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Purpose:  The purpose of this  degree project is to describe and explore how a 
large and diverse corporation that is undergoing several change 
processes promotes the internal communication and manage the 
employees. 

Research questions: 

How does the organization promote internal communication during a 
change process? 

What are the important factors when managing employees during a 
change? 

  
Method:  This study is based on a qualitative case study of MTR Tunnelbanan, 

where semi-structured interviews were conducted to obtain the 
empirical data. The collected theoretical framework is based on journals, 
scientific articles and books, which covers the subject change 
management. 

Conclusion:  From the study, it can be concluded that there is very little difference 
between the normal communications that takes place during the 
everyday activities in the organization and the communication during a 
change process. The communication should increase drastically during 
change processes in order to minimize the risk of misunderstandings 
and rumors. Managing employees during a change is a complex process. 
The study shows that there are many different factors that are important 
in employee management during the change process. Where open 
communication, trust and supportive leadership are among these 
factors. 
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Syfte:  Syftet med denna studie är att beskriva och utforska hur ett stort och 
mångsidigt företag som genomgår flera förändringsprocesser främjar 
den interna kommunikationen och hur företaget leder sina 
medarbetare under en förändring.  

Forskarfråga: Hur främjar organisationen den interna kommunikationen under en 
förändrings process? 

Vad är viktiga faktorer när man leder medarbetare under en     
förändring?  

  
Metod:  Denna studie är baserad på en kvalitativ fallstudie på MTR Tunnelbana, 

där det utfördes semi-strukturerade intervjuer för att samla in 
empiriska data. Den insamlade teorin är baserad på vetenskapliga 
artiklar och böcker, som täcker området förändringsledarskap. 

Slutsats:  Från studien kan man dra slutsatsen att skillnaden mellan den normala 
kommunikationen som sker under de dagliga aktiviteterna i 
organisationen och kommunikationen under en förändringsprocess är 
minimal. För att främja internkommunikationen under 
förändringsprocesser är förbättringar nödvändiga. Ett sätt är att öka 
kommunikationen drastisk i tidigt stadie i förändringsprocessen för att 
minimera risken för missförstånd och ryktesspridning. Att leda 
medarbetare under en förändringsprocess är ett komplex process. 
Studien visar att det finns många olika faktorer som är viktiga vid 
personalledning under förändringsprocess. Där öppen kommunikation, 
tillit och stödjande ledarskap är bland dessa faktorer.  
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NOMENCLATURE 
Executive Directors: The policy-making group responsible for the overall direction of the 
company.  

Middle management: Responsible for the execution and interpretation of policies 
throughout the organization and the successful operation of assigned divisions or 
departments.  

First-line or supervisory management: Directly responsible to the middle management 
group for ensuring the execution of policies by their subordinates. They are also responsible 
for the attainment of objectives by the units they control, through practices and procedures 
approved and issued by the top or middle management. 

Change management: Change management is the discipline that guides how to prepare, 
train and support individuals to successfully adapt to the change in order to drive 
organizational success and outcomes (Prosci, 2017). 

Organizational change: The process of continually renewing the organizations' direction, 
structure and to the capability to serve the needs of external and internal customers (Moran 
& Brightman, 2000). 

Organization: Is a group of individuals that collaborate to achieve one or more objectives.   
A business organization is an individual or group of people that collaborate to achieve certain 
commercial goals (Groth, 1993). 
  
Internal communication: Is the spread of information amongst organizational members 
or parts of the organization. It can take place through different types of Communication 
Mediums (Chmielecki, 2015). 
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1 INTRODUCTION 

In the following chapter, theoretical background of this thesis is introduced. It also sets the 
problem statement, the purpose and the research questions of the study.  

1.1 Background  
The early research definition of organizations was focused on groups of persons working 
together in a coordinated manner to achieve production related goals. Then evolved 
according to Jones, Watson, Gardner & Gallois, (2004) to become: 

“The central means by which individual activity is coordinated to the device, disseminate, 
and pursue organizational goals” (p. 23). 

Organizational change is a universal phenomenon, and it occurs in all types of organizations. 
In these change processes, communication is an essential part in planning and executing the 
envisioned change (Jones, Watson, Gardner, & Gallois, 2004). The two main problems 
experienced by change implementers is employee participation in organizational change, and 
how to manage the internal communication of the organization during change (Lewis L. K., 
1999). Normally companies are well aware of the need to compete and achieve advantages 
over their competitors, but often fail to recognize the variability and repercussions of human 
activity on their competitiveness (Jones, Watson, Gardner, & Gallois, 2004). 

Wim J.L. Elving (2006) claimed that a famous line within organizational and management 
literature is: 

“the only thing constant within organizations is the continual change of these 
organizations” (p. 129).  

In between 50-70 percent of initiated change efforts end in failure, despite the increasing 
attention and research in change management (Elving, 2006; Kotter, 2007, 20012; Parish, 
Cadwallader, & Busch, 2007; Abrahamson, 2004; Parish, Cadwallader, & Busch, 2007). 
There are many reasons why the organizational change fails to achieve the desired goal. 
Organizational culture, the way it is implemented and the timing of the change effort are 
some of the reasons (Elving, 2006; Kotter, 2007,2012; Nikolaou, 2005; Abrahamson, 2004). 
A few have been complete failures, but most of them fall somewhere in between, with a 
distinct inclination towards the lower end of the scale. One general lesson to be learned from 
the more successful examples is that the processes of change goes through several stages and 
usually require a significant amount of time. Avoiding or missing stages in the change 
process only create the illusion of speed and do not produce a satisfying result (Kotter, 2007). 
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One of the most challenging and difficult parts of the organizational change for employees is 
the uncertainty related to the process of change. The fact of not knowing how the change will 
affect advancement opportunities or the job security in the restructured or merged 
organization can be stressful for the employees (Bordia, Hunt, & Paulsen, 2004). Thus, from 
the employee’s perspective, organizational change can affect directly or indirectly upon their 
individual lives and their work environment. Its influence can be experienced through 
changed work circumstances, benefits, and future opportunities. These are some of factors 
that make it important that the employees can fully comprehend the change process, evaluate 
the effectiveness of it and finding their place in it. Most employees do not have the 
opportunities to be involved in the development of organizational change decisions, but this 
will not hinder them from observing and expressing their personal views concerning change 
and change management in their organization (D’Ortenzio, 2012 ). 

There is a growing interest in studying and understanding how change affects individual 
employees (Abrahamson, 2004; Mehrzi & Singh, 2016; Allen & Meyer, 1991; Nikolaou, 2005; 
Kahn, 1990; Romans & Tobaben, 2016). Many workplaces undergo endless change, and in 
order to succeed, effective management and leadership is important. Workplace change is a 
complex process and requires employees to adapt to change with genuine conviction (Parish, 
Cadwallader, & Busch, 2007). It is critical to motivate and have good means of 
communication with the employees that are going to implement the changes. If the 
employees are not motivated, they will not help in the change effort and the progress will halt 
(Kotter, 2007). 

Prior studies on organizational change have identified numerous important employee 
attitudes for successful organizational change (Coch & French, 1947; Parish, Cadwallader, & 
Busch, 2007; McLaughlin, Paton, & Macbeth, 2006). Trustful communication, collaboration 
and readiness to accept change are some key factors that are important in the change process. 
Furthermore, trust in management can reduce the feelings of uncertainty and the 
information gap about the change, which often leads to reduced speculations and groundless 
fears (Armenakis A. A., 1993; Morgan, 2003). 

Organizations operating today are under huge pressure to adapt to an environment of 
increasing change and turbulence. It is known by management scholars that this level of 
change can have a negative impact on employee attitudes and productivity (Kotter, 2007). 
Organizational change efforts are far more effective and successful if employees receive 
support during the organizational change (Abrahamson, 2004; Mehrzi & Singh, 2016; Allen 
& Meyer, 1991; Nikolaou, 2005; Parish, Cadwallader, & Busch, 2007; Paton & McCalman, 
2008; McLaughlin, Paton, & Macbeth, 2006). A work environment encouraging innovation 
and change will create a receptive framework for organizational change (Weber & Weber, 
2001). 
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1.2 Problem formulation 
 

In the last decade, national and international markets have been rapidly changing. This is a 
consequence of the globalization, fast development of technology, interdependencies of 
markets and new values of ordinary wage earners. This has made the field of organizational 
change into an important topic for companies operating today. Change and the ability to 
adapt have become even more crucial for the organizations operating today to thrive. Because 
of the increasingly dynamic market environments, organizations are constantly confronted 
with the need to implement changes in structure, processes, culture and strategy. This puts a 
lot of stress and strain on the organization (Lei, 2016). 

There has been a shift of focus in the field of change management (CM), from the change 
itself to the people that are facing the change and the impact it has on work behavior. Leaders 
must align these behaviors with the desired change (Vohra, 2015). 

Organizational change is seen as positive or necessary, or both, but it is rare that the subject 
is given a more extensive critical reflection. Organizational change is a very extensive area of 
study. It contains several time spans, the effects of broad patterns such as industrial and 
professional trends or organization-specific changes and more for example technological 
changes, downsizing, and mergers. In the field, there is a good understanding of the 
importance of the time factor of CM, but there is still a lack of studies of organizational 
changes at the micro level (Alvesson & Sveningsson, 2008). 

The importance of listening is underrated as an effective tool for change. Leaders who are 
active listeners create safety for their employees while obtaining important information from 
them, who operate in the midst of reality; in production or closest to the customer. A survey 
conducted by Dagens Industri revealed that chief executive officers (CEOs) have a very vague 
concept of customer needs while taking important strategic decisions about satisfying 
customers. This says a lot about how important it is for the CEO to listen to employees, which 
in turn determines what the CEO perceives, to increase the customer value for the future. 
Organizations frequently overlook that the employees, who meet and get to know the 
customers, are the second best teacher available when it comes to customer needs. The best 
teacher is, of course, the customers themselves. (Ahrenfelt, 2014) 

The problem is that communication often is considered as a top-down process. Most 
organizational changes that occur have a rationalistic approach, where the idea is that the 
goals are to be introduced from the top down, followed and implemented later. In reality, 
organizational changes depend on the situation, and are unpredictable and non-linear. Since 
people always understand and interpret change initiatives in different ways, the result is that 
it usually becomes a large gap between the management's intentions and actual the results 
(Heide & Johansson, 2008). 

The study of organizational change in the 1990s had a tendency to be restricted, focusing on 
one set of considerations or another (Armenakis & Bedeian, 1999). In later years the field of 
organizational change has broadened to encompass studies and theories from other fields 
such as ontological and psychological (Schwarz & Huber, 2008). 
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There have been a number of studies made on the subject of organizational change that has 
focused on both public and private sectors. Where they have examined different industries of 
varying sizes and environments (Buchanan, Fitzgerald, & Ketley, 2007; Grimm & Smith, 
1991; Hoffman, 1999).  

Organizational change has an impact on the working environment, and it may affect 
employee well-being, performance, motivation, trust, and loyalty. Many studies have focused 
on the management aspect of psychosocial working conditions and the impact on well-being 
(Head, o.a., 2008; Schwarz & Huber, 2008; Ahrenfelt, 2014; Elving, 2006; Vahtera, 
Kivimäki, Pentti, & Theorell, 2000; Lei, 2016).  

To improve the services and values of the organization, the case company is conducting a 
wide variety of internal change processes simultaneously. From introducing new services and 
improving existing ones to modernizing the vision and values into the fabric of the 
organization. The case company is implementing both minor and large-scale changes to keep 
their competitive edge and increase the customer benefits that their services offer. 
Consequently, it falls to the employees who are the ones to comprehend, adapt and 
implement the outlined organizational changes. The progress of any change processes is 
strongly linked to the motivation and engagement of the employees involved and in what way 
the changes are communicated to them. Thus, the studied company wants to find out in what 
way they can improve their communication to increase the employees support of the 
implemented changes. 

This study focuses on change processes and aims to show how the envisioned change is 
communicated and how it is interpreted and received by different groups within the 
organization. It revolves around the differences between three groups; the executive level, 
managerial level, and the operational level of the organization.  

The study is an academic contribution, within the field of change management, to provide 
suggestions on how to improve on current methods and deepening the understanding of 
change processes for organizations of similar nature. With emphasis on internal 
communication and factors that play an important role when managing employees during 
change processes. 

 Purpose and Research Questions 

The purpose of this study is to describe and explore how a large and diverse corporation that 
is undergoing several change processes promotes the internal communication and manages 
the employees. 

Research Question 1: How does the organization promote internal communication during a change 
process? 

Research Question 2: What are the important factors when managing employees during a change? 
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2 THEORETIC FRAMEWORK 

This chapter introduces the theoretical framework for the study. The chapter starts with the general 
introduction of change management, which is followed by internal communication during change 
and employee management.  

2.1 Change management  
Change management (CM) is derived from the old concept of organization development 
(OD), which was originally expressed by (Lewin, 1951). During the last two decades OD texts 
have been replaced with CM texts. However, the replacement represents more than simply a 
renaming of the change process. There are functional differences. To understand the 
differences, one can think of OD as a system of the destination-oriented journey while change 
management can be interpreted as a continuous journey of discovery (Oswick, Grant, 
Michelson, & Wailes, 2005). 

Currently, organizations understand that if they want to survive and grow, they need to bring 
in relevant changes. It can be different change objectives such as the change in quality, cost, 
marketing, technology, structure, strategy, managing people, and leadership to name a few. 
However, it is important that these changes are managed effectively. Organizational change 
can be defined as the adoption of a new idea or behavior by an organization (Daft, 2005). 
Moreover, organizational change has been defined by Moran & Brightman (2001) as the 
process of continually renewing the organizations direction, structure and to the capability to 
serve the needs of external and internal customers. Usually, the change in the organization is 
triggered by both internal and external factors of all forms and sizes. (Sofat, Kiran, & 
Kaushik, 2015). 

Mastering strategies for managing change is now vital since the rate of change is greater than 
ever. Moreover, organizational structures are shifting quickly, and the marketplace is 
changing rapidly. When managing organizational change, it draws on our knowledge of 
human motivation, leadership, and groups. Moran and Brightman (2001) made some 
observations from the research and experiences with organizations. The first observation is 
that change is nonlinear; change has no beginning or end. The second observation is that 
effective change links numerous improvement efforts. The third observation is that change is 
top-down and bottom-up; change has to be top-down to offer vision and create structure, and 
bottom-up to inspire participation and create support. Lastly, the authors observed that 
organizational change has a vital personal dimension (Moran & Brightman, 2000). 

The goal of a process is to help employees to accept and embrace changes in their future 
business environment. Moreover, CM can be seen as a systematic approach to deal with 
change, both on an organization and individual level. However, the process has at least three 
different aspects; which include adapting to change, controlling change and effecting change. 
CM balances the groups’ expectations, communication, the integration of teams, 
management of employee training, and more. The process makes use of performance 
measurements, such as operational efficiency, leadership commitment, communication 
effectiveness, and financial results. CM is important in most working environments. 
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According to research from the company Prosci, most change management processes have 
three phases in common, and these can be seen in figure 1 (Tamilarasu, 2012). 

 

Figure 1, Change management process (Tamilarasu, 2012). 
 

The change management process in figure 1 contains three phases; preparing for the change, 
managing the change and reinforcing the change. In order to manage the employees during 
the change process, these five key aspects are crucial; the awareness of the need to change, 
the need to participate and support the change, the importance and knowledge of how to 
change, the ability to implement change on a daily basis and the need of support to keep the 
change in place. However, changes are the most constant things in the world and adapting to 
the changes leads to survival and growth (Tamilarasu, 2012). 

There are some common misconceptions in the field of organizational change. One of the 
major ones is that change is always good and the more change, the better. Change is an 
important factor for firms to be successful in the turbulent markets today, but not all change 
will aid the firms to achieve a competitive edge. The opposite can be true that too much 
change or the wrong type of change can lead a company to perish instead of flourishing. For 
most companies, excessive change can render the change process to stagnate, be more 
expensive and increase the likelihood of failure. The employees who have to live through 
endless rounds of changes suffer the most, and the effect on the organization is likely to be 
negative. To negate these effects, the managers should constantly monitor the organization 
for symptoms of repetitive change syndrome. The three main indications are initiative 
overload, change-related chaos, and burnout. (Abrahamson, 2004) 

”Change or perish? It is often not an either-or choice. At companies that pursue too much 
change, too fast, change and perish can be the result” (Abrahamson, 2004, p. 93).  

The first indication, initiative overload, reveals itself when organizations introduce more 
change initiatives than anyone could ever sensibly handle. Even if the employees believe that 
the initiative is of great importance, too many changes can lead to that once it has started, it 
will be dropped midway once another initiative is launched. Change-related chaos, the 

Pase	1- Preparing	for	change		
•Define	your	change	(Management	strategy)	
•Prepare	your	change	(Management	team)
•Develop	your	sponsorship	model

Phase	2- Managing	change
•Develop	change	(Management	plans)
•Take	action	and	implement	plans

Phase	3- Reinforcing	change
•Collect	and	analyze	feedback
•Diagnose	gaps	and	manage	resistance	
•Implement	corrective	actions	and	celebrate	successes	
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second indication, is the state of turmoil that results from numerous change initiatives that 
have washed through the organization, which will result in that barely anyone knows which 
change to implement or why it is implemented. Such chaos does not only lead to anxiety and 
political infighting but also makes it problematic for employees and customers to find out 
what procedures to follow, who has accountability for what tasks, and whom to turn to when 
they cannot find the answers to those questions. Employee burnout, that is usually expressed 
as cynicism, is the third indication. This cynicism can often be monitored in employee 
surveys. (Abrahamson, 2004) 

Repetitive change syndrome damages a firm’s capacity to make further changes. Meaning 
that for every additional change initiative, another one decelerates or disappears. Also, 
employees begin faking it, acting as if they are supporting the changes when secretly 
continuing with business as usual, this can be considered as an indirect form of sabotage. 
(Abrahamson, 2004) 

 

2.1.1 Leading Change 

In the words of Kotter (2007) “Change, by definition, requires creating a new system, which 
in turn always demands leadership. Phase one of a renewal process typically goes nowhere 
until enough real leaders are promoted or hired into senior level jobs.” (P. 4) 

Major change initiatives, whether the intent is to enhance quality, improve values, or 
replacing existing systems within an organization. Predominantly only generate moderate 
results, and most fail terribly. The managers do not realize that a change effort is a process 
and not an event, which goes through several interdependent stages. This process takes 
years; it is common for managers to skip stages in order to speed up the process. This only 
leads to an illusion of speed and never produces adequate results. Equally problematic is that 
even highly competent managers make serious mistakes, such as declaring victory too soon. 
This results in loss of momentum. By having a deep understanding of the phases of change 
and the perils of each phase that can occur, the chance of a successful change is increased. 
The Kotter´s 8-step model for leading change, is one prominent model for how to divide the 
different phases of a change process. It provides guidelines for each of the eight steps and 
discusses common mistakes that usually occur when leading change. (Kotter, 2007, 2012).   
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Figure 2, Kotter's eight transformation steps (Kotter, 2012). 
 

Establishing a sense of urgency: Once the change effort starts, the need to 
communicate information dramatically increases, and is broadly considered one of the most 
significant success factors for the change effort. The most effective way of doing this is by 
highlighting the change in respect to the crisis, potential crisis or great opportunities that are 
very timely. This first step is vital and to get a change effort started requires an aggressive 
approach from several individuals within the organization. To make the existing state appear 
more dangerous than the unknown. Without motivation, people will not help in the change 
effort, and it will stagger or halt completely. This is amongst the hardest steps in the eight-
step transformation process. Well over half of all the companies fail before the first step is 
completed. The reason for this is in many cases that the executives underestimate how ‘ 

, and that they will carry the blame for creating calamities. Paralyzed senior managers often 
come from having an abundant amount of managers and not enough leaders. Managers’ 
obligations are to minimize risk and keep the present system operating. (Kotter, 2007) 

In order to achieve the above-mentioned the CEO plays a key role, and for a certain division, 
the head of the division will play a similar role. There are multiple examples from more 
successful cases, where the leadership manufactured a crisis in order to achieve this sense of 
urgency and immediate threat to the survival of the organization. There is also one case 
where the first customer satisfaction survey was done, knowing beforehand that the results 
would be terrible, and these findings were made public. According to Kotter, the urgency rate 
is high enough when around 75 percent of the firm’s management are genuinely convinced 
that the current state of the business is completely unacceptable. (Kotter, 2007, 2012)    

Forming a powerful guiding coalition: In the second phase, establishing a powerful 
guiding coalition that will guide the organization's renewal program often starts with one or 
two individuals, but before change truly starts this number needs to reach a critical mass. 
Depending on the size of the organization, this is usually between 5-50 people not including 
the CEO and division general managers. It is important to note that the senior managers will 

1 • Establishing	a	Sense	of	Urgecy

2 • Forming	a	Powerful	Guiding	Coalition

3 • Creating	a	Vision	

4 • Communicating	the	Vision

5 • Empowering	Others	to	Act	on	the	Vision

6 • Planning	for	and	Creating	Short-Term	Wins

7 • Consolidating	Imrovements	and	Producing	Still	More	Change

8 • Institutionalyzing	New	Approaches
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form the core of the board, but not all senior managers will be included in this group. This is 
because the coalition cannot contain individuals that do not fully support the change efforts. 
However, it is important that these individuals have powerful positions, reputations, 
relationships, and expertise in the organization. This group could also contain members from 
outside the organizations such as key customers, union leaders and experts in change 
management. Because this board contains members who are not part of the senior 
management, it operates outside the organization's hierarchy and can operate outside the 
normal boundaries and protocols. This new board needs to meet to develop a shared 
assessment of the company’s opportunities, problems, as well as create a functional level of 
trust and communication between them. This is usually achieved by meeting at an offsite 
retreat for a couple of days, but in some cases it has lasted for as long as several months. The 
reason companies are unsuccessful in this phase, is that they underestimate the difficulties of 
creating change and therefore the importance of the guiding coalition. Another common 
misunderstanding is that the board sometimes expects the head of human resources or 
strategic planning to lead the teams instead of the line manager. Even when the heads of staff 
are capable and dedicated to the set goals, teams without strong line leadership do not 
achieve the influence required. (Kotter, 2012) 

 

Creating a vision: In successful change efforts, the guiding coalition develops an image of 
the future that is easy to communicate. This vision should also appeal to customers, 
employees and shareholders. This vision should encompass more than the numbers, which 
are in five-year plans for the company. It should entail in what direction the company needs 
to move. It is not unusual that in the beginning the first version of the vision comes almost 
solely from one person and it is somewhat fuzzy. However, when the coalition has been 
working on it for 3-12 months, it evolves into something much better, more complete and 
more concentrated to the heart of the needed transformation. When this is done, the strategy 
for how to achieve the vision can be established. Without vision, the transformation effort 
can simply dissolve into an unclear and incompatible message of change, that can cause the 
change effort to stray down the wrong path and even stop the whole transformation. Equally 
problematic is the case where a company handed out thick books describing the change effort 
in extreme detail. This had the direct opposite effect to the one intended, which made most of 
the employees confused or alienated. As a rule, the vision should not take someone more 
than 5 minutes to communicate and get a reaction that conveys both understanding and 
interest. (Kotter, 2012) 

Communicating the vision: In the third phase, it is important not to be afraid of over-
communicating the vision. There are three main reoccurring mistakes that often arise in this 
phase. The first mistake that shows up in regards to communicating the vision is by holding a 
meeting or sending out the message only once, only having used a small fragment of the 
yearly internal communication, and then being shocked that only a few people appear to have 
understood the new method. Secondly, when the head of the organization spends a 
substantial amount of time making speeches to the different employee groups, but still most 
employees don’t get it. The third is when the information was given inadequate bulk trough 
much more effort than before, using newsletter, meetings, and speeches, but high-ranking 
executives still behave in contradiction to the vision. This instills cynicism and lowers the 
faith in the communication amongst the employees. The difficulty of this phase is removing 
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people from the organization that is not willing to support the transition. Getting support 
from employees for the transition, when downsizing is part of the vision, is very difficult. 
Restructuring and downsizing are depressing events (Kotter, 2007). In these cases, 
relationships are disrupted, friends move on, and people lose their jobs. In such settings, 
managing the mood of the organization becomes a crucial leadership skill (Garvin & Roberto, 
2007). For this reason, successful visions usually include new growth possibilities and the 
commitment to treat fairly anyone who is laid off (Kotter, 2012). 

The rule of thumb is to use every possible channel to convey the vision, especially those that 
are used for non-essential information. The executives have to learn to lead by example and 
intentionally try to become the embodiment of the new corporate culture. This can be quite 
hard to do, especially for older managers that are set in their way of thinking. A high sense of 
urgency and feedback from the peers are some keys for them to buy into the transformation 
effort. Communication comes in both words and actions; the latter is far more powerful. 
(Kotter, 2007, 2012) 

Empowering others to act on the vision: Removing old obstacles that stand in the way 
of the transformation efforts is important in this phase. The first step in this phase is to 
involve large numbers of people as the process advances. Here it is important to empower the 
employees to try new approaches, develop ideas and offer leadership. The only restriction is 
that the activities fit with the overall vision and the more people that are involved, the better 
the result will be. It is common for the employees to understand the vision in this phase, but 
feels that there are obstacles blocking the path. In some circumstances, the obstacles are in 
the individuals head, habits are hard to change. In most cases, however, there exist real 
obstacles and structures that hinder the development. These can include narrow job 
responsibilities, commission or performance evaluation systems, which force the employees 
to choose between the new vision and their interests. Worst of all are bosses who do not want 
to change and act as if they are in agreement with the vision but constantly undermine the 
new initiatives. Not leaving old systems that are in contradiction with the new vision and not 
supporting new ideas that the change required, can causes both cynicism and can collapse the 
whole transformation effort. These obstacles need to be confronted with a swift hand and in 
the worst case removed from the organization in order for it to move forward. (Kotter, 2012) 

Planning and creating short-term wins: In this phase, it is important to plan and 
create short-term wins methodically. True transformation takes a lot of time and can risk 
losing drive if there are no short-term objectives to meet and celebrate. It is in human nature 
to want to see results and very few people can continue on the same course without seeing 
evidence after 1-2 years that the efforts are bearing fruit. Without these short term wins, the 
majority of people give up or join the ranks of the people that are resisting change. Within the 
first two years into a successful transformation effort, benefits will start to appear. These can 
range from increased quality, to stopping the decline in net income, development of 
successful new products, increase in market share, improved productivity or higher customer 
satisfaction evaluations. These short-term wins are clear and should be actively pursued. 
Managers in successful transformations look vigorously to obtain unambiguous 
improvements, set up yearly goals and reward the individuals that have contributed with 
acknowledgment, promotions and money. (Kotter, 2012) 
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Consolidating improvements and producing still more change: After a few years 
of successful work, managers might be lured to declare victory when the first signs of 
performance improvement are in. Celebrating a victory is fine, but declaring the war won can 
be disastrous. The process can take 5-10 years for changes to fasten deeply in a company’s 
culture until then the change effort are fragile and can easily fall into regression. It is often 
the case after a couple of years of successful change that victory is declared, and the changes 
introduced slowly start to disappear. The problems often stem from the earlier steps of the 
process. These problems could be; the urgency level is not powerful enough, the guiding 
coalition is not influential enough, and the vision is not clear enough. However, the 
premature victory celebration kills a lot of momentum. Leaders of successful efforts use the 
trustworthiness given by short-term wins to confront even larger problems. These leaders 
look for things to improve inside organizations and structures that are not in line with the 
change vision. They pay great care to who is promoted, who is hired, and how people are 
developed. They understand that renewal efforts take not months but years. (Kotter, 2012) 

Institutionalizing new approaches: Two factors are especially important when it 
comes to institutionalizing change in organizational culture. The first is a sensible attempt to 
show people how the new approaches, actions, and attitudes that helped improve 
performance. Assisting people to see the positive influences requires communication. The 
second important factor is taking enough time to make sure that the new generation of 
management actually does personify the new method. The requirements for promotion 
should change to align with the new changes. One bad succession decision at the top of an 
organization can undermine years of hard work. (Kotter, 2012) 

2.2  Internal communication during change 
“Communication must be a priority for every manager at every level of the company. It is 
important for the messages to be consistent, clear, and endlessly repeated. If there is a 
single rule of communication for leaders, it is this: when you are so sick of talking about 
something that you can hardly stand it, your message is finally starting to get through“ 
(Duck, 1998, p.109). 

Recently communication has been treated as an important component of change processes in 
organizations. Communication in organizational change in literature mostly falls into two 
categories:  Scholar that view communication as an important tool and those that view the 
term change as a phenomenon that occurs within communication. Researchers who have the 
view that communication is an important tool, those are particularly interested in how 
communication influences work effectiveness, improves performance feedback, diffuses 
organizational innovations and fosters organizational change. Moreover, communication is 
considered as an important transmission of information that is a vital factor for the 
performance of organizational tasks. The transmission is considered mostly as one-way linear 
flow and managers are the foremost composers and senders of the information in 
organizational settings. A common premise in research studies is that the right information 
at the right time is a vital factor, which can decline the levels of uncertainty employee’s 
experience. (Velásquez, 2011) 
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Many organizational changes fail due to shortcomings in the internal communication. 
Communication and organizational change are related and linked processes (Bordia, Hunt, & 
Paulsen, 2004; Lewis, Schmisseur, Stephens, & Weir, 2006; Kotter, 2007). Johansson & 
Heide (2008) discussed these three communication approaches to change: Communication 
as a tool, Communication as a process, and Communication as a transformation. 

The authors have reviewed and discussed recent research on communication. They 
concluded the three approaches’ strengths and weaknesses. Further, they emphasized that 
new tools are needed for communication during change; where participation and dialogue 
are the keys. Lastly, Johansson & Heide (2008) concluded that communication-approaches 
to change are still underdeveloped, and there is currently a lack of communication scholars in 
the field (Johansson & Heide, 2008). 

Communication as: Tool Process Social Transformation 

Strength Endeavor to improve 
communication on 
change in 
organizations 

Enhanced understanding of 
how change is accomplished  

Display the complexity of 
communication process 
during a change  

Weakness Communication is 
viewed in isolation 
from organizational 
context  

Neglect power dimensions 
of organizations 

Absence of advice on how to 
improve communication 

Table 1, Different communication approaches to change (Johansson & Heide, 2008). 
 

Organizational communication has two main goals. The first goal is to inform the employees 
about the policy, their tasks and other necessities of the organization. The second 
organizational communication goal is to create a community within the organization. To 
achieve effective implantation of organizational change, communication is vital. Unwell 
managed change communication results in resistance to the change and reinforced the 
negative parts of the change.  The reason that communication is important during 
organizational change is that the processing effort is reliant on the ability of the organization 
to change the individual behavior of individual employees. For example, if the organizational 
change is about how to change a specific task of specific employees, the communication about 
the change itself, and information to these employees, is vital. Also, communication with 
these employees should be the central part of the change strategies. If levels of resistance to 
change are low within an organization, the potential effectiveness of the change effort will 
mostly be higher. (Elving, 2006) 

To survive in a highly competitive market environment, every organization needs 
information from its surroundings. In general, information from micro and macro 
surroundings helps the organization to achieve its targets. Market information helps the 
company to analyze the market opportunities and threats. Further, internal information and 
how it operates, is essential for the company and its market success. The internal 
communication is as important as external communication and sometimes, even more 
important. Incorrect communication causes roughly 60 percent of the problems that occurs 
in the organization according to many research papers of managers’ views. During 2005-
2009, an internal communication research was carried out with 850 Czech companies by 
Hola (2010).  The research was focused on the managers’ views, while three case studies 
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included the view of employees. The most important results of the research were that 
management often underestimates the meaning of internal communication, while managers 
also do not accept the responsibility for understanding the internal communication. 
Moreover, the process of internal communication develops according to organizational 
growth. According to the result, managers prefer external communication and technical 
solutions. The survey even showed that managers do not communicate correctly and openly 
with employees. Roughly 72 percent of the employees in the survey found that their 
managers do not motivate them and do not share the company’s goals and future direction. 
Hola (2010) concluded that internal communication has an important impact on company 
operations, work behavior, and job performance. According to Jena good internal 
communication is based on the principle that it is necessary to treat employees as internal 
partners who should meet their own needs associated with the company’s performance, and 
lead the employees to the common goals. (Hola, 2010) 

Lack of timely communication may cause employees to receive the change from external 
sources. Employees prefer to receive information from immediate supervisors and others 
within the organizational hierarchy. A main purpose of the change communication is to 
reduce employees’ uncertainty and have them informed of anticipated events (Bordia, Hunt, 
& Paulsen, 2004). 

Lewis (2006) and his colleagues analyzed 100 best-selling books on organizational change to 
identify the most common pieces of advice. Most of the books highlighted communication as 
vital, frequently regarding sharing a vision or announcing the coming change. Furthermore, a 
few number of books mentioned participation; many agreed on the need of leaders 
communicating clearly downwards so that every level in the organization knew about the 
change and why it should occur. Several channels of information were promoted in the 
books, but there were differences in opinions about which channels were the most effective. 
However, the authors agreed on the idea of keeping the stream of information going during 
change programs. Most of the authors recommended that both good and bad news should be 
delivered, and that details about the process of change should systematically be discussed 
with the executive directors. Moreover, most of the authors who mentioned communication 
plans, recommended using a variety of channels to communicate. (Lewis, Schmisseur, 
Stephens, & Weir, 2006) 

2.3 Employee management 
Resistance to change is a common reaction from the employees within an organization when 
facing a new change initiative. When managers make decisions, they must consider not only 
how the company’s performance will be affected directly, but also how many employees will 
be affected and to what extent. There has been a growing interest in understanding how the 
individual employee experiences change, to investigate how employee commitment affects 
organizational change. (Parish, Cadwallader, & Busch, 2007) 

Organizations and their managers need to recognize that a competent managing of a change 
situation is vital. It is important not to underestimate the human side of change and to 
identify and manage potential sources and causes of resistance. Paton and McCalman also 
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claimed that managers could hold back organizations, prevent beneficial change, and create a 
climate of wrongdoing. But on the other hand, managers could also identify opportunities for 
progress, promote ethical behavior, and create sustainable organizations that achieve 
harmony. Therefore, effective managers are important to an organization. (Paton & 
McCalman, 2008) 

Different situations require different approaches to change. Managers should, at least 
sometimes, change their style of management or leadership. Managers that are able to adapt 
their style to the particular situation have a better advantage to support changes. 
Furthermore, there may be managers who can exhibit varying levels of creativity depending 
on what the situation demands. This may be the reason why some have the ability to change 
their style of leadership or adopt different styles simultaneously. (Burnes & Dynamics, 2004) 

Organizations will achieve sustainable growth by for example; embracing the power of 
communication technology, developing strategic alliances, and maximizing the return 
received from their human capital. Ultimately, the success will depend upon the managers’ 
ability to tap into the employees and release their potential. (McLaughlin, Paton, & Macbeth, 
2006) 

2.3.1 Readiness 

Readiness is the perceptional signs of either support for, or resistance against, a change 
effort. This is one of the most common reasons why so many change efforts run into 
resistance and fail, and is usually directly associated with not providing for an adequate 
unfreezing process before implementing the changes. (Armenakis A. A., 1993) 

An early study that has had a large impact is Coch and French’s (1947) work on overcoming 
resistance to change, which describes an experiment in reducing this resistance. In their 
study, four groups were created to represent different degrees of participation. The 
comparison group was only informed that the competitive conditions required a higher 
productivity standard. The new standard was explained, and questions were answered. In 
contrast, for each of the other three remaining groups, a meeting was called during which the 
need for the change was presented to the workforce in a sharp manner. As part of this 
presentation, the presence of fierce price competition was dramatized by showing two 
indistinguishable garments produced in their factory. One was produced and had been sold 
for 100 percent more than the other. When the groups were asked to determine which one 
was the more expensive one, the groups could not identify it. This dramatization successfully 
communicated that cost reduction was a very real necessity. The researchers found that the 
effectiveness of the experimental groups, as well as the reduction of resistance to 
organizational change, was closely connected to which participation that the groups had. 
(Coch & French, 1947) 

The Coch and French (1949) experiment, concluded that creating readiness involves 
proactive efforts to influence the beliefs, attitudes, intentions, and finally the behavior of a 
change target. At its core, the creation of readiness for change involves changing individual 
cognitions across a set of employees. It is important to note however, that the creation of 
readiness for organizational change must extend beyond individual cognitions since it 
involves social aspects as well. Within an organization, the readiness of others will also affect 
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individual readiness (Armenakis A. A., 1993). Positive attitudes towards change among the 
employees, were found to be critical to the success of change programs. According to Vakola 
& Nikolaou (2005), around 70 percent of all change initiatives fail in fulfilling the goals of the 
organization. The most important reason for this outcome is resistance to change, which is 
strongly linked with negative attitudes towards change within the organization. (Nikolaou & 
Vakola, 2005) 

2.3.2    Commitment to change  

To understand organizational commitment, multiple models have been created to explain the 
phenomenon. One of these that have received much attention in the field of organizational 
change is the work of Meyer & Allen, who proposed a three-component model comprising of 
affective, continuance, and normative commitment. (Allen & Meyer, 1991) 

According to Meyer and Allen, affective commitment: ‘‘refers to the employee’s emotional 
attachment to the organization” (p. 75). Employees stay with a firm because they want to 
based on their work experiences. Continuance commitment “refers to an awareness of the 
costs associated with leaving the organization” (p. 77). Employees stay with a firm because 
they need to, based on the realization that there are costs related with leaving the 
organization. Normative commitment “reflects a feeling of obligation to continue 
employment” (p. 78). Employees stay with a firm because they ought to, reflecting a sense of 
obligation to be supportive. (Allen & Meyer, 1991) 

The different psychological states reflected in the three components of commitment will 
develop out of quite different experiences, and all have different implications for work-
relevant behavior. Empirical data collected by Meyer and Allen (1991) suggests that this holds 
true. It has been found that affective commitment correlated positively with performance and 
promotability ratings, whereas continuance commitment correlated negatively.  

The prediction of sacrifice behavior, was found greatest for the high normative and low 
continuance combination, and was the lowest for the high continuance and low normative 
combination. 

The work of Meyer and Allen (1991) also found that self-report measures of citizenship 
behavior (voluntary commitment within an organization or firm that is not part of the 
employee’s contractual tasks), correlated positively with measures of affective and normative 
commitment, but not with continuance commitment. The motivations underlying employee 
acceptance of organizational change are important. Thus the worst kind of commitment is 
the continuance commitment, while both the normative and the affective commitment have 
several positive effects on the willingness to support the organization and change processes. 
As well as the overall performance ratings of the employees. (Allen & Meyer, 1991) 

2.3.3 Engagement  

Employee engagement is a positive force that connects employees with their organization, 
and that can be either emotional, cognitive or physical (Kahn, 1990; Romans & Tobaben, 
2016). Kahn (1990) defines employee engagement as:  
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 “Personal engagement is the simultaneous employment and expression of a person's 
"preferred self" in task behaviors that promote connections to work and to others, personal 
presence (physical, cognitive, and emotional), and active, full role performances.” (P. 70) 

Numerous definitions of engagement could be derived from the practice and research 
literature. Macey and Schneider (2008) provided a working definition of employee 
engagement as: “the employee’s sense of purpose and focused energy that is evident to 
others through the display of personal initiative, adaptability, effort, and persistence 
directed toward the organization’s goals” (p. 20). In changing environments, having 
engaged employees may be a key advantage in order to compete. (Macey & Schneider, 2008) 

Engagement is a relatively complex phenomenon. Mone & London (2009) claimed that 
engaged worker is an individual that is involved, committed, and empowered, and transforms 
that frame of mind into work behavior. Mone & London (2009) claimed that employee 
engagement could be measured with six facets: involvement, commitment, meaningfulness, 
empowerment, manager support, and loyalty. (Mone & London, 2009) 

It is crucial that managers address the importance of engagement since it will improve 
employee performance, increase job satisfaction and increases the probability that the 
organization will achieve their goals. Employees are the core asset of any organization, 
therefore employee engagement is a vital issue for managers. Thus, it’s clearly in a company’s 
interest to focus on engaging their workforce to reap the full benefits of their employees. 
Previous research has found that individuals pursue more meaning in their day-to-day work 
than they do in their personal lives (Chong, 2007; Welch & Jackson, 2007; Mishra, Boynton, 
& Mishra, 2014). In order to engage and motivate employees, managers should strive to make 
work meaningful, for example by learning about, and striving to resolve, any possible 
difficulties that employees face. A clear guidance and direction should be provided to 
empower employees, so that they feel that their contributions are important and necessary 
for the success of their organization. (Mehrzi & Singh, 2016) 

In Table 2, a study conducted by Gallup shows that only 11 percent 2009-2010 and only 13 
percent 2011-12 of employees worldwide were engaged with their organizations. The 
employees that are not engaged have a lack of motivation and are less likely to invest optional 
effort in organizational goals or outcomes. (Crabtree, 2013) 

 

 

	 2009-2010	 2011-2012	
Actively	disengaged	 27%	 24%	
Not	engaged	 62%	 63%	
Engaged	 11%	 13%	

Table 2, Engagement distribution (Crabtree, 2013). 
 

Certain types of barriers may lead to low engagement at work, which brings difficulties for 
employees and challenges for managers. A deterioration in employee engagement can have 
bad outcome on customer service and employee performance. Also, receiving too little 
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appreciation, feedback or recognition from their managers, the employees get disengaged, 
and a lack of trust or confidence in management is created. Engagement barriers can be 
created by a culture in which employees’ jobs do not match their expectations. However, in 
general, engaged employees feel involved and empowered, and show those feelings in their 
work. They have boundless energy and are very passionate about their work. Engaged 
employees will stay longer within the organization and normally find more clever and 
effective means to increase the company’s value. Moreover, they contribute strongly to their 
work through responsibility, teamwork, creativity and commitment. (Mehrzi & Singh, 2016) 

First line supervision has been established to be key to employee engagement in 
organizations, highlighting the importance and need for effective communication and 
support from managers. Findings from a study by Great Place To Work Institute show that 
employees enjoy working in an environment where they trust their managers and have pride 
in what they do. When employees receive information from their supervisors that is timely, 
relevant and correct, they are more likely to feel less vulnerable and more able to trust their 
supervisors. Many scholars have emphasized the positive impact of internal communication 
on employee engagement (Chong, 2007; Welch & Jackson, 2007; Mehrzi & Singh, 2016; 
Mishra, Boynton, & Mishra, 2014). The communication between managers and employees 
should develop mutual trust and lead to greater employee engagement, showing that internal 
communication is crucial for achieving employee engagement. The first-line managers are 
vital in sharing consistent and open communication with their employees in order to 
promote commitment, trust and engagement, as well as helping employees to understand the 
goals of the organization better. Furthermore, an employee that feels engaged in the 
organization will be more likely to develop a positive relationship with others, both in within 
and beyond the organization. Once an employee develops a relationship with external 
stakeholders, the employee can become an ambassador or promoter for the company (Chong, 
2007). Those employees are more likely to talk positively about the organization and help 
their organization to perform more effectively (Mishra, Boynton, & Mishra, 2014).  According 
to Seijts and Crim (2006), an open book management style, involving employees in decision 
making, has a positive impact on engagement (Crim & Seijts, 2006).  

 

 

 

 

2.3.4 Trust   

There is a correlation between the influence of trust and coordination at both the 
institutional and social levels of the organization. The results of a study conducted by Morgan 
(2003) indicated a clear connection between the choice of method to change and the amount 
of trust in management. The results indicate that most kinds of change will negatively 
influence trust perception, with structural change having the largest impact on trust in 
comparison to other types of change. The more candid the discussion is between the 
employee to their immediate supervisor and higher-level managers, the higher are the 
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reported level of trust in management amongst the employees. If the change increases job 
satisfaction, promotion opportunities, and other positive consequences of changes, then trust 
is likely to rise despite increased effort and stress at the workplace. (Morgan, 2003) 

Deteriorating trust is related with downsizing and major organizational changes, particularly 
when it is occurring frequently. Direct and open involvement in the change process increases 
credibility and counterweight the harmful effect of change on trust. Perceptions of not being 
able to influence the decisions, nor being informed, and lack of proper communication, are 
also aspects that increase cynicism. (Morgan, 2003) 

In an organization trust decreases when managers are not transparent when they are 
planning for change. It can even be the case that the change ends up being conveyed to 
employees through external sources. Trust is similarly damaged when managers say one 
thing but act differently. The management needs to truthfully address how the change will 
affect the employees. To maintain trustworthiness management must highlight both the risks 
and opportunities that can arise from the change (DiFonzo & Bordia, 1998). It can also be the 
reverse case that the management have a lack of trust in the employees and thereby 
hindering them from taking part and influence decisions (Whitener, Brodt, Korsgaard, & 
Werner, 1998). 
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3 RESEARCH METHODOLOGY 

This chapter presents research design, literature survey, and information about the data 
gathering methods.  

This chapter defines the research approach used in the process of constructing this degree 
project. The purpose of this study was to describe and explore how a diverse and large 
corporation promotes the internal communication and manage the employees during a 
change. As mentioned before CM is not a new phenomenon and has been studied both at 
macro and micro levels.  

The specific data collection methodology that was used included a case study with semi-
structured interviews and a literature review. These methods and the rationale behind the 
choice will be discussed further in the coming sections. In the literature survey, it is explained 
how the gathered information surrounding the field of study was collected and critically 
examined. According to Blomkvist & Hallin (2015), the main theory used in this type of case 
studies is called phenomenon-driven. 

 “This type of work, phenomenon-driven work, entails starting out from a knowledge gap 
that can be found in the existing literature regarding an industry, a new type of working 
method, an organizational form and so on” (p. 46). 

 

3.1 RESEARCH DESIGN  
  Research Design  
Approach Qualitative, Deductive  
Strategy Case study 
Analysis Thematic approach 
Conclusions Derived from the analysis 
Recommendations Derived from the analysis 

Table 3, Design of methodology (Own) 
 

A research design outlines the way one approaches to conduct research. Choosing the 
research design is about considering the empirical data that should help in understanding a 
phenomenon. (Blomkvist & Hallin, 2015). 

The methodological approach that was chosen is a case study. This is the most common 
research design in the social science. Case studies generate detailed data where the 
complexity of reality is more successfully captured than in for example one experiment (Yin, 
2007). This supports the objective of this study, that is to create an in-depth understanding of 
how managers engage and motivate employees during changes, and how communications are 
promoted within the organization during the change. A case study can use many different 
data gathering methods, for example: interviews, observations, and the collecting of written 
documents. (Blomkvist & Hallin, 2015). 
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The case study is conducted  in a large international company located in Stockholm. The 
company has approximately 3000 employees. The gathering methods used for this case study 
was semi-structured interviews. 

The organization that is being studied in this case study is MTR Tunnelbana, which runs the 
Stockholm metro. The reason for choosing to study MTR Tunnelbana is due to the fact that it 
is a large organization with 3000 employees. The workforce is diverse and come from very 
different backgrounds and possess different competencies. There are both a large segment of 
full-time employees and part-time employees. Most of the employees also have quite specific 
work tasks, which mean they have narrow job responsibilities (MTR Nordic, 2016).  
According to Kotter (2012), these are some of the factors that can make for a difficult 
environment in regard to change processes and can be seen as obstacles to implementing and 
accomplishing the envisioned change. 

 

In figure 3 and 4 respectively, a general overview of the research process and the degree 
project workflow are described. 

 

 

 

Figure 3,(left), Research process (Own). (right), Thesis workflow (Own). 
 

This research is characterized by an iterative approach, which means that the procedure was 
not linear. Background, problem statement, purpose, research questions, were updated when 
new insights were acquired during the working process.  

During the first weeks, a preliminary investigation was carried out to gain insight of the 
context for this study. The goal was to make initial decisions about what would be 
emphasized through the degree project, for example; what aspects of the case company that 
would be considered within this research. A broad understanding of the problems at the 
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studied case company was reached, which is crucial when using the case study methodology, 
according to Yin (2007). After that, the research for this study started with a pre-study, 
consisting of meetings and document analysis combined with the literature review, to 
identify the scope and to obtain a fundamental understanding of the subject. The preliminary 
study was not a part of the main data collection method; it was mainly carried out to gain 
insight into the case company. 

The next step in the process was data collection, which was done by conducting interviews 
with the case company’s executive directors, managers, and its employees. After that the data 
was analyzed, where the empirics were collected, structured and compared with each other to 
identify similarities and differences. Finally, after analyzing the empirics, conclusions and 
insights were found, which resulted in recommendations. Literature was gathered at the 
beginning of the research to understand the problem further, and literature was gathered 
after the interviews and the questionnaires in order to complement the literature review. The 
report writing was conducted simultaneously with the other processes. 

3.2 Literature survey 
The literature study for this report was mainly centered on the theory and concepts 
mentioned in the problem formulation and background, which in turn was created from the 
purpose of this thesis study. Creating the background and problem formulation enabled an 
understanding of the subject of CM, and the way the employees receive it during change. Due 
to many concepts being used for the subject in different connotations, defining them was 
critical to delineate the focus and give context to the literature study. This was done by 
finding leading articles in the relevant field, where these topics were already defined. This 
approach led the study to both widen and restrict in regard to what was relevant to the 
purpose and research questions for this degree project. Theory triangulation was used to 
achieve a richer understanding in the field of change management. This meant reviewing 
information from several different angles using complementary sources, both newer and 
older (Morrow, 1994). 

The employee’s behavior aspect of the literature study was focused on the understanding of 
operational employees. This included psychological and social factors that influence and 
explain the reactions of the employees during organizational change. Especially the factors 
that affect the readiness to implement and support change processes. Thus, it is also 
considered how communication was to take place from management, to achieve the desired 
outcome. First-line managers are of interest, due to their closeness to the employees. Hence, 
the employees’ and the first-line managers’ way of communicating with each other was highly 
connected to the success of any initiated change process, which also needs to be taken into 
consideration. The executive directors are likewise an important part, as they make the 
decisions and strategies for how and which changes need to be implemented.   

The main databases used for data collection were available through Malarial University 
(MDH): Science Direct, Google Scholar, Emerald Insight, ABI/INFORM Global and ABS 
Academic Journal Guide 2015 where relevant scientific records were found. 
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The main search words used to find scientific articles where: “Organizational change”, 
“Organizational change management”, “change management”, “change leadership 
management”,” Employees during organizational change”,” Organizational change”, “Change 
readiness“, “readiness during change”, “creating readiness”,  “Leadership”,“communication”, 
”internal communication”, “communication during change”, “leadership styles”, “coaching”, 
“motivating employees”.” commitment during change”,”repetitive change”.  

3.3 Semi-structured interviews 
Semi-structured interviews were conducted to obtain qualitative data regarding how the 
organization promotes communication and manage employees during a change process. The 
semi-structured interviews were selected as they focus on a specific topic. They are often the 
best possible way to study the motivations behind peoples’ choices, behavior, and attitudes 
(Oxfam's global research team, 2012). 

A completely unstructured interview could have the risk of not eliciting the needed 
information from the respondents, to answer the RQs of the study (Silvia, 2009). According 
to Silvia (2009), learning to conduct semi-structured interviews requires following six stages:  

• Selecting the type of interview 
• Establishing ethical guidelines 
• Creating the interview protocol  
• Conducting and recording the interview  
• Transcribing and reviewing the gathered material from the interview  
• Reporting the findings 

 

These kinds of interviews allow insight in how different people resonate around a certain 
question formulation. Semi-structured interviews allow for follow-up questions during the 
interview if necessary (Blomkvist & Hallin, 2015). To obtain respondents’ thoughts, open-
ended questions were used. A plan was developed before the interviews took place, which 
covered questions such as; what questions should be asked and in which order, how should 
the results from the interviews be analyzed, and which teams and which employees from the 
teams should be interviewed. 

An essential concept in using questions as standardized measures is that every respondent is 
supposed to be answering the same question. The respondents could have different 
understandings of the meaning of a question, then answers might differ due to the way the 
question was understood rather than because respondents had something different to say. To 
design effective questions, an important goal was to reduce the potential for possible 
misunderstandings. This was mainly done by avoiding complex terms and adapting the 
questions to the intended recipients (Edith, Hox, & Dillman, 2008). 

Qualitative semi-structured interviews were conducted with the case company’s executive 
directors, managers, and its employees in order to reach a deep understanding of internal 
communication and employee engagement during the change. This was done by asking 
questions about how participants act, think or feel during the change (Collis & Hussey, 2014). 
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Since the case company’s organizational structure is large and complex, it was decided that 
three levels of the organization would be included in this study. The CEO of the organization 
and the head of communication were the representatives for the executive directors. The 
managers that were interviewed were first-line managers, who had similar job positions, 
except one manager that had a more elevated role in the organization. The employees were 
from three subunits: Train drivers, Customer service & Facility Management and Cleaning 
service. None of the results were shared before all interviews had been conducted, so to make 
sure the interviewees’ honest opinions were raised (Collis & Hussey, 2014). 

Some of the interviews were selected with the help of a supervisor at the case company, who 
also provided required contact information to the participants. Also, some respondents were 
selected at random. The interviews were always performed by two persons and were 
conducted as face-to-face interviews. One of the two persons is a part-time employee at the 
case company. In order to get the most objective study possible, the non-employed took a 
leading role in the conversation during the interviews while the other mainly had the role of 
documenting the interviews and contributing if necessary. Furthermore, all the interviews 
were conducted in Swedish, since it was the most understandable language for the 
respondents. All interviews began by informing the interviewee the purpose of this study and 
how the empirics would be used. After that, the interviewee was given an opportunity to ask 
questions about the interview and the study. This increased the probability of a dedicated 
participation in the interviews, which provided a possibility for the researchers to ask follow-
up questions during the interviews. Such as; “can you tell us more about this?”,” what do you 
mean?”, and “can you give an example?”. In summary 20 semi-structured interviews were 
executed with the three target groups.  The interviews lasted between 30 and 90 minutes. In 
total three interview guides were created for the target groups: executive directors, first-line 
managers, and employees. All the questions that were discussed during the interviews are 
included in Appendix 1-3. 
As mentioned before, notes were taken during all interviews, and all the interviews were 
recorded with permission from the respondent. This was done to ensure that 
misinterpretations and unclear notes were corrected and clarified. 

Title and abbreviation Respondents Length per interview 

Employees (E) 9 30-90 minutes 

First-line Manager (M) 8 30-90 minutes 

Middle Manager (MM) 1 55 minutes 

Communication Director (CD) 1 60 minutes 

Chief Executive Officer (CEO) 1 50 minutes 

Table 4, The performed interviews (Own). 
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3.4 Operationalization  
Interview guides were created for three respondent groups: the executive directors, the first-
line managers, and the employees. The interview guides were divided into three main topics: 
Change management, internal communication during change, and managing employees 
during change. The interview started with a few standard questions as an introduction. These 
included their main work task, how long they had held their position in the organization, and 
the permission to record the interview. The tables below summarizes the operationalization 
of each respondent group, with questions, topics, and corresponding section in the 
theoretical chapters. 

 

Operationalization: Executive directors	

Topics Questions Section in theoretical 
framework 

Change management Q1-Q11 2.2, 2.2.1 

Internal communication 
during change 

Q12-Q22 2.3 

Employee management 
during change 

Q23-Q28 2.2.1, 2.4, 2.4.1, 2.4.2, 2.4.3, 
2.4.4  

Table 5, Executive Directors: Topics, questions, and sections in a theoretical framework (Own). 
 

Operationalization: First-line managers 

Topics Questions Section in theoretical 
framework 

Change management Q1-Q5 2.2, 2.2.1 

Internal communication 
during change 

Q7-Q19 2.3 

Employee management 
during change 

Q19-Q28 2.2.1, 2.4, 2.4.1, 2.4.2, 2.4.3, 
2.4.4  

Table 6, First-line managers: Topics, questions, and sections in a theoretical framework (Own). 
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Operationalization: Employees 

Topics Questions Section in theoretical 
framework 

Change management Q1-Q3 2.2, 2.2.1 

Internal communication 
during change 

Q4-Q13 2.3 

Employee management 
during change 

Q14-Q19 2.2.1, 2.4, 2.4.1, 2.4.2, 2.4.3, 
2.4.4  

Table 7, Employees: Topics, questions, and sections in a theoretical framework (Own). 

3.5 QUALITY OF RESEARCH  
Performing a qualitative study, the quality of the data must be ensured and gathered to 
answer the study questions (Denzin & Lincoln, 2003). When talking about quality of a 
research there are some measures taken into consideration such as; reliability, validity and 
generalizability. 

The term reliability is a measurement of the quality of the research, where the reader can 
develop their general opinion of the study. Reliability focuses on if the gathered data can be 
reproduced with the same methodology at another time. (Bryman & Bell, 2013). The main 
aim regarding reliability is to minimize errors and the bias of the research (Yin, 2007). 

 To increase the reliability of the study, the interview approach strived to be prepared as 
possible for interviews in order to avoid misunderstandings and other misinterpretations. 
Notes were taken during all interviews, and all the interviews were recorded with permission 
from the respondent. This was done to ensure that misinterpretations and unclear notes were 
corrected and clarified. The interviewers were also very careful during the interviews asking 
for clarifications. All of the interviews with the first- line managers and employees have been 
anonymous, in order to make them feel comfortable to speak freely during the interviews.  

In attempt to increase the reliability of the study triangulation has been used, which means 
that information has been carried out from different sources. The framework of the study 
applied to human factors and is therefore applicable no matter time. So, the result could vary 
due to different personal opinions and at different period of times. 

Validity can be explained as if you actually measure the correct aspects of the studied 
phenomenon (Bryman & Bell, 2013). The validity of the research increases when combining 
different research methods, such as literature review combined with qualitative interviews 
(Scandura & Williams, 2000). 
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 Multiple interviews with personnel working in the same area was held in order to not 
missing any important data, and to assure the validity. Throughout this degree project, 
seminars have been held once a month for three hours, where collegial peer reviewing was 
the main focus point in order to improve the academic quality of the study.  

The disadvantage of using a case study is that it cannot as easily be generalized as other types 
of methods. Research about the generalizability of case studies has been a topic for recurring 
discussions. The main question has been how a single case can be representative of other 
cases. However, a well-performed case study could lead to a discussion about analytical 
generalizability, where the findings of the case can be valuable and applicable to other cases. 
(Blomkvist & Hallin, 2015; Yin, 2007). 

 

A quality problem regarding the interviews is that they are performed within the same 
organization. The major reason why the interviews are not performed at different companies 
are that it is much easier to assemble an interview and the employees are more willing to 
share details. This is a single case study and such have shortcomings into the difficulty to 
generalize the findings to other organizations.  There were 20 semi-structured interviews in 
the research and there around 3000 employees at MTR tunnelbanan. It had probably been 
optimal to involve more teams and respondents in order to generalize the results of the 
sample size to the whole population within the company.  
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4  CASE STUDY OF MTR TUNNELBANAN AB 

This chapter contains the empirical results of the study obtained by the interviews. The 
interviews were divided into three respondent groups. Different interview guides were used 
for each group, presented in Appendix 1-3. 

4.1 MTR Tunnelbanan AB 
The multinational company MTR has a presence on three continents and was founded in 
Hong Kong in 1975. MTR operates, develops and builds metro, commuter, and high-speed 
trains, as well as associated infrastructure, stations, homes, and shops. MTR is one of the 
largest global railway operators, with approximately 11 million completed journeys every day. 
The Nordic region has been highlighted as one of MTRs growth areas. MTR Nordic is a 
wholly owned subsidiary of MTR Corporation Ltd (UK), based in London, and is part of the 
global MTR Group (MTR Nordic, 2016). 

 

 

 

 

 

 

 

 

 

 

 

MTR Tunnelbanan, which is the first subsidiary of the multinational MTR Corporation that 
entered into the Swedish public transport market in the year 2009. The company was 
awarded the contract to run the metro in Stockholm from 2009-2015, which was later 
extended to the year 2023. MTR Tunnelbanan manages the operation of the Metro, on behalf 
of the Stockholm Public Transport, SL. The current agreement runs for 14 years and covers 
everything that makes the three lines of the Stockholm Metro run; this includes traffic 
operation, metro services, traffic information, ticket sales, customer service, cleaning of 
Metro trains and stations. The company has undergone both minor and major change 
processes since its inception 2009 (MTR Nordic, 2016).  

 

Figure  4, Map of Stockholm Metro lines (MTR Nordic, 2016). 
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Figure 5, Map of Stockholm Metro lines (MTR Nordic, 2016). 
 

MTR Tunnelbanan is divided into three lines, which are each in turn divided into three 
employee groups: train drivers, customer service & facility management, and cleaning 
service. Each of these divisions run independently and have their own managers and teams 
that conduct their specific work. In total, MTR Tunnelbanan, has around 3000 
employees.(MTR Nordic, 2016). 
 

4.2 Leading change from the management perspective 
Both the CEO and the Communication Director expressed that a strong leader is vital to the 
success of a change. Regarding successful change, the CEO expressed that it is important to 
achieve the set goals. 

“It is important to achieve the set goal. The meaning is that you get from A to B. Once you 
have achieved the goal, it's a successful change” CEO, (2017). 

On the subject of how the vision of change develops, the CEO expressed the process as 
follows: 

“The change process begins with the development of the change goal and vision by executive 
directors. After that, a discussion about what to do to achieve the goal is established among 
the executive directors. Lastly, this is anchored with the managers so we can get feedback.” 
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 The Communication Director mentioned that it is very important to communicate with the 
managers about the vision of a change in an early stage. It is important that managers are 
convinced of the change and supports it. Especially first-line managers, since they are the 
ones who have daily contact with the employees. They should be able to talk about the change 
in their own words. 

 
 “It is the first-line managers who become ambassadors for the change. They have a big 
responsibility” CD, (2017). 

Concerning threats to successful change, the head of communication highlighted that lack of 
communication is the main factor. “A successful change is when the set objectives are 
realized. It is said that 70 percent of all change efforts fail. I believe that the main factor for 
failure is the lack of communication” CD, (2017). 

When the same question was asked to the CEO of the case company the following answer was 
received: “You may have chosen the wrong activities that do not match the set goals. The 
perfect activity goals are never enough. Having support from the employees is one of the 
most important factors. In order to succeed, you need the aid of the employees” CEO, 
(2017). 

The executive directors mentioned that the decisions about change are made on different 
levels. The Major changes that affect everyone end up in the executive group, while decisions 
on minor changes occur within the units.  

“When decisions are to be made, we work at different levels, for example; team level, 
station level, and area level. If we need to increase ticket sales by card in Norsborg station, 
it is at the station level. However, major changes affecting many employees ends up higher 
up in the hierarchy.” CEO, (2017). 

Regarding implementing and following up changes; the process starts with a restrained plan, 
then the change is implemented and followed up in terms of effectiveness, on a regular basis. 
The changes are measured through key performance indicators. Furthermore, both the CEO 
and the Communications Director mentioned the importance of being humble, and to 
evaluate the feedback from the employees.  

The executive directors mentioned that there is no permanent group or unit that led change 
work. However, they do try to involve leaders that will be affected themselves by the change. 
There are units such as business development and operational excellence that work full time 
to develop and drive the company forward.  

One of the larger changes introduced was when MTR Tunnelbanan started selling the full 
ticket range to their customers, which was previously handled by external providers. The 
advantage of this change was in customer benefits, and was well received amongst the 
employees as well. They felt they could be of more help to the customers, and were proud to 
be able to offer a more professional service. This change also increased profits from the 
increased ticket sales. There are, however, several smaller change efforts that were 
introduced early in MTR Tunnelbanan entry into the market, during their first three years of 
operation, that failed and were removed.  
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The CEO mentioned that MTR Tunnelbanan has got relatively free rein to running running 
the company, and in deciding on how changes will be implemented, independently of the 
parent company. There are, however, requirements on results set by the parent company that 
has to be fulfilled. After these decisions, a robust plan is created to accomplish the objectives. 
In larger change efforts, the board of directors comes up with goals, then these goals and the 
way to achieve them is discussed together with the executive directors and lastly, passed all 
the way down to the first-line managers for feedback.  

 The Communication Director mentioned that some change efforts fail to materialize. One 
such example was the introduction of more full-time employees, which never happened; 
these are some of the failures that can have a negative impact on attitudes or lessen the trust 
amongst the workers in the future. 

“Doing what we have always done means that it will always remain as it has been. We 
strive to improve and change persistently” CD, (2017). 

4.3 Internal Communication during change from management 
perspective 

According to the CEO, It is important to understand that the employees are the best teachers; 
they have a deep understanding of what the customers want and need, which is a great 
resource. “The employees have the best knowledge regarding the customer, due to daily 
interactions, which provide insights that the board of directors cannot possess.” CEO, 
(2017). 

The CEO states that the employees are hard to meet in person, as they are so numerous, but 
tries to be active in personally answering questions on the intranet. It is also beneficial to try 
as much as possible to go out in the field of work and meet the employees in action, both to 
create a sense of caring for the worker, as well as to learn from them. “The key factor for a 
successful change is communication.” CEO, (2017). 

There are two larger meetings that take place each year where the senior managers and the 
CEO meet the first-line managers to update them on current affairs, and exchange feedback 
and results.  

“During the first phase of a change, it is essential that the goals and the reasons behind the 
change are understood, especially by the ones affected by them. When doing this it is 
important to try to take into consideration the individual opinions, but it is hard to make 
everyone happy, which is important to keep in mind.” CEO, (2017). 

The first-line managers meet with their staff on a daily basis but also have a scheduled 
meeting for evaluation and feedback every seven weeks. Each first-line manager has 40 
employees in their team, both full-time and part-time workers, and the communication is 
done through the following channels: email, intranet, weekly letters, text messages, bulletin 
boards and face to face. In these communication channels, especially concerning written 
information, it is important that the message is easily interpreted, so not to cause confusion 
and to hinder rumor spreading (M1; M6, 2017). 
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When sending out information in written form one has to think about the recipients of the 
message, which is not always successful in practice. The information should quickly be 
accessible to the recipients; sometimes it can be taken for granted that all understand 
abbreviations and words. In changes affecting many people in the company, these kinds of 
mistakes can have the consequence of negative atmosphere and work environment, which is 
why it is so important that the managers can answer questions and critique from the workers. 
It takes time for the workers to adapt to, and accept changes, but it is equally important for 
management to admit when mistakes have been made and then move on from there, 
although making too many mistakes will negatively affect the credibility (M3; M7, 2017). 

”I usually never email bad results as it can be interpreted in the wrong way, and it is better 
in face-to-face meetings for these sensitive topics.” M1, (2017). 

The change process in MTR Tunnelbanan can differ quite a lot depending on the type of 
change that is going to take place. There is no formal process that all new changes go 
through; it is instead the type of change that is the factor for deciding how the change will be 
implemented. When it is a larger change that is crucial, or affects the whole organization, 
then several levels, from the board of directors to the managers and employees, can be 
involved. On the other hand, when the change only affects a certain employee segment or 
station, it is usually left to those specific units to decide on which actions that should be 
taken. 

“All coworkers are supposed to hear from us about why we are doing what we do. We 
always adapt our approach depending on the situation and different changes are handled 
in different ways.” CEO, (2017). 

After a change has been deemed needed and has been implemented, it is crucial to follow up 
on its effectiveness, which is measured through key performance indicators. However, it also 
involves stopping, reevaluating and correcting mistakes along the way; it is important to be 
humble and value all feedback. 

“When making organizational changes, there has to be a dialog. The changes can bring 
with it a tougher work situation for the worker, but it has to be done, and it is a leadership 
dilemma that exists. The managers have to do their jobs, even if they are not convinced 
about the change. For example, they cannot show their disappointment with decisions to the 
workers or show a bad attitude.” CEO, (2017). 

It is difficult to communicate early on in the planning of change processes as it usually 
creates rumors. Another of the reasons for the difficulty of early communication comes from 
the fact that the labor union and the client SL often need to accept the changes before they 
can be implemented. This slows down the internal communication, as there are multiple 
actors that are involved in the process. Usually, the information is only passed on to the 
workforce until the last stage, which is too late.  

“We do not pass on information until the last phase, which I feel is quite late.” CD, (2017). 

Some of the managers feel that the communication between them and their team is good and 
have improved a lot in the last years, with the introduction of improved communication tools 
such as the new intranet. However, it seems to be no guidelines in the way the managers are 
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to communicate with their employees and is usually left to each manager to find their own 
approach. There are also differences of education that the managers have received some have 
not gotten any official training, while others have. “There are no general guidelines in how 
my communication should be from my superiors, but among my team and I there are.” M4, 
(2017). 

 Although this has also had its difficulties as there are groups especially older that had a hard 
time adapting to the digitalization, which is a lot easier for the younger generations (M3; M6; 
M7, 2017). 

” We did not have an intranet before; everything had to be in physical form before the 
digitalization, and these tools simplify our work a lot.” M3, (2017). 

There have also been several managers that mentioned that it is crucial for them to believe in 
the coming change themselves before they can convey a convincing message to the employees 
in regard to new the changes. It is also important to constantly control that the employees 
correctly received the message (M2; M5;M7, 2017). 

“To make sure that the teams have understood the message of change correctly, I usually 
ask questions in my day to day conversation to see if they are on par with the change.” M7, 
(2017). 

The internal communication has improved a lot in the last years and was very chaotic before. 
One of the problems early on was a lack of information, and thus it would be very hard to 
answer the employees’ questions about the changes. That is why it is important with 
foresight, to answer questions, and also to give the rest of the organization a chance to come 
with feedback. The reason for change is to make things more efficient and to help the 
workers, even if they might feel the opposite is true at first (M2; M3, 2017). 

“In the first years of operations, there were a lot of new changes. One of these were the new 
register system and restrictions on bathroom breaks were introduced. The leader tasked 
with informing the employees read the information from the paper word for word, which 
was not well received by the employees. Today the managers and leaders are better 
prepared to answer questions and explaining the reasons behind the new changes.” M3, 
(2017). 

Some changes have to occur for the organization to improve and to measure them is essential 
to follow up on the progress made, which many workers feel critical against and felt like their 
supervisors spied upon them. While the manager’s perspective on this was that it is a 
necessary tool to help find flaws and develop rather than surveilling the workers.  

“Our client SL themselves also continually conduct surveys in how we run our operations, 
so it is only natural for us to do the same and be one step ahead.” M4, (2017). 

Sensitive topics can also lead to more volatile reactions from the employees, especially when 
they come without proper explanation and forewarning. 

 “Some of the employee’s don’t like it when money is taken into consideration, and the truth 
is that this is not a charity organization. In the end, the company is looking for profits, and 
there are requirements both from our parent company and from our client SL.” M9, (2017). 
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One of the managers mentioned that there are some shortcomings in some of the facilities 
and would like better access to computers and wireless internet for the employees to use, in 
order to make it easier for them to take part of information and communication tools 
available to them.  

”In our assembly hall in Liljeholmen we only have three computers, and it would be great to 
have Wi-Fi available for the employees to use.” M5, (2017). 

As there are large differences amongst the employees, there is no one way that will satisfy all. 
“In our organization, there is a melting pot of people, backgrounds, and different 
competencies.” M2, (2017). 

There are always some that will like and stand behind the changes, while others will hate it. 
The important thing is that the reasons for the changes are justifiable.  

“Some don’t want to be engaged in new change, some, on the other hand, are very active 
and most are somewhere in the middle, almost like a normal distribution curve. I try to 
focus my efforts on both of the extremes to encourage the active participants and try to 
engage the ones that resist the change. It takes time but eventually there will be a change in 
attitudes” M1, (2017). 

4.4 Internal Communication during change – from the employee 
perspective 

There are many mixed opinions in regard to how well the internal communication is working 
in the organization. There are employees that have a negative feeling towards the internal 
communication and towards the limited opportunities to be part of the occurring changes, 
while others are more under the impression that it is working well, but that some 
improvements still need to be made (E2; E3; E4; E5; E6; E7, 2017). 

“The communication works to a large extent, but sometimes there are flaws. The 
communication way from top to bottom is good but not the other way around.” E4, (2017) 

What many employees think should improve is that the information reaches them too late in 
the change process and would like to be more prepared for them before they start, which in 
turn lessen the readiness and increases the anxiety of the employees (E2; E3; E5; E7, 2017). 

“The information comes suddenly and without forewarning, which makes it hard to be 
prepared for the coming changes.“ E7, (2017). 

“It comes late in, and there are no special actions taking place to promote communication 
during change. It works but we cannot affect much, and there are no real benefits or 
rewards to being actively involved.” E3, (2017). 

Several employees think that there is little to no difference in the way the organization 
normally communicates and the way internal communication is promoted during the change 
(E2; E3; E9, 2017). 
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“There is no difference in the way we communicate during change and normally” E2, 
(2017), 

One employee also mentions that the information can change when the message travels down 
the organization hierarchy.   

“I think the communication is inadequate; it doesn’t reach all the way and it feels like the 
decisions that come from the top changes on its path down to us.” E1, (2017), 

Some employees interviewed also think that that the lack of formal steps in the change is 
problematic, as the lack of guidelines to follow when new changes happen, makes it harder to 
be prepared.  

“As far as I know, there is no communication and change strategy at all in the organization. 
The information that is sent to us is often hard to understand and with little to no structure, 
especially to those without a deeper understanding of the subject.” E6, (2017), 

There seems to have been several instances where the leaders involved in informing and 
answering questions of their teams are not well enough papered or lack the competencies 
around a certain subject. This often results in anxiety when the message of change is 
wrongfully interpreted, or the benefits of the change are not adequately shown (E2; E4; E9, 
2017), 

“The important thing for me when it comes to receiving information that the person giving 
it is well read up on the topic so that they can answer my questions.” E9, (2017). 

When new changes are about to happen, there is usually a workplace meeting. One of the 
criticisms that exist is that the goals set are not well defined and that these goals do not have 
short term objectives. One such example is the goal that was set for MTR Tunnelbanan to 
become the best metro in the world, without the explanation on how to achieve this or what it 
meant to be the best metro in the world. Thus, there was a lot of confusion as a direct 
consequence, which leads to employees feeling cynicism, with the conclusion that it was 
merely empty words (E3; E9, 2017). 

Some of the employees felt that some of the supervisors could sometimes have too high 
expectations and think that the change will happen instantly; they lack the competence to 
lead change and communicate in an appropriate manner with the employees (E1;E2;E3; 
E7;E9, 2017). 

“The information is not detailed enough and usually don’t like it when one asks too many 
questions or hard questions. They sometimes go into defensive position.” E5, (2017). 

 

“Honesty and objectivity are two key factors in regards to change. One should not be afraid 
to confront the truth. If the workforce is happy and looked after it will pay off in the long 
run, sometimes it feels like this is forgotten and the profit of today is prioritized over the 
long term profits.“ E3, (2017). 
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4.5 Employee management – From the management perspective 
Regarding managing employees, the first concept mentioned was “Vår gemensamma resa 
(VGR).” The concept started 2012 at Station level on MTR Tunnelbanan AB to anchor the 
company’s vision, mission, and values (M1; M2; M6; M8; CD, 2017). Furthermore, the 
Communication Director stated that: 

“VGR provides the employees with a clearer picture of where we are as company and what we 
need to do together to meet the company’s goals.” CD, (2017). 

Moreover, the first-line managers have Workplace meetings (APT) ones a year, with their 
employees to have a dialogue about future changes. M1 and M2 mentioned that it is an 
opportunity for all employees to provide feedback and their views on areas of activity. All the 
managers mentioned that there is a performance appraisal that appears once a year with the 
employees. The performance appraisal is to motivate and create the best possible conditions 
for the employees to do good work (CEO, 2017). It is a good opportunity to create a 
relationship, dialogue and trust with the employees during the meeting (M1; M2; M5; M6; 
M8; M9, 2017). 

“In the performance appraisal, we usually have a good dialogue with the employee. 
Employees can ask for the support they need to carry out their duties” M7, (2017). 

“It is a good opportunity to create good relationships with the employee” M2, (2017). 

“We have the opportunity to increase the employees’ trust for us during the performance 
appraisals.” M5, (2017). 

Furthermore, the employees can contribute to the company’s development through 
improvement proposals. They can propose an improvement through the improvement 
suggestion on the intranet. Every year, the best proposal is presented as “improvement of the 
year” at the annual awards (MM; M1; M2; M3; M4; M7, 2017). 

“Employees can contribute to improvements by submitting improvement proposals” M3, 
(2017). 

“Continuous improvements are good for the company and are best done through employees’ 
engagement, participation, and competence”- M7, (2017). 

Moreover, M1, M2, and M3 (2017) mentioned that they have the opportunity to hand out a 
“gold nugget” to their employees when they find that they have done something a bit out of 
the ordinary. The person who has nominated someone motivates in a diploma what the 
nominee has done to get the gold nugget. Everyone awarded a gold nugget during the year 
will be invited as a guest at the company’s annual Award (M1; CD, 2017). 

“Not so long ago, an employee got a gold nugget from me. The employee saved the life of a 
child who had escaped from a daycare and entered the subway.” M1, (2017). 

WIT (Work Improvement Team) is a method that has been used since 1989 at MTR in Hong 
Kong. Roughly 30 percent of the employees at MTR in Hong Kong are involved in WIT every 
year.  Through WIT, MTR Tunnelbanan AB wants to increase the involvement of the 



36 

 

employees in order to solve problems. All the managers and employees will receive training 
in WIT methodology in the coming years (CD, 2017). 

"WIT is a great way to engage employees and involve them in the improvement work" CD, 
(2017). 

 

4.5.1 Employee management during a change 

Regarding how employees affected by the change, the managers had experienced all kinds of 
reactions. There may exist a fear of change, that it will lead to something bad or other 
insecurities that might appear in a change process. Employees that are stressed, worried, 
insecure and unhappy with the change are commonplace. M1 and M3 (2017) mentioned that 
the fast rate of change regarding tools and working methods as a conflict. Same managers 
emphasized that; it is a group of employees who do not like changes. They are negative and 
what characterizes them is that they have been working many years in the organization 
(M1,2017). Unfortunately, change has sometimes led to job loss for employees (CEO; CD; 
MM; M1; M2; M9, 2017).  
 
Furthermore, the CEO (2017) of the company mentioned the importance to understand  
concerns of individuals in a change process whether it is on employee or managerial level. 
Different experiences regarding previous changes have had an impact on individuals 
perception of a change initiative, which has led to declining of trust (MM; M1; M6,2017). 

“Some do not want to change. They want paper and binders as work tools” M1, (2017). 

“There have been better reactions lately. In the past, there was often concern, stress, and 
disappointment.” M4, (2017). 

” I have noticed that many employees have personal problems and are generally negative”- 
M9, (2017). 

“A consultant who has been hired has been very fascinated by the fact that everyone is 
changeable in the organization. “ CD, (2017). 

Moreover, the executive directors pinpointed that there is very important to engage the 
personnel from bottom-up. They highlighted that every personnel in the organization should 
feel responsible for acting on their own and support the change.  

“The most important thing is to listen, listen and help the employees to perform. We as a 
team are much stronger than each for themselves” CEO, (2017). 

“I think it is important to engage all levels of the change process. First-line managers have 
to be engaged in order to engage the employees.”- CD, (2017). 

Rumors and speculations are commonplace before a change. Most of the managers 
mentioned that they manage this with an open communication (M1; M2;M3;M5;M8; MM, 
2017). Lack of information leads to speculations and then it can end up as a rumor that is not 
true (CD, 2017).   
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“It is very important to communicate clearly, and I wish there were more communication 
during the change process” CD, (2017). 
“It is very common with speculation. You can hear he said so, she said so, the employee 
union said so, etc.” M8, (2017). 

“We try to prevent rumors by meeting the employees” M3, (2017). 

Regarding the question “How do managers and employees convince to believe in a new 
change.” The executive directors and the middle manager answered similarly, and they 
mentioned that it was crucial to explain the benefits of the change on an individual level, for 
example how the change will assist the employees in their daily work. Furthermore, the CEO 
of the company mentioned that it is important to encourage and motivate the first-line 
managers to support the change since they are the employers of their team. If they do not 
support the change, it will be difficult to get the employees to do it. The middle manager 
explained that the first-line managers are essential and that it is important that they know 
everything that is going on with the change so that they can communicate this to the 
employees during the change. These speeds up the process of reaching all employees with the 
information and makes sure that the information is presented with the needs of the target 
groups in mind.  

“It is important that managers understand the meaning of the change” CD, (2017). 

“The first-line managers need to believe in the change in order to convince employees”- MM 
“First-line managers often get time for discussions about changes. So, they can give us 
feedback about the change, but we cannot satisfy everyone in every change.” CEO, (2017). 

Regarding change competency, all the managers mentioned that they have networking 
meetings four times a year where all the managers are participating. In those meetings, 
topical issues are raised such as; discussions about supervisor rights and coaching approach. 
The first-line managers have group meetings with their manager, and sometimes there are 
workshops for them (M1; M2; M5, 2017). The middle manager mentioned that they are trying 
to educate the first-line managers to be coaching leaders.  

“On networking meetings, the first-line managers are sitting without their supervisors. In 
order to get them out of their comfort zones. We devote quite a lot to the managers, for 
example, all managers got a course at the college of business in 2013” CEO, (2017). 

Regarding what managers think is important to help involve, engage and motivate employees 
during a change, the two executive directors, the middle manager and eight of the nine first-
line managers mentioned or discussed the importance to explain the purpose of the change to 
the employees. M1, M3, M7, and M9, (2017) expressed that it is crucial to explain the positive 
aspects of the change on an individual level in order to engage and motivate the employee.  

“The employees must know why the change is necessary. It is important that they know 
where we are today. Their views are important and we should engage the co-workers in the 
change process more often.” M2, (2017). 

“It is important to explain the positive things about the change and the benefits at the 
personal level” M7, (2017). 
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Furthermore, the same first-line manager expressed that it is essential to show that the top 
management supports the change and that they are involved. M2, (2017) expressed the same 
questions as: 

“We have to be good managers with enough presence to engage and involve employees for a 
change. Also, we should be in the field and listen more.” 

All the first-line managers in this study mentioned that they do not adapt their leadership 
style during a change.  

“I'm always like me. I always try to be a good listener and answer questions.” M1, (2017). 

“I am always calm and clear; I don’t need to adapt my leadership style.” M2, (2017). 

“I am always myself, responsive and available whether it is during change or not” M3, 
(2017). 

One of the questions in the interviews was “Suppose a new change would be introduced, what 
would you do differently to motivate and engage your team?”. All the firs-line managers 
mentioned that they would communicate the change in much earlier stages. Some of the first-
line managers discussed that they would organize some APT meetings before the change. 
Where the change is discussed, and employee feedback is captured (M1; M2; M4; M6, 
(2017)). Furthermore, One first-line manager stated that: 

“I would keep up the dialogue, be available, responsive, listen more, and get a sense of 
feeling. The fact is, if you know your employees, then you will know what you should look 
for among the individuals. And it becomes easier to motivate and engage them” M9, (2017). 

4.6 Employee management – From the employees’ perspective 
Regarding information about planned changes before a decision has been made, seven of the 
nine employees found that it was very important. While E4 and E8 found it as less important.  
Five of the nine employees expressed that information about the change before the decision 
increases their engagement, involvement, and trust (E1; E2; E3; E7; E9, 2017). 

 “It is important that the managers of all levels create a forum with great openness” E5, 
(2017). 

 “The executive directors do not care about what is best for us. We receive information when 
the change is implemented. We have no influence on changes” E1, (2017). 

The Same employee stated that: “They do not use our opinions; it often happens that they 
prioritize changes that are not necessary. For example, the old intranet we had was good; 
the new was not needed” E1, (2017). 

“It is not so important to me about planned changes. I am satisfied if I get the right 
information.” E8, (2017). 



39 

 

All nine employees pinpointed that it is important for them to know and understand the 
purpose and the goal of the change. The employees found that they need to know the benefits 
of the change on an individual level.  

“It is very important for me to know the purpose and goals. If you know the goal and why 
you should achieve that goal, then you are in the right direction. It's about getting a 
stimulus, not to be given orders just like that. Change must benefit me as an employee as 
well” E3, (2017). 

“If the change affects me then it is important for me to know the purpose and goals. E7 

When it came to get clear leadership from the top management, most of the employees 
agreed that they preferred involvement from the executive directors in order to be engaged in 
changes.  

“Clear leadership from the top management is very important. It leads to fewer 
misunderstandings.” E1, (2017). 

“If the top management is in the field and follows the change, then our trust increases. 
Otherwise, they are invisible leaders” E4, (2017). 

“When there is a big gap between me and the management, it's hard to trust. The leaders 
want the best for the company, and we are all a big unit. They must come down in the field 
and communicate with us. Then the management will know what happens down there and 
there will be fever incorrect decisions.” E5, (2017). 

All of the employees explained that it is very important for them to be engaged, involved and 
motivated about the changes.  Three of them stated that: 

“To me, it is very important to be engaged, committed, involved and motivated. It is my job 
and livelihood. I want it to develop in a positive way, and I want to see results. Everyone 
should be committed and stimulated; there should be action from managers. It should not 
just be a lot of talk because you may feel fooled and the trust will disappear.” E3, (2017). 

“I think its import for the organization that we are engaged and motivated during changes 
“ E5, (2017). 

“When we are committed and motivated it leads to more satisfied customers. Therefore, it is 
important for the entire organization that we are committed and motivated all the time.” 
E9, (2017). 

Regarding how the first-line managers motivate and encourage during a change, the 
employees expressed different viewpoints and opinions.  

“Changes put one outside the comfort zone. However, my first manager always tries to 
motivate and support me. The difference is higher up in the hierarchy.” E2. , (2017). 

“I rarely get the support and motivation I need to change. E8, (2017). 

“The managers are not good at motivating employees. They are better to give orders.” E5, 
(2017). 
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“My manager always tries to give me support and motivation” E9, (2017). 

All the employees mentioned that the managers do not adapt their leadership style during a 
change. Regarding this issue, two employees stated that: 

“I have not experienced that managers have adapted their leadership style during a 
change.” E4, (2017). 

“They try to do their best, but most do not have the skills needed to lead change.” E7, (2017). 

Regarding change competency, seven of the nine employees interviewed mentioned that the 
managers do not have the competence needed to lead change. They mentioned that managers 
often refer us to read the information about a change from the email or intranet. 
Furthermore, they mentioned that it often happens that managers are not well informed 
about the change. One of the employees stated that: 

“It is very important that the managers master the change. Some periods, many rapid 
changes are very close together. You can hardly get into a change before another change 
occurs and one cannot think through. One day you get information to get a contradiction 
the next day. Change should take its time and it does not seem to be the case in the 
company. They start the change today and want a profit tomorrow.” M8, (2017). 

Another one stated: 

” Some of the managers can at least answer some of our questions. But there are some that 
cannot answer basic questions about the change” M1, (2017). 
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5 ANALYSIS 

This chapter presents the analysis of the interviews at case company. The aim is to get a 
better understanding of the empirical findings by comparing it to the theoretical chapter 
and to discuss possible reasons for different results 

5.1 Leading change 
The case company lacks any formal change steps to follow in the change processes. Decisions 
about new changes are made at different levels within the organization. The major changes 
that affects the majority of the organization ends up in the executive Directors team while the 
decisions on minor changes occur within the units. However, there is no permanent group or 
unit responsible for leading change transformations. The executive directors try to involve 
leaders that will be affected by the change. After the change is implemented, it is followed up 
on a regular basis and is measured by performance indicators (CEO, CD, 2017). 

The late communication is one of these problematic factors that could be improved. As not all 
decisions are solely up to MTR Tunnelbanan to make. There are also labor unions and the 
client SL who has to agree. This can also be an argument for a permanent guiding coalition 
within the organization, as they can contain key people from these organizations in the 
decision process itself. Kotter (2007) mentions that the guiding coalition should contain 
various senior managers and other key individuals from within the organization, but also that 
the group can contain people from outside the organization such as; key customer; union 
leaders and other actors and specialists. This could give a platform for the discussion and 
decisions to be taken with all the important actors gathered in the same place.This would 
increase the speed of future changes and especially the first phase of making the decisions 
and communicating it out to the rest of the organization.  

According to Kotter (2012), it is very important to create short-term wins. Kotter (2012) 
stated that without short-term wins; the majority of people give up or join the ranks of the 
people that are resisting change. Furthermore, Kotter (2012) expressed that the executive 
directors should reward the contributing individuals with acknowledgment, promotions and 
money.  

It is important to note that when following the Kotter’s 8-step model, that each step is 
finalized before moving to the next step in line. Otherwise, the risk is that an illusion of 
development is created, but that does not produce adequate results.  

The Communication Director stated that there are several problems that exist, especially the 
first phase of making decisions and communicating it out to the rest of the organization. 
Regarding communicating the change, Kotter (2012) stated that it is important not to be 
afraid of over communicating. He expressed that communicating too late in the process, or 
under communicating are among the most reoccurring mistakes.  

One routine that seems to be in place is to measure the effectiveness of the changes set in 
place, in order to evaluate the progress or finding flaws of the implemented changes. This 
kind of routine can reduce the risk of the occurrences of repetitive changes. 
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Discrepancies some managers mentioned are that they had workshops and seminars with 
individuals from other MTR subsidiaries, while others had not heard of these events. It could 
be of good use to share resources such as competence more within the corporation.  

5.2 Internal Communication during change 
Information about coming changes should come earlier to the first-line managers and 
employees. Information is passed down the organizational hierarchy, but it is usually in the 
later stages when both the work unions and SL have accepted the suggested changes, which 
delays the communication. The possibility of giving feedback for the coming change or 
already implemented changes is also limited. Which have the negative consequence of more 
resistance and less readiness within the organization. Not providing adequate unfreezing 
before changes are according to Armenakis (1993) the most common reason so many change 
efforts run into resistance and fail. 

One of the most important steps in Kotter’s 8 steps are the establishing a sense of urgency 
before the change effort starts, this is done to highlight the need for the changes and make it 
into a priority of the employees working with the change. There is no such process in the case 
company at the moment and is one of the usual pitfalls that stops the development of many 
change processes. 

When creating and communicating a vision, it can sometimes be too diffuse  and not concrete 
enough. Both regarding what they want to achieve and in how to reach those goals. The vision 
is there to guide all the different units within the organization together and should be very 
understandable and clear in its message. This is also where the Short-term goals need to be 
set, to guide the change and to be able to create short-term wins and thus increase the sense 
of development, to motivate the employees and by giving credit where it's due.  As change 
processes often take several years to complete the short-term wins are there to guide the 
workers during change processes, as there are very few individuals that can work for several 
years without results or achieve some concrete goals to show for all the hard work (Kotter, 
2007). 

There are no formal guidelines for the way of communicating, and each change process can 
have different steps in planning and implementation. There seems to exist an awareness 
within the organization on how to handle communication during change processes, but there 
are no formal guidelines for these activities. There is no change transformation model used; 
the implemented changes can follow several different change processes, which are 
inconsistent and makes it harder to establish fixed routines and to institutionalize new 
approaches (Kotter, 2012). 

There is very little difference between the normal communications that takes place during the 
everyday activities in the organization and the communication during changes. Nearly none 
of the respondents could identify if there were any differences between the internal 
communication during change and the everyday communication, which is a sharp contrast to 
the theory. Kotter (2012) mentions that the communication should intensify drastically 
especially in the first stages of change. 
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5.3 Employee management 
It is evident from the conducted interviews that there is no consistent method used to inform 
the employees about upcoming changes in the Case Company. The employees mentioned that 
it was important for them to gain information about planned changes early in the process. 
Both the managers and employees mentioned that there is not an adequate amount of 
readiness before implementing a change. Which is one of the most common reasons why 
many change efforts run into resistance and fail is usually directly associated with them not 
providing for an adequate unfreezing process before implementing the changes (Armenakis 
A. A., 1993). 

All the managers experienced employees that have been stressed, worried and insecure about 
their future in the organization. Several of the managers and the CEO of the Case Company 
mentioned that changes have sometimes led to job loss for employees. Readiness for a change 
and awareness of the need to change are key phases to manage employees (Velorhrtamil, 
2012).Generally, the first-line managers gain information about a new change from their 
supervisor close before the change is to be implement, which can be cause problems for them. 
According to Armenakis (1993), the readiness of others will affect individual’s readiness. As 
Armenakis (1993) pointed, the creation of readiness for change involves changing individual 
cognitions across a set of employees. All the manager in this study including the CEO and the 
Communication Director expressed that positive attitudes among employees is an important 
factor for a successful changes. Which is similar with Armernakis (1993) conclusion, which 
states that positive attitudes among the employees are critical to the success of the change 
programs.  

Overall, the employees agreed that it is very important for them to know and understand the 
purpose of the change. They need to know the benefits of the change on an individual level. 
Some of the employees discussed that they need to be stimulated and involved, which seems 
to be lacking. The employees need to be informed about both the positive sides and the more 
unpleasant aspects of the change. In order to achieve this, there should be discussions about 
how the changes will affect both personal and work-related goals, and how to best manage 
this impact. The CEOs view regarding engaging and motivating employees during a change, 
which is also shared by the study of Moran and Brightman (2000), he mentioned that it is 
important to understand individuals’ concerns in a change process whether it is an employee 
or managerial level. He also stated that the first-line managers have a very large influence on 
the employees and they need to understand the goal and intention with the change, so they 
can give the support needed to engage and motivate the employees. According to Kotter 
(2012) employees without strong first-line leadership can’t achieve the influence required.  

It is crucial that managers are aware of the importance of engagement and trust, since it will 
improve employee performance, increase job satisfaction and probably lead the organization 
to achieve their goals. Employee engagement is a vital issue for managers, since the 
employees are the core asset of any organization (Chong, 2007; Welch & Jackson, 2007; 
Mishra, Boynton, & Mishra, 2014). It exists an uncertainty for the management of how it is 
possible to involve and engage all the employees in changing processes. According to Mehrzi 
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and Singh (2016), the managers should strive to make the work meaningful in order to 
engage and motivate employees. Moreover, A clear guidance and direction should be 
provided to empower employees so that they feel that their contributions are important and 
necessary to the success of the change.  

The employees expressed that it is very important for them to be engaged in, involved in and 
motivated about the change. Many of them mentioned that they want to feel part of the 
organization and help it to develop in a positive way. Moreover, the employees mentioned 
that if they feel motivated and engaged, it will lead to more satisfied customers. This is also 
discussed by Mehrzi and Singh (2016), who claimed that a decline in employee engagement 
levels could have an important effect on customer service and performance.   

Furthermore, the managers expressed that they create trust through the APT meetings and 
performance appraisals. Some of the managers mentioned that presence is one way to build 
trust and relationships, which shows the importance of being ‘there’ for the employees when 
needed. Employees that receive information from their managers that is timely, relevant and 
correct feel less vulnerable and are more able to trust their managers (Mishra, Boynton, & 
Mishra, 2014). Furthermore, they described how they do not understand much of the 
decisions made by the top management at the company, which leads distrust to the 
management among the employees. This distrust is supported by DiFonzo and Bordia (1998), 
which stated that trust is violated when managers are planning a change without including 
the employees. Likewise, trust is violated when managers say one thing but act differently.  

According to Kotter (2007), the managers do not realize that change effort is a process and 
not an event. The employees expressed that the managers have not the competency required 
to lead change. Kotter (2007) pointed that it is essential to have a deep understanding of the 
phases of change and the threats that can occur, in order to gain a successful change. Paton 
and McCalman (2008) support the employees expression, the organization needs to 
recognize that a competent management of a change situation is important. Moreover, it was 
received that the managers do not adapt their leadership style to situations such as during 
change. According to Burnes and Dynamics (2014) managers who can adapt their style of 
management or leadership have a better advantage to support a change. Burnes and 
Dynamics (2014) mean that such managers have varying levels of creativity as such situation 
demands. 
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6 DISCUSSION & CONCLUSION 

In this chapter, the research questions are answered followed by some concluding remarks. 
In addition, a discussion on the limitations of this study and proposed future studies are 
included. 

The purpose of this study is to describe and explore how a large and diverse corporation that 
is undergoing several change processes promotes the internal communication and manages 
the employees during change. In order to fulfill the purpose, the following main research 
questions were proposed: 

Research Question 1: How does the organization promote internal communication during a 
change process? 

Research Question 2: What are the important factors when managing employees during a 
change? 

The studied case company is missing a formal change model with clear steps to follow, which 
is necessary. A change model could decrease the resistance and increase the readiness for 
change while creating a consequent routine for future change within the organization. The 
establishment of a guiding coalition can also benefit the case company, as it can increase the 
speed of the decision-making process, it also increases the possibility of making well-
informed decisions from the beginning. When creating a guiding coalition, all relevant 
individuals from the different actors; the case company, their client SL and key persons from 
the labor unions should be gathered in one place. This board needs to develop a shared 
assessment of the company’s opportunities, problems, as well as create a functional level of 
communication, understanding, and trust between them. 

From the study, it can be concluded that there is very little difference between the normal 
communications that takes place during the everyday activities in the organization and the 
communication during a change process. An important improvement that is required is the 
ability to communicate and take feedback earlier in a change process. The communication 
should increase drastically during change processes, to minimize the risk of 
misunderstandings and rumors.  

It is a noteworthy conclusion from the analysis, that employees rely on their manager to 
provide them with information regarding upcoming and ongoing changes in the organization. 
Therefore, this implies that first-line managers must acknowledge their role as primary 
sources of change information and translators of the change in the organizational context.  
 
Another conclusion from the analysis is that, an important factor in every change process is 
to set up a clear and understandable vision. Some of the employees’ complaints were that 
these visions were to diffuse and did not contain real objectives or a plan of how the vision 
will be reached. When communicating during a change process, it is beneficial to use all 
available types of communications channels to convey the vision.  

Increasing readiness before implementation of change was also perceived as an important 
factor when managing employees. Thereof, it is important for managers to provide an 
adequate amount of unfreezing training before implementing change. Additionally, it is 
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crucial to be open to negative attitudes during change and taking advantage of the positive 
attitudes. Negative attitudes from the employees regarding a certain change may hold import 
information; it is said that resistance can be a sign of commitment. It is significant that 
managers receive training to develop coaching leadership styles that support and encourage 
employee’s self-leadership-strategies. However, the study found that fostering openness and 
trust by top management is a necessity in order to involve employees in change processes and 
make them commit to changes. Managers should also be able to adapt their leadership styles 
during rapid changes, where they need to be extra susceptible and have a good understanding 
of how to communicate with their teams during the change. It is important to involve the 
first-line managers in the change process, as they have a central role when involving, 
engaging and motivating employees in a change process. Short-term goals will provide 
employees with motivation and goals to reach, which is important especially during longer 
change efforts. The change transformation often takes several years and can risk losing drive 
if there are no short-term objectives to be met and celebrated.  

An overall conclusion in this study is that there are many different factors that are important 
when managing employees during a change and managing employees is a complex process. 
The most important factor in employee engagement during a change is communication. In 
order to avoid distrust and misunderstandings, open communication and honesty are very 
important. One of the main reason that can cause a change effort to fail is the lack of 
communication, which also holds the key to engaging the employees. 

Lastly, a final conclusion is that there seems to be no silver bullet regarding managing 
employees during a change. Managing employees during a change will always be a 
challenging and dynamic process. The core of this conclusion is that organizations that can 
manage their employees effectively will have accomplished something that competitors will 
find difficult to imitate. More specifically, it is easy to change price and product, but it is 
another thing to managing employees. 

 

 

 

6.1 Managerial implications for MTR Tunnelbanan 
The ability to master change strategies is vital, which draws on the knowledge of human 
motivation, leadership and group dynamics. There is a lack of a formal change model to 
follow within the organization, with well-defined phases.  

When information about a change is to be announced, it is essential to mediate the 
information through all possible communication channels, in order to reach as many 
employees as possible. The most effective and important communication channels is 
managers themselves, it is vital that managers communicate face-to-face with the employees.  
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First-line managers need to be engaged and involved in the changes, since they are the 
sponsors for the change. Both the employees and the managers needs to fully understand 
what every change implies. The executive directors must clarify and concretize the purpose of 
the change, activities included in the change and the desired outcome of the change. 
Furthermore, the executive directors have to make sure that their messages are understood 
and implemented in the minds and hearts of the employees.  

In order to motivate the employees during a change, there have to be short-term wins. 
Gaining short-term win demands planning and creating visible improvements during the 
change.  

When managing employees during change, it is good to keep in mind the following: 

• Linking the change message with the benefits of that change 
• Information must be comprehensible and adapted to the ones receiving it  
• Clearer vision and how they will be reached 
• Communicating change earlier 
• Increase the internal communication during change 
• Expressing confidence in their abilities to achieve 

 

6.2 Further research 
It would be interesting to investigate similar studies but in different settings. This would 
address the generalizability of the study and further examine the crucial relation between 
managers and employees as well as important aspects to consider during a change. Further, 
the process of managing employees and promoting internal communication in other settings 
would be interesting. A quantitative study would complement this study by building on the 
findings and explore the importance of each identified aspect. However, performing the study 
in the organization on a larger scale would be interesting in order to validate and increase the 
reliability of the result.   

Due to the reason that all companies have different knowledge, experiences and conditions 
related to management, leadership, and change management, it means that this differs from 
company to company. Therefore, it would be interesting to conduct a research that studies 
different companies within the railway industry as well as companies within different 
industries, in order to identify similarities and differences.  

Moreover, reviewing research with an ongoing change would be interesting and would give a 
chance to develop the conclusions in this study and test some of them. Lastly, executing two 
different changes and implementing the conclusions from this study to both change projects 
could be interesting, since it would be possible to compare the outcomes between them. This 
could highlight factors that are more important for all change process and those that are 
more specific to the type of change. 
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BILAGA 1: INTERVJUGUIDE LEDNINGEN 

Before the interview starts: 

• Vill du vara anonym under intervju processen och när intervjuerna presenteras?   
• Vill du få tillgång till transkriberingen för att kontrollera innehållet? 
• Går det bra att vi spelar in intervjun?  
• Hur länge har du arbetat på MTR-Tunnelbana?  
• Vad har du för befattning inom företaget?  
• Hur länge har du haft den befattningen?  

 

Leading Change: 

1. Vad anser du är en lyckad förändring?  
2. Vilka är de främsta hoten mot en lyckad förändring?  
3. Kan du nämna en förändring som du anser har varit särskilt lyckad och en mindre lyckad? 
4. Hur tas beslut om en ny förändring? Hur implanteras det? Hur följs det upp? 
5. Hur mycket påverkas beslut i MTR tunnelbanan av moderbolaget i Hong Kong? 
6. Kan du beskriva hur en förändringsprocess kan se ut på MTR tunnelbanan? 
7. Finns det ett team eller enhet som driver förändringsarbete? 
8. Vad är det svåraste med att leda en förändring? 
9. Vilka/vilken typ av ledaregenskaper är viktigast under förändringsprocess? Och varför? 
10. Hur förebygger man repetitiva förändringar?  
11. Hur går ni tillväga när ni ska utveckla en förändrings vision och förändrings mål? 

 

Internal communication during change: 

12. Generellt hur arbetar du med internkommunikationen i företaget?  
13. Hur skulle du beskriva strategin för internkommunikationen under förändringar, vad har du 

haft för roll i strategin?  
14. Vem/vilka har tagit fram kommunikationsstrategin? 
15. Vad tycker du har varit bra och dåligt med kommunikationen under förändringar? Vilka 

förbättringar finns det att göra? Och varför?  
16. Vilka aspekter skiljer sig vid kommunikationen under förändring i jämförelse med den 

Vardagliga?  
17. Hur är kommunikationen mellan dig och gruppcheferna?  
18. Hur är kommunikationen mellan dig och kundnära medarbetare? 
19. Vad finns det för särskilda åtgärder som görs för att främja den interna kommunikationen 

under förändringsprocess? 
20. Vad anser du är viktigt att kommunicera till medarbetare under första fasen av förändring? 

Förs det någon dialog med medarbetarna inför förändringar, tex hur förändringen kan 
implementeras?  

21. Hur kommer ni att gå vidare med kommunikationen om förändring framöver?  
22. Vilka generella riktlinjer har chefer fått från dig om hur de ska kommunicera under 

förändringar?  
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Employee management: 

23. Hur förmedlas förändrings visionen i organisationen? 
24. Hur har du upplevt att personalen har reagerat på förändringar? Har de uttryckt oro, stress? 

Jobbosäkerhet? Osäkerhet för vad det innebär? 
25. Hur försäkras att anledningen och målet med förändringar tolkas på rätt sätt av samtliga led i 

organisationen? 
26. Vad anser du är viktigt för att motivera och engagera kundnära medarbetare, utifrån dina 

tidigare erfarenheter?  
27. Hur övertygas chefer och kundnära medarbetare att tro på en ny förändring? 
28. Hur utbildas cheferna för att vara förändringskompetenta? 
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BILAGA 2: INTERVJUGUIDE GRUPPCHEFER 

Before the interview starts: 

• Vill du vara anonym under intervju processen och när intervjuerna presenteras?   
• Vill du få tillgång till transkriberingen för att kontrollera innehållet? 
• Går det bra att vi spelar in intervjun?  
• Hur länge har du arbetat på MTR-Tunnelbana? 
• Vad har du för befattning inom företaget?  
• Hur länge har du haft den befattningen?  

 
Leading Change: 

1. Känner du att du fått tillräckligt med stöd/utbildning för hur du ska hantera 
kommunikationen under förändringar?  

2. Tycker du att det är viktigt att förklara för medarbetare vad man vill uppnå med förändringen? 
Varför är det viktigt? 

3. Hur försäkrar du att förändringen har tolkats rätt av medarbetarna? 
4. Känner du att du fått tillräckligt med stöd/utbildning för att motivera och engagera 

medarbetare under förändring? 
5. Anta att en ny förändring skulle införas, vad skulle du göra annorlunda för att motivera och 

engagera ditt team? 
 

Internal communication during change: 

6. Generellt hur arbetar du med internkommunikationen i företaget? 
7. Hur upplever du att kommunikationen inom företaget fungerar? 
8. Hur skulle du beskriva företagets kommunikationsstrategi?  
9. Beskriv ditt närmaste team, hur kommunicerar ni? 
10. Hur får du information om kommande förändringar? 
11. Vilka aspekter skiljer sig vid kommunikationen under förändring i jämförelse med den 

Vardagliga? 
12. Hur upplever du dialogen mellan, dig och ditt team inför förändringar?  
13. Vad tycker du har varit bra och dåligt med kommunikationen under förändringar? Vilka 

förbättringar finns det att göra? Och varför?  
14. Har ni fått mycket frågor från medarbetarna inför förändringar? Vilka kanaler har då använts? 

(intranätet, telefonsamtal, mail, personligt möte)?  
15. Vad anser du är viktigt att kommunicera till medarbetarna under första fasen av förändring? 
16. Vilka generella riktlinjer har du fått från din chef om hur du ska kommunicera under 

förändringar?  
17. Har medarbetarna uttryckt någon önskan gällande internkommunikationen? 
18. Vad är viktigt för ledare att kommunicera för att utveckla en övertygelse för förändring bland 

medarbetare, varför är det viktigt? 
 

Employee management 

19. Hur har du upplevt att medarbetare har reagerat på förändringar? Har de uttryckt oro, stress? 
Jobbosäkerhet? Osäkerhet för vad det innebär? 

20. Finns det någon grupp anställda som visar mer oro/motstånd under förändring?   
21. Brukar det uppstå diskussioner och spekulationer bland medarbetarna innan beslut om 

förändring presenteras?  
22. Vad anser du är viktigt för medarbetarna för att motivera och engagera dem under förändring, 

utifrån dina tidigare erfarenheter? 
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23. Vad anser du är viktigt för medarbetarna att förstå för att dem ska tro på förändringen, hur 
viktigt anser du att det är? 

24. Hur tycker du att man skapar tillit mellan medarbetare och chefer under förändring? Finns 
det beslut som har lett till att tillit minskat bland medarbetarna? 

25. Hur kan medarbetarna motiveras och uppmuntras till att stödja förändringar? 
26. Anser du att det är viktigt med direkt involvering från ledningen för att medarbetarna ska 

engageras i förändring, Varför? 
27. Vad är dina tankar kring motstånd till förändring? och hur kan man motverka det? 
28. Hur anpassar du din ledarskapsstil under förändring? 
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BILAGA 3: INTERVJUGUIDE MEDARBETARE 

Before the interview starts: 

• Vill du vara anonym under intervjuprocessen och när intervjuerna presenteras?   
• Vill du få tillgång till transkriberingen för att kontrollera innehållet? 
• Går det bra att vi spelar in intervjun?  
• Hur länge har du arbetat på MTR-Tunnelbana?  
• Vad har du för befattning inom företaget?  
• Hur länge har du haft den befattningen? 

 

Leading Change: 

1. Hur mycket kan du påverka beslut om en ny förändring? 
2. Hur viktigt är det för dig att få kännedom om planerade förändringar innan beslut tas? 
3. Hur tycker du att chefernas kompetens är inom förändringsarbete? 

 

Internal communication during change: 

4. Hur upplever du att kommunikationen inom företaget fungerar?  
5. Hur kommunicerar du med din närmaste chef? 
6. Hur skulle du beskriva företagets kommunikationsstrategi?  
7. Hur tycker du att information ska förmedlas till dig? Samt, hur viktigt är det för dig vem det är 

som förmedlar informationen?  
8. Hur får du information om kommande förändringar?  
9. Hur känner du att kommunikationen under förändring skiljer sig jämfört med den vardagliga?  
10. Tycker du att det görs särskilda åtgärder för att främja den interna kommunikationen under 

förändringsprocessen?  
11. Hur upplever du dialogen mellan, dig och dina chefer inför förändringar?  
12. Hur påverkar dålig kommunikation inför och under en förändring ditt arbete?  
13. Vad tycker du har varit bra och dåligt med kommunikationen under förändringar? Vilka 

förbättringar finns det att göra? 
 

Employee management: 

14. Hur viktigt är det för dig att veta anledningen och målet med förändringen? 
15. Anser du att det är viktigt med tydligt ledarskap från ledningen för att du ska engageras i 

förändringen? Varför är det viktigt 
16. Hur känner du om du tänker tillbaka på förändringar som har inträffat?  Tycker du att du blev 

motiverad och fick stöd av din närmaste chef? 
17. Hur upplever du att cheferna anpassar sin ledarskapsstil under förändring? 
18. Hur viktigt är det för dig att vara uppmuntrad och delaktig i förändringen? 
19. Hur tycker du att man skapar tillit mellan medarbetare och chefer under förändring? Finns 

det beslut som har lett till att tillit minskat bland medarbetarna?  
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