contextual setting of Skanska Rental. Thus, we believe 
that future research would benefit from examining whether our findings applies to a broad set 
of different contextual settings.  
 
Second, as Skanska Rental at the time of the case study had not implemented any data-driven 
change communication, our empirical findings are of course based on interviewees’ speculative 
opinions, rather than a posteriori perception. A fruitful direction for future research would be 
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to conduct a longitudinal study of data-driven change communication, where its preconditions 
and effects would be studied before, during and after a certain change initiative.  
 
Third, we believe that future research in data-driven change communication would benefit from 
employing a quantitative methodology. In particular, it would be interesting to examine 
whether the findings presented in this thesis are statistically significant in different contextual 
settings and in different stages of change. In addition, sound quantitative data would also 
strengthen the findings of a qualitative nature, as it would allow results to be triangulated.  
 
Fourth, in the contextual setting of Skanska Rental, we have implicitly limited the meaning of 
data to only encompass structured types of data, as this is what is used in Skanska Rental’s 
analytic activities today. Moreover, a similar limitation was made to the analytic techniques 
that has been considered in this thesis; we have primarily been concerned with descriptive 
analytics. However, it would be interesting to explore whether more complex types of data and 
more advanced analytic techniques would produce different results in the context of data-driven 
change communication. For example, complex data and advanced analytic techniques may tilt 
the transparency-data literacy trade-off since it requires a higher level of skill and experience 
to understand it.  
 
Lastly, each of the three transparency trade-offs listed in the first consideration in section 7.1 
begs for closer scrutiny. How important are they for the successful use of data-driven change 
communication? Should these trade-offs be balanced differently in different contexts? To what 
extent are they dependent on each other? Clearly, these are all questions non-trivial and we 
believe that they deserve to be paid attention to in future studies. One area we find particularly 
promising is the trade-off between transparency and internal competition, as it raises issues 
regarding ethics and integrity. In this study, we have treated data-driven communication as if 
it only pertained to the performance of the business itself, but undoubtedly, it can also pertain 
to the performance of individual employees. Naturally, the evaluation of individual employees’ 
performance is a sensitive subject and thus deserves to be treated with caution. Any 
organization that wish to evaluate its performance needs to consider how different evaluation 
methods might affect its employees’ job satisfaction and general well-being. Such 
considerations become even more important in the context of change communication, where 
the intention of even communicating company performance in the first place is to gain 
employees’ buy-in to change.  
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Appendix 

Appendix A. Interview Questions 

Förberedande: Intervjupersonens bakgrund 
➔ Ålder 
➔ Nuvarande position/tidigare position(er) 
➔ Antal år på Skanska Rental 
➔ Utbildning 

 
Del 1: Allmänt kring förändringsmognad  

➔ Vad betyder förändringsmognad för dig? Kan du exemplifiera?  
◆ Varför behövs förändringsmognad?  

● Är det bara att sjösätta en förändring, eller behöver man förbereda sig? 
Om det behövs, hur viktigt är det?   

◆ Hur skapar man förändringsmognad?  
● Vilka hjälpmedel och verktyg kan man använda för att skapa 

förändringsmognad?  
◆ Var skapar man förändringsmognad?  

● Vilka sammanhang och situationer blir viktiga i processen att skapa 
förändringsmognad? T.ex. möten, samlingar, nyhetsbrev, osv.  

◆ Vem skapar förändringsmognad?  
● Är det i 1-till-1 relationer mellan kollegor, mellan anställd och chef, 

inom arbetsgruppen, eller något som delas av hela organisationen?  
◆ När skapar man förändringsmognad?  

● Hur långt i förväg innan förändringen behöver man börja? När kan man 
sluta?  

➔ Hur har Skanska Rental gjort historiskt, och hur gör man idag? Kan du exemplifiera?  
 

➔ När du hör informations- och kunskapsspridning, vad tänker du på då? Vad innebär det 
att kommunicera kunskap och information i en organisation?  

◆ Vad är det för kunskap/information som man behöver kommunicera i en 
organisation?  

● Tyst eller uttalad kunskap?  
◆ Hur kommunicerar man kunskap/information i en organisation?  

● Vilka hjälpmedel och verktyg använder man?  
◆ Var kommunicerar man kunskap/information i en organisation?  
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● Kommunicerar man kunskap/information under möten, samlingar, eller 
via IT-verktyg?  

◆ Vem kommunicerar kunskap/information i en organisation?  
● Är det cheferna som kommunicerar kunskap till sina anställda, eller de 

anställda som kommunicerar kunskap till sina chefer? Sprids kunskap 
mellan individer eller inom grupper? Var i organisationshierarkin sprids 
kunskap? 

◆ När kommunicerar man kunskap/information?  
● Är det medvetet eller omedvetet? Sker det hela tiden eller bara ibland?  

➔ Hur har Skanska Rental gjort historiskt, och hur gör man idag? Kan du exemplifiera? 
 

➔ Vad har visualisering för roll i informations- och kunskapsspridning? Kan du 
exemplifiera?  

◆ Varför behövs visualisering av information och kunskap?  
● Tycker du att det hjälper dig i ditt lärande? Tror du att det hjälper andra?   

◆ Hur visualiserar man information och kunskap?  
● Vilka hjälpmedel och verktyg kan man använda?  

◆ När och var bör man använda visualisering som ett verktyg att sprida 
information och kunskap?  

● Var i organisationshierarkin bör visualisering användas? I vilka 
sammanhang bör visualisering användas?  

◆ Hur har Skanska Rental använt visualisering av information och kunskap 
historiskt, och hur gör man idag? Kan du exemplifiera? 

Del 2: Demo  
[Power BI demo] 

➔ Får du en bättre överblick av datan i detta verktyg än i [det verktyg som används idag] 
- en ren tabellbaserad vy?  

➔ Tycker du att det är lättare att ta till sig data när den är visualiserad? Tror du att detta 
gäller även för andra?  
 

Del 3: Förändringsmognad och visualisering  
➔ Tror du att datadriven kommunikation i allmänhet och visualisering av data i synnerhet 

kan driva förändringsmognad?  
◆ Varför är det viktigt? Är det viktigt?   
◆ Hur gör man det? Vilka hjälpmedel och verktyg?  
◆ När ska det göras? Hela tiden, eller ibland?  
◆ Vem kan använda sådana verktyg? Vem är mottagaren? 
◆ Var och i vilka sammanhang är detta en bra metod?  
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➔ Hur skulle du kunna använda detta, eller andra liknande verktyg, för att driva 
förändringsmognad i din arbetsgrupp? Kan du exemplifiera?  

◆ Hur skulle du kunna kommunicera och övertyga med visualisering av data?  
◆ Hur tror du att du skulle reagera ifall dina chefer använde sådana verktyg för att 

förbereda dig inför en förändring? Skulle det påverka hur du tar åt dig 
informationen som de vill kommunicera?  

➔ Tror du att data datadriven kommunikation och visualisering av data kan hjälpa Skanska 
Rental i stort att driva igenom stora förändringsinitiativ?  
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Appendix B. Matrix of Interviewees’ Responses  
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