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1 INTRODUCTION

This first chapter is an invitation to the reader to understand and become

engrossed in our subject. The background of the subject will be presented, and the

problem of investigation, as well as the purpose, will be discussed and outlined.

Finally, there will be a delimitation and a disposition of the thesis.

1.1 Background

In the competitive business world of today change happens whether organisations

want it to or not. The contemporary manager is faced with an ever-increasing

amount of technological change, simultaneously as global population growth and

political shifts have opened new markets for products and services at a dizzying

pace. Adapting to changing goals and demands has been a timeless challenge for

organisations, but the task seems to have become even more crucial in the past

decade. (Piderit, 2000)

A company must recognise its changing environment and adapt to suit it in order to

maximise its potential. If relevant changes are not responded to, opportunities may

be missed, and the ways in which different organisations respond to change can

have a significant effect on their success. (Gilgeous & Chambers, 1999) However,

statistics tell us that change management is not working, as it should. Leading

practitioners of radical corporate reengineering report in the magazine Fortune that

success rates among 1000 companies are well below 50 %; some even say they are

as low as 20 %. (Strebel, 1996)

Many managers are struggling to respond to the shocks of rapidly evolving

markets and technology, and managers and employees in hundreds of

organisations have experienced the struggles, successes, failures and frustrations
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that go along with changing the way business is done. Specific company

circumstances account for some problems, but the wide-spread difficulties have at

least one common root: Managers and employees view change differently, and the

level of enthusiasm for change varies from person to person and from hierarchical

level to hierarchical level. What top-level managers see as an opportunity to

strengthen the business and advance their careers, is by many employees viewed as

disruptive and necessary evils. It upsets the balance. The effect of this gap is

consistently misjudged by senior managers and leads to problems to estimate the

effort required to win acceptance for change. (Reichers & Wanous, 1997; Strebel,

1996)

Research has shown that employees’ resistance can be a significant deterrent to

effective organisational change. In times of radical change employees oftentimes

feel insecure about the new situation and may experience fears, such as fear of the

unknown, fear of reduced job security and fear of reduced job status. (Caruth,

Middlebrook & Rachel, 1985) In order to avoid fearful changes people try to head

off change in a number of ways. Some familiar refrains are: “We tried it before”,

“It has never been tried before”, “We’ve done it this way for 25 years”, “We don’t

have the money (or people, or equipment or time)”, “It’s impossible”.

(Armentrout, 1996)

However, how people are treated, and how the change is implemented can have

considerable influence on employees’ resistance to change. If employees feel they

are treated in a way they believe is fair, they develop attitudes and behaviours

required for successful change – even under conditions of adversity and loss.

(Folger & Skarlicki, 1999) Moreover, numerous authors believe the key to

successful change lies in creating a working environment where change is viewed

as something positive and challenging.
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1.2 Problem Discussion

How to overcome resistance to change has been discussed and investigated for

many decades. The first known published reference to research on this subject was

the article Overcoming resistance to change by Coch & French in 1948. They

conducted a study at the Harwood Manufacturing Company, a pyjamas factory in

Virginia, where they investigated why people resist change so strongly, as well as

what can be done to overcome resistance. The succeeding research on resistance

mainly stems from this article. (Dent & Galloway, 1999)

In the 50’s and 60’s plenty of research was carried out on the subject and by the

early 60’s resistance to change had taken on the meaning that is widely understood

by researchers and practitioners today. This meaning is a psychological concept in

which resistance is sited within the individual, and it is viewed as the manager’s

task to overcome that resistance. (Dent & Galloway, 1999) As for today, the

problem is still very much alive due to rapid technology advances and fierce

competitive landscapes, whereby organisational changes are required in order to

stay competitive.

When talking about strategic change and resistance, it is important to accentuate

the meaning of these two concepts. We have chosen to comply with Mintzberg &

Westley’s definition of strategic change. They define strategic change as a change

of great importance, which affects top management, but also has considerable

consequences for employees. In order to qualify as a strategic change, the change

has to affect the top two layers of management. This type of change normally

comes from above and is implemented on the initiative of top management.

(Mintzberg & Westley, 1992) As for resistance we have decided to use

Collinson’s definition. He defines resistance as employee behaviour, which seeks

to challenge, disrupt, or invert prevailing assumptions and discourses. Resisting
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change is one way for employees to respond to the treatment they receive. The

affected employees can experience feelings of anger and fear, and these feelings

can be shown in different ways, some more visible, others subtler. (Collinson,

1994)

One company that has recently gone through a strategic change is the former

municipally operated energy company Norrköping Miljö & Energi (NME). In

November 2000 the company was acquired by the Swedish energy group Sydkraft,

and this strategic change, which apparently was important to NME, has led to

significant consequences for the employees. Many employees had been with the

company for decades and the average age of the employees was above 45. Since

the employees of NME were not confident in how all implications would turn out,

we take it as a starting point that there were a great deal of opinions and views on

the acquisition, both negative and positive. (Internal Sydkraft Material) In order to

elucidate the concept of resistance, we have decided to concentrate on the

employees’ negative feelings and experiences.

Turning back to the concept of resistance, Dent & Galloway (1999) argue that the

way the phrase “overcoming resistance to change” is formulated in most literature

is flawed. The phrase implicitly suggests that it is the supervisors who foster and

implement change, whilst subordinates at any level resist it. Resistance is most

often seen as inappropriate and it is the supervisors’ or more senior executives’

task to overcome this unnatural reaction. Plant (1987) is of the same opinion and

does not view resistance as something to overcome, but as something, which

instead has to be managed.

Dent & Galloway (1999) claim most literature offers strategies for preventing

resistance in the first place, even if they use the term overcoming resistance. Piderit
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(2000) agrees with Dent & Galloway to some extent by arguing that successful

organisational adaptation has more to do with generating employee support and

enthusiasm for proposed changes, instead of merely overcoming resistance.

When assessing the previous mentioned arguments we are of the opinion that they

hold a lot of validity. Most literature is focusing on the supervisors and measures

for them to take in order to overcome resistance, and therefore we consider there to

be a lack of theories focusing on the subordinates and their perspective. Hence, it is

essential to further explore how employees wish strategic changes should be

implemented, as this could be a mean of finding ways to implement them more

efficiently. A contribution to the existing literature from the employee’s

perspective should be welcomed.

Moreover, as mentioned before, most authors use the term overcoming resistance,

but are focusing on measures to prevent its occurrence. We have made the

interpretation that the concept overcome consists of both the issue of preventing

resistance in the first place, as well as handling it once it has occurred. However, it

only seems to be possible to make this type of separation in theory. In reality we

do not believe it is possible to draw a clear line between these two meanings, but

have decided to keep them in mind while researching.

1.2.1 Problem Formulation

In order to approach the problem area we have formulated a number of questions

to focus the study on. These questions will be investigated with help from both the

theoretical chapters and the empirical chapter.
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•  What types of resistance may be noticeable when strategic changes are

implemented in organisations?

•  How is resistance prevented and handled?

•  How is resistance prevented and handled in a successful manner according to

the employees?

1.3 Purpose

The purpose of this thesis is to explore the internal resistance, which often is a

consequence of strategic changes. We aim to draw conclusions based on the

employees’ perception of how resistance to strategic changes should be prevented

and handled.

1.4 Delimitation

We have limited our thesis to investigate the reactions to the consequences of one

strategic change at one subsidiary within the Sydkraft Group. This choice is made

partly because our supervisor helped us to get access to this subsidiary, and partly

because this is one of the subsidiaries, for which the strategic change has had

numerous consequences.

Additionally, our thesis is limited to deal with the manager’s possibilities to

prevent and handle employees’ resistance, and will not sort out how other people

or organisations may influence it. Therefore, we will not touch upon the unions’

possibilities to influence employees, even if they have a remarkable position in

Sweden.
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1.5 A Reader’s Guide

The first two chapters contain an introduction to the thesis and our methodology.

Thereafter, the frame of reference is divided into two chapters, with the first one

concentrating on the change process, symptoms and causes, and the latter focusing

on overcoming resistance. Chapter five is named Sydkraft and contains our

empirical data of the company and the employees’ perceptions of the strategic

change. The thesis ends with an analysis, which is made with help from the frame

of reference and the empirical chapter. Thereafter, the analysis is summed up in a

conclusion.

Figure 1.1: Disposition of the Thesis
(Authors’ illustration)

1 INTRODUCTION 2 METHODOLOGY

3 & 4 FRAME OF REFERENCE

3 Resistance 4 Overcoming Resistance
- Change Process - The Manager’s Role
- Symptoms - The Swedish Model
- Causes

5 SYDKRAFT

- The Strategic Change
- The Sydkraft Group
- Consequences for the
   employees
- Reactions
- Evaluation

6 ANALYSIS

- Symptoms
- Causes
- The Concept Overcome
- Managing visible and subtle resistance

7 CONCLUSION
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2 METHODOLOGY

The aim of this chapter is to describe the circumstances, under which our research

has been carried out, in order to give the reader a chance to take position on the

investigated problem. It is important for a researcher to be aware of these

circumstances, since they influence the result of the research.

2.1 The Concept of Science

We consume science in everyday life, by noticing scientific results and using

scientific reliable methods and products. We listen to the facts, truths and

knowledge that are delivered to us on a daily basis. Scientists are seen as experts,

and we believe in much of their research, for instance when new research about

how we should live our lives is presented. Science can also be methods, used to

provide us with new knowledge and then it has to do with fundamental curiosity,

which makes it legal to ask questions (Wiedersheim-Paul & Eriksson 1991).

Molander (1983) agree with Wiedersheim-Paul & Eriksson that science is a way to

behave and in which the already existing truths, opinions and methods are

creatively and critically reviewed.

“There is something in the world, that is worth more than material

enjoyments, more than wealth, more than the health itself; that is the

devotedness to science.”

(Authors’ own translation from Charles de Tocqueville

1805-59, in Mårtensson & Nilstun, 1988, p. 15)

Mårtensson & Nilstun (1988) state that the theory of science started as a branch of

philosophy. One of the most influential approaches about “the core of science”

relate scientific thinking to experiences. According to the empirical approach,
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concepts are direct reflections of observations, and knowledge can only be

obtained through experience. Knowledge of the empirical world is obtained

through observations, not through pure thinking. We take the standpoint that

experiences are necessary in order to create science, since it is from what we

experience that we can create something new. If we lack experience, it also means

that we lack one of the necessary ingredients. It is pictures of the surroundings that

reach us through our senses and become different mental ideas.

Platon (in Molander, 1983), on the other hand, who belonged to the rationalistic

approach, has a point by saying that real, genuine knowledge of science has its

roots in our senses or in our souls. Even if empirical investigations are necessary to

reach insight, it is the sense that creates knowledge. We do not believe logical

thinking necessarily has to be the most important source of knowledge, or that real

knowledge is something we are born with. But we do observe reality and reflect

upon it, and in order to create science it is also essential to use what we observe in

a meaningful way. We need to have something in our sense or soul that makes us

capable of using our experiences. This debate leads us to further discussions about

whether reality is subjective and people see different things and do different

interpretations, or if reality is objective.

2.1.1 Ideals of Science

The rationalistic approach has to a great extent influenced what today is called

positivism. The founders of the positivistic approach preserved that a researcher

has values as everybody else, but that he is capable of releasing himself from them

and objectively choose methods and frames for his research. We do not agree with

positivists when they distrust all soft data and classify everything that is subjective

as being non-scientifically. We find their way of classifying researchers as

objective people very complicated. Neither is it ideal for us to be a researcher, who
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is an observer and absolutely neutral and impartial. (Mårtensson & Nilstun, 1988)

However, we still regard a form of objectivity to be worth striving for, in order to

increase the creditability of our thesis. This objectivity can be reached by

enlightening our values and making the reader aware of how they influence our

research. We will do so by carefully explain our line of action. Further, we will

continually remind the reader of the fact that our experiences are not ‘truths’, but

our personal interpretations of situations that are influenced by our values.

We regard it as impossible, and in some cases not even desirable, to differ between

science and personality. Our personal experiences influence who we are and what

we believe in, and therefore it will influence our view of things and the way we

interpret situations. We view these experiences as pre-understanding that is

necessary to have in order to understand and acquire new understanding. Without

pre-understanding there is no understanding at all. (Mårtensson & Nilstun, 1988)

The discussion above has led us to consider ourselves to be mainly hermeneutists,

by believing that reality is subjective and only understandable with help from our

personal frame of reference. According to the hermeneutic approach, research is

based on interpretation and understanding of situations, something that is

impossible without letting the personality influence. Our research will to some

extent be influenced by our interpretations, which in turn will be influenced by us

and our frame of reference.

2.2 Approach of Method

Up to now we have discussed the way we look upon science and what is

influencing us as researchers. We will continue by describing how this thesis has

developed. The objective of our thesis is to explore and understand how to prevent

and handle resistance. By suggesting trustworthy concepts and frameworks, we

aim to come up with interesting conclusions.
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Our research is explorative mainly because we want to adapt our research to the

results and knowledge we will reach during the progress of our work. The choice

of concentrating on understanding our subject has to do with our belief in

hermeneutics and its ideas about how to reach understanding. An understanding of

one part implies an understanding of the whole and vice versa. By starting with

pre-understanding it is possible to get into the hermeneutic spiral. A deeper

understanding develops when understanding of the whole alternately interplay with

pre-understanding. To reach understanding of a problem, empathy and engagement

is needed. (Lundahl & Skärvad, 1999) Below follows a discussion about how these

objectives methodologically are possible to be fulfilled.

Rationalists and empiricists traditionally had differing opinions about methods

(Mårtensson & Nilstun, 1988). Whilst rationalists claimed the ideal method was

deduction, which is seen as the way of proving and where conclusions follow the

assumed prerequisites, empiricists upheld that knowledge of reality had to be based

on induction, which is the way of discovering. The inductive method is more

common than the deductive method in social studies. It is defined as drawing

conclusions and formulating theories from single observations, and it is often used

in areas where there is little previous knowledge. An existing problem is identified

and observed in the beginning, and thereafter hypotheses are made and theories

developed. Deductive discussions, on the other hand, explain what follows with

certain prerequisites. A hypothesis is first developed from a theory and reality is

then studied by experiments. The study should thereafter add new facts to what

was previously known. (Wiedersheim-Paul & Eriksson, 1991)

The approach of our thesis is a mixture of the inductive and the deductive

approach, with the emphasis on induction. We started off with an inductive

approach, since the existing problem comes from reality. It is a fact that the in the
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implementation process of most strategic changes, managers have to deal with the

concept of resistance, and we wanted to investigate this problem. In order to have a

platform to stand on and be able to develop hypotheses and formulate interview

questions, it was necessary to review the existing literature of the problem. This

way of choosing theories and developing hypotheses before observations have

been made, belongs to the deductive approach. After the existing problem had been

studied through observations, we returned to the inductive approach and new

hypotheses were developed.

2.2.1 Case Studies

We are interested in people’s behaviour during a change process, and this interest

has led us to choose a research method, which has similarities with the case study

method. Case studies are useful when the aim of the research is explorative and the

researcher wants to understand a certain phenomenon. When new theory and

hypotheses are developed, the case study method can be used as a tool. Since case

studies focus on processes and not static conditions, we find it to be a very suitable

method. (Wiedersheim-Paul & Eriksson, 1991)

In case studies a small number of objects are investigated from several points of

view and the researcher tries to penetrate the surface of what is directly observable.

The method gets to the bottom of one case and learns from that case, instead of

studying many different cases superficially. The distinctive features of a case study

are its emphasis on the role of the actors, studies of historical course of events, and

its good ability to communicate with reality. (Wiedersheim-Paul & Eriksson, 1991)

The reason for our study not being a pure case study is the fact that we have not

observed an ongoing process during a longer period of time.
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We agree with Wallén (1993) who perceives it as an advantage of the case study

method to get much detailed knowledge about the course of events itself. By

getting information about the studied case, you get to know that the phenomenon

really exists, but you do not know if it is a normal occurrence, which also can

happen in other cases. Therefore, we find it appropriate to raise the question of

generalisation. It is risky to draw general conclusions from case studies. Our belief

is that every case is unique and has specific circumstances, but the result can

contain suggestions and ideas, which other organisations can use. Therefore, we

believe our findings from this specific case can contribute to learning, which can

be useful in other cases. This belief corresponds to hermeneutics, which states that

understanding is dependent on the overall picture and is influenced by what is

specific. It is not possible to find general characteristics that can explain all

phenomena, but the specific has to be taken into consideration when looking at the

overall picture. (Lundahl & Skärvad, 1999)

2.3 Practical Procedure

The work with our thesis started in October, 2001, when we formulated the

problem and started to collect data for the frame of reference. Information about

Sydkraft was also gathered and questions for the interviews were elaborated. In

November we conducted five interviews with employees at Sydkraft, which we

wrote down and summarised. Thereafter we started to write down the analysis of

the results. The analysis has gradually taken form during the whole process, but it

was not structured and written down until the empirical study was completed.

Subsequently, conclusions were drawn and our thesis presented to our tutor and

our colleagues at Linköpings Universitet in January 2002.
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2.3.1 Literature

We started the work with our thesis by theoretically familiarise ourselves with the

subject. Secondary data, in form of books and articles, was found at libraries in

Linköping and Uppsala. This data consisted of research already carried out, and

has given us an understanding of the problem of investigation. The data was put

together to a frame of reference, where we have tried to illustrate different authors’

view of areas such as symptoms and causes of resistance as well as how to

overcome resistance. We consider the frame of reference to be an orientation prior

to the collection of the empirical material. By trying to be open-minded for what

the empirical research may show, we left it to be decided later if changes or

complements needed to be made.

The frame of reference is a summary of the most frequent notions made by several

authors and chosen by us to give the reader a broad spectrum of different opinions

about resistance and its preventing and handling. Furthermore, we wanted to

evaluate the employees’ opinions of how to overcome resistance, but the literature

mainly concentrates on the manager’s view. Hence, our frame of reference is from

the manager’s perspective, and our empirical data is from the employees’

perspective. However, we do not consider this to be a problem, since our angle of

approach is that it is the manager who should overcome resistance, but the

employees should dictate his doings.

Unfortunately we have not been able to find any Scandinavian literature of

importance on the subject of overcoming resistance. We are aware of the fact that

this may have influenced our results, since people in Sweden may experience

resistance and its prevention and handling differently compared to how it is

described in the mainly Anglo-Saxon literature. In order to reflect a more Swedish
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perspective we have included the Swedish model and its implications in our frame

of reference.

2.3.2 Empirical Data

The empirical part of our thesis will be discussed from a qualitative perspective.

Since our aim is to understand and not to measure the concept of resistance to

change, we find this perspective to be most appropriate. The alternative would be

the quantitative perspective, where statistical calculation methods are used when

analysing information. The qualitative perspective suits our study since it has a low

degree of formality and does not express the collected data in terms of figures. Its

purpose is more of an understanding kind. The collected information is presented

in traditional verbal formulations, written or spoken, to create a deeper

understanding of the problem. (Lundahl & Skärvad, 1999)

Primary data is used in empirical studies and this material is in our case collected

through interviews. One of the reasons for conducting interviews is that we

intended to focus on individuals and their experiences. We wanted to get hold of

attitudes and feelings and get a view of the atmosphere at the company and

therefore surveys were not suitable. It could have been an alternative to do

observations, but the limited time we had made this alternative impossible.

The Choice of Company and Interviewees

We sought for a company, which at present work with strategic change. When our

supervisor suggested Sydkraft and its acquisition of NME, it seemed to be a

suitable company. Once the choice of company was made, we got in contact with

Marianne Pihlström, who is responsible for Human Resources at Sydkraft. At the

first meeting we discussed what kind of investigation we wanted to conduct and

which kind of people we wanted to interview. To reach an understanding of the



Chapter 2 – Methodology

17

situation, we wanted to interview employees who had positive or/and negative

experiences from Sydkraft’s acquisition of NME, and who wanted to share their

opinions with us. It was also desirable that all interviewees did not work together

or at the same hierarchical level, in order to get several perspectives and a

comprehensive picture of the situation. Due to our time limit, we considered it to

be enough to interview approximately four to six people. By asking these people

about their thoughts of other employees’, as well as their former managers’

opinions, we indirectly got enlarged empirical material to work with. In addition,

we noticed rather quickly the interviewees’ faculty for addressing their colleagues

opinions rather than their own.

Thereafter, our contact quite simply asked suitable employees in the coffee room at

Sydkraft if they would be interested in helping us. This way of contacting

interviewees might have influenced our investigation to some extent. It can be

discussed what kind of employees that were positive towards participating, and

why they actually were interested in helping us. We do not know if the

interviewees are representative for the whole division or if their opinions are

unique. But the alternative, to randomly make phone calls and ask people if they

wanted to participate, would not have been a better method. We regard this way of

making a choice as having a positive influence on our investigation, since we

actually got to talk to people who wanted to share their experiences with us.

The Interviews

A standardised interview is distinguished by the questions of issue being

formulated beforehand, and asked in a given order (Lundahl & Skärvad, 1999).

Since this is not completely valid to our way of procedure, our interviews are
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instead seen as semi-standardised. We used a written interview guide1 to help us

remember the questions, and had structured the questions under three main

headings. However, during the interviews we reformulated some questions to make

them suit the discussion, and tried to be flexible in order to have a possibility to go

deeper into arising discussions. We tried to keep approximately the same order of

the main headings when asking, but sometimes the interviewees answered more

than one question at the same time.

Moreover, our interviews are seen as semi-structured. The question of level of

structure bears upon which scope the interviewees get to answer (Lundahl &

Skärvad, 1999). We do not believe our interviews gave the interviewees maximal

scope to answer, as unstructured interviews do. Neither were our interviews

structured, since the aim was to make values of situations of the interviewees, as

well as opinions, attitudes and conceptions that are not considered as fact. Most

questions were open, to allow the interviewees to formulate own answers. The

advantage with open questions is that more complicated questions can be asked

and any unclear question explained, which we sometimes also did (Lundahl &

Skärvad, 1999).

In total five employees were interviewed.2 The interviews were conducted during

three occasions at Sydkraft in Norrköping and every interview took between 40

minutes and 1½ hours. We wanted to visit the interviewees at their place of work,

to get a feeling for the atmosphere there and to better understand the consequences

of the acquisition. As an example, we learnt that many employees have changed

rooms, which is one indication of how the working environment has changed.

                                          
1 See appendix A & B
2 Further information on the interviewees is found in section 5.1.1
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We used a tape recorder during the interviews, in order to minimise the risk of

missing valuable comments and attitudes. When the interviews had been

conducted we wrote them down and sent them to the interviewees to get their

permission to quote them and use the material. The interviewees were encouraged

to read through the interviews and give comments on the material. This was done

to make sure that we had not misunderstood or misinterpreted anything the

interviewees said. When we got the material back, we worked it up for some time

and created a summary of the interviews to get a more profound picture. The

interviewees accepted the offer to be anonymous, and therefore their real names

are excluded. This material is found in the empirical chapter of the thesis.

2.4 Criticism of Methodology

There are risks by conducting interviews and some risks, which could be valid in

our case, are double interpretation and the risk of interpreting the material to make

it suit the desirable result. The interplay between the interviewer and the

interviewee may also be a risk and influence the results. We have tried to limit

these risks by letting the interviewees read through the material and let us know if

we have misunderstood something. Furthermore, both of us have been present

during every interview. We, and our view of reality may influence the

interpretations we have done. Therefore we have tried to explain our view of

reality in previous parts of the thesis.

Since the interviews were conducted in Swedish and the thesis is written in

English, we had to translate the empirical material. This may lead to some

misinterpretations, particularly when translating all quotations, since we were

obliged to interpret when translating. Yet, we believe we have diminished this risk,

by informing the reader that if we had had any doubts when quoting, we would

have written the quotation in Swedish as well. In order to give the reader an insight
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into how the interviews were carried out in Swedish we have chosen to attach two

interview guides, one in English and one in Swedish.

Keywords – Methodology
� Mainly hermeneutists (reality is subjective, interpretation &

understanding)
� Explorative objective
� Emphasis on the inductive method
� Similarities with the case study method
� Five interviews at Sydkraft
� Literature & empirical data (qualitative method)
� Semi-standardised & semi-structured interviews
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3 RESISTANCE

This chapter is the first of the two chapters, which present the frame of reference.

In this first chapter, the change process, and symptoms and causes of resistance

will be enlightened. It is followed on by researchers’ view of how to overcome

resistance, as well as the Swedish model in next chapter.

3.1 The Change Process

Change is seen as a process the organisation goes through and a number of authors

have developed models on this process. We have chosen the change process model

that is based on the work of the social psychologist Kurt Lewin, which he

developed in the early 1950’s. This choice is made since the model is still widely

used, and seen as one of the most functional ones in business.

According to the model, successful change requires unfreezing the status quo,

moving to a new state, and refreezing the new condition to make it permanent.

Each of these three steps are distinct, and implicit in this model is the recognition

that the mere introduction of change does not ensure either the elimination of the

prechange condition or the fact that the change will prove to be enduring.

(Robbins, 1990)

Robbins (1990) argues that the normal state of an organisation can be seen as an

equilibrium state. In order to move from this equilibrium unfreezing is necessary.

According to Jeffmar (1992), in this first step it is essential that the change agent or

top management makes certain there is enough motivation and preparation for the

upcoming change. Many employees perceive the change as difficult, and they need

to learn new tasks and routines, as well as unlearn what was previous viewed as
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natural. There are three prerequisites, which must be met in order to successfully,

unfreeze the organisation, and these are:

•  a rudimentary will to change

•  a feeling that something is wrong in the prevalent organisation. This feeling

will increase the motivation for change.

•  a way to change that does not make anyone a scapegoat. As many

employees as possible should feel secure about the situation.

Moreover, Jeffmar insists that it is important to not hurry through this stage. When

resistance to change arises, it is normally because the unfreezing step has not been

addressed accordingly, and management has not spent enough time unfreezing the

organisation.

Once unfreezing has been accomplished, the change itself can be implemented.

This is where the change agent introduces one or more intervention strategies and

there is a move. In reality, there is no clear line separating unfreezing and moving.

(Robbins, 1990) The unfreezing step has hopefully made the organisation more

open to impressions and conceptions that will shed new light on the current

situation. The success of the implementation depends to a great extent on whether

the change agent is respected by the employees or not. Moreover, the new cannot

be too new and different, but has to conform somehow to the prevailing value

system. (Jeffmar, 1992)

When the change has been implemented, the new situation needs to be refrozen so

it can be sustained over time. Unless the last step is attended to, there is a very high

likelihood that change will be short-lived, and employees will attempt to revert to

the prior equilibrium state. (Robbins, 1990) In this step, the newly learnt courses of
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action will be stored in everyone’s mind, and it is important that everyone

acknowledges them. When everyone has accepted the new situation, the

organisation has passed the last step in the process. The next time a change is

needed – with experience from the last one in mind – the same model can be

applied. (Jeffmar, 1992)

3.2 Symptoms of Resistance

Petrini & Hultman (1995) emphasise the importance of distinguishing between

symptoms of resistance and the causes behind it. Symptoms are the specific

behaviours people use to resist change and this is how resistance becomes visible

to other people. Causes are instead the underlying reasons for the appearance of the

symptoms. As stated by Armentrout (1996), it is not an easy task to overcome

resistance to change, but recognising some of the most common symptoms can

move things along.

According to Petrini & Hultman (1995), there are two categories of symptoms of

resistance. On the one hand there is active resistance, which takes various forms

such as being critical, finding fault, blaming or accusing, distorting facts, blocking,

and starting rumours. Caruth, Middlebrook & Rachel (1985) are of the same

opinion, and classify this resistance into open/direct attacks. Open attacks against

changes are the most obvious means of resisting change and they can take many

forms. The more common are complaining openly, intentionally slowing down on

the job, and sabotaging new equipment to make it fail.

Passive resistance, on the other hand, is subtler and includes agreeing verbally but

not following through, failing to implement change, standing by and allowing

change to fail, and withholding information, suggestions, help, or support (Petrini

& Hultman, 1995). Caruth, Middlebrook & Rachel (1985) define this resistance as
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hidden/indirect attacks. It is just as costly as the previous mentioned types of

resistance, but much harder to recognise. Among others the employees may request

unneeded information and stall for more time in which to make the change. They

may also start to spread rumours, which have little basis in fact.

Furthermore, Caruth, Middlebrook & Rachel (1985) have classified a third way of

expressing resistance; passive behaviour/dropping out. This form of resistance is

extremely hard for the manager to recognise since no one is complaining openly,

no materials or equipment are damaged, and no false rumours circulate. In this

situation, the employees have probably resigned themselves to the change and just

“dropped out”. They have become apathetic and their morale has declined.

Reichers & Wanous (1997) approach the problem in a slightly different way and

focus on cynicism. Cynicism about change involves a real loss of faith in the

leaders of change and is a response to a history of change attempts that are not

entirely or clearly successful. It arises in spite of the best intentions of those

responsible for change.

3.3 Causes of Resistance

The reasons why employees resist change in their jobs and working conditions are

several, and they are as varied as their individual personalities. While one

employee may react favourably to a suggested change in work methods, another

employee may react angrily. (Caruth, Middlebrook & Rachel, 1985) Experienced

managers are generally aware of the fact that change efforts often run into some

form of human resistance. However, surprisingly few take time before an

organisational change to assess systematically who might resist the change

initiative and for what reason. It requires careful thought and due to the many
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different ways in which individuals and groups can react to change, it is often not

intuitively obvious which assessments to make. (Kotter & Schlesinger, 1979)

Caruth, Middlebrook & Rachel (1985) claim employees resist new policies and job

improvements offered by management, because they fear the consequences of the

change or feel threaten by the change. Kotter & Schlesinger (1979) on the other

hand, stress that managers need to be aware of the four most common reasons for

employees’ resistance. These include a desire not to lose something of value, a

misunderstanding of the change and its implications, a belief that the change does

not make sense for the organisation and a low tolerance for change.

Although, the mentioned authors and many other authors take slightly different

standpoints and emphasise different types of resistance as more or less important,

we have decided to summarise the various opinions and present them to the reader

in a way that is easy to read and understand.

3.3.1 Fears & Imagined Threats

Caruth, Middlebrook & Rachel (1985) maintain that all behaviour is self-centred

and most people will accept changes, which they understand and believe to be

beneficial to them. Kotter & Schlesinger (1979) also discuss changes that are

beneficial and stress that a major reason for resisting change is the belief that the

employees will lose something valuable. Unfortunately, sometimes employees are

so fearful of the possible side effects that a change may have on their situation that

they blindly oppose the change. They fear several outcomes and the most common

ones are listed below.
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� The unknown

� Reduced job security

� Economic loss

� Reduced job status

� Change in work group relationships

The unknown: When changes are recommended or being implemented, some

employees start worrying about what they should accept. They might become

concerned about whether or not they can handle all the changes and the change

may soon be seen as an obstacle to satisfying their personal needs on the job. As a

result, feelings of frustration may begin to develop within them. (Caruth,

Middlebrook & Rachel, 1985)

Reduced job security: The introduction of new equipment or better job methods

may appear to a manager to be a means for making the work of subordinates

easier. However, employees may see these improvements as threats to their job

security. They fear that their skills will become obsolete, and therefore face

changes, such as computerisation, international labour, and even robotics, as being

threats to their skills. Since these improvements increase productivity, the

company will not need skilled workers anymore, but can hire younger less skilled

workers. A change for the better will actually attack the feelings of job security

experience. (Armentrout, 1996; Caruth, Middlebrook & Rachel, 1985)

Economic loss: Caruth, Middlebrook & Rachel (1985) assert that economic loss is

one of the most direct threats imagined by employees when improvements are

made in the work place. They imagine that the change is somehow going to hurt

their pocket-books. A job loss is the most acute threat of financial loss, but there

are others such as transfers, demotions, less overtime, and smaller pay adjustments

for some job classifications. Kirkpatrick (1985) acknowledges the same fears, and
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add that expenses such as travel may be increased because of a move to another

location that is further away from home.

Reduced job status: Employees may see changes in equipment, tools, and

procedures as reducing their job status. Their job title, responsibility, or authority

might be reduced from an important one to a lesser one with loss of status and

recognition from others. If they feel that job status is going to be adversely

affected, they will not view the changes favourably. Therefore, it is important for

the manager to know what job status is and how the change will be perceived by

the individual in terms of job status. (Caruth, Middlebrook & Rachel, 1985;

Kirkpatrick, 1985)

Change in work group relationships: Many of people’s social needs are satisfied

at work. Their need to belong to a group and to associate with other people is

satisfied in the workplace. Employees often form friendly groups, in which they

share experiences and help each other out, both on and off the job. Through these

relationships employees experience a sense of belonging. Generally, a unified

work group will view outside changes as a threat and will resist that change. They

fear that change may cause group members to be transferred or replaced by

individuals with different skills. Changes may also disrupt informal

communication. (Caruth, Middlebrook & Rachel, 1985) In addition, many changes

require employees to forge new alliances with other workers. With these new

relationships comes the potential for conflict and nothing can derail an intended

change faster than a clash of personalities. (Armentrout, 1996)
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3.3.2 Misunderstanding & Lack of Trust

Both Kotter & Schlesinger (1979) and Petrini & Hultman (1995) agree that it is

common for employees to resist change when they do not understand its

implications and perceive that it might cost them much more than they will gain.

As long as they believe that the risks outweigh the benefits, they will be afraid of

the change, and tend to try to defend themselves against it. Such situations often

occur when there is a lack of trust between the person initiating the change and the

employees. Unfortunately, there are few organisations that are characterised as

having a high level of trust between employees and managers, and unless managers

surface misunderstandings and clarify them rapidly, these misunderstandings can

lead to resistance.

3.3.3 Different Assessments

Kotter & Schlesinger, (1979) argue that another common reason for resistance is

that they assess the situation differently from their managers or those initiating the

change. They normally see more costs than benefits resulting from the change, not

only for themselves, but for the company as well. Managers who initiate change

often assume both that they have all the relevant information required to conduct

an adequate organisation analysis, and that those who will be affected by the

change have the same facts, when neither assumption is correct. In either case, the

difference in information the two groups work with often leads to differences in

analyses, which in turn can lead to resistance. In fact, sometimes the analyses made

by those not initiating the change can turn resistance into something good, if these

analyses are made use of. But this likelihood is not obvious to some managers,

who assume that resistance is always bad and therefore always fight it. Kirkpatrick

(1985) has also acknowledged this potential cause of resistance. The employees

really feel the change is a mistake – that it will cause more problems than it is

worth – and sometimes this reaction is justified. This is particularly common when
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people at the bottom of an organisation feel that top management makes changes

without knowing what is going on further down the line.

3.3.4 Inertia & Low Tolerance for Change

Some people resist change because they feel that their needs are already being met.

They do not have any incentive or motivation to change and as long as this is true,

they will continue to view change as negative. A common phrase is “If it ain’t

broke, don’t fix it”. Employees will not support a change until they clearly see the

need for it. Others resist change because they believe it will make it harder for

them to meet their needs. As such, they see the change as a threat, instead of a

potential advantage. (Armentrout, 1996; Petrini & Hultman, 1995)

Furthermore, all human beings are limited in their ability to change, with some

people much more limited than others. The reason for their resistance may be a

fear that they will not be able to develop the new skills and behaviour that will be

required by them. Sometimes they need to change too much and too quickly. It is

due to people’s limited tolerance for change that individuals will sometimes resist

a change, even when they realise it is a good one. (Kotter & Schlesinger, 1979)

Another reason for resisting change is to save face. To go along with the change

would be an admission for some people that their previous decisions or beliefs

were wrong. There is also a risk that employees may look upon the change as a

personal criticism. For example, a person who has developed a certain system or

procedure will very likely take it personally if someone wants to change it.

(Kirkpatrick, 1985; Kotter & Schlesinger, 1979)
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3.3.5 Wrong Methods

Petrini & Hultman (1995) maintain that another common reason for resisting

change is the belief that the organisation is mishandling the change process. It may

not only be the change itself the employees are resisting but also the methods used

to bring it about. Kirkpatrick (1985) stresses that sometimes change is ordered in

such a way that the people resent and/or resist because they do not like being told

what to do. Furthermore, some employees are very sensitive about the way they

learnt about the change. If they found out about if from a second hand source, they

might resist it until they hear it “from the horse’s mouth”.

Petrini & Hultman (1995) further argue that a common cause of resistance is the

belief that the change will fail. If the employees lack confidence in its effectiveness

or in the availability of the necessary resources for a successful implementation

they tend to resist.

Keywords - Resistance

� The Change Process (Unfreeze – Move – Refreeze)
� Symptoms: Active resistance or Resistance into open/direct

      attacks
      Passive resistance or Hidden/indirect attacks
      Passive behaviour/dropping out

� Causes:   Fears & Imagined Threats
  Misunderstanding & Lack of Trust
  Different assessments
  Inertia & Low Tolerance for Change
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4 OVERCOMING RESISTANCE

Kotter & Schlesinger (1979) state that a major responsibility of all managers at all

organisational levels is to introduce and implement change, and that entails

overcoming resistance to it. Kreitner (in Dent & Galloway, 1999) maintains

managers must foresee and neutralise any resistance that may occur, in order to

succeed when implementing change. De Jager (2001) is of the same opinion and

believes it is vital for managers to overcome resistance in order to make employees

committed to change. By increasing employees’ commitment, a change will be

implemented without them feeling the change is forced on them.

4.1 The Manager’s Role

Strebel (1996) corresponds with De Jager’s opinions in the previous paragraph,

and believes commitment is necessary for changes to be successful. He claims far

too many managers handle resistance in a wrong manner, by spending too little

time listening and understanding. Therefore managers may not recognise the ways

in which individuals commit to change. Both Kotter & Schlesinger, (1979) and

Gilgeous & Chambers (1999) stress the importance of being aware of that

individuals perceive change differently. Moreover, Strebel (1996) emphasise that

for many employees change is neither sought after nor welcomed and managers

must learn to understand change from the employees’ perspective. Managers

should put themselves in their employees’ shoes.

Furthermore, managers are often unaware of the ways they can positively influence

specific individuals and groups during a change. For example, by setting a good

example, managers have a great possibility to influence employees. Managers are

responsible for supporting the company in the decisions that are made and have to

show a positive attitude to employees. If employees notice that a manager does not
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approve of a change, they are likely to reflect the same attitude. (Caruth,

Middlebrook & Rachel, 1985)

Managers who disturb the existing status quo will notice that it is not an easy task

to overcome resistance (Armentrout, 1996). Griffin, Aldag & Stearns, and

Schermerhorn (in Dent & Galloway, 1999) recommend overcoming resistance

with for example participation and negotiation. Some authors emphasise similar

methods as the most important ones, while others discuss a number of other

measures and therefore, several authors’ views will be presented in our thesis.

The following model will help to organise the measures, which are central to

effective change implementation. It is important to remember that most of these

measures should be integrated and used during the whole change process.

Figure 4.1: Overcoming Resistance
(Revised model from Plant, 1987, p. 32)

Overcoming
Resistance

Reward acceptance
and be fair

Offer support and
education

Communicate like
never before

Create credibility

Create a positive
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4.1.1 The Creation of a Positive Environment

Caruth, Middlebrook & Rachel (1985) state that the first thing a manager must do

is to create the proper attitude in the workplace. Already before resistance is

visible, it is essential for the manager to look at the problem from another point of

view, and try to create an attitude of acceptance to change among the employees.

For example, by explaining the reasons for change and showing that the change

will produce a more desirable working situation, the manager could work to gain

voluntary co-operation in accepting change. An employee, who understands the

importance of a change and how he or she will benefit from it, will usually be more

co-operative. All changes take time and employees cannot adjust instantly to new

procedures. Therefore proper time should be allowed for transition between the

announcement of a change and its implementation.

Armentrout (1999) is another author who discusses the importance of the

environment by saying that employees’ insecurity may be reduced by decreasing

their fear of failure. It is essential to encourage employees to try new ideas and

create an environment that fosters and rewards innovation. As long as employees

are working towards a desired goal, managers should be tolerant of their mistakes

and failures. Piderit (2000) recommends creating an atmosphere in which

employees feel safe expressing their negative emotional responses openly.

4.1.2 Communication

Several authors discuss the importance of communication. Kotter & Schlesinger

(1979) accentuate that one of the most common ways to overcome resistance to

change is to inform people about it beforehand. Caruth, Middlebrook & Rachel

(1985) agree with Kotter & Schlesinger on the importance of communication and

state that managers must communicate, communicate and communicate. To

decrease cynicism and uncertainty, and kill rumours before the grapevine starts,
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employees should be informed of a change at the earliest possible moment. They

should be informed on when the change will take place and exactly how it will be

implemented. Gilgeous & Chambers (1999) consider managers need to ensure that

all employees are aware of and agree with how the change will alter. It is necessary

that the employees know what is expected of them, and how the company will

support and motivate them to be more committed to the change.

Communication of ideas can involve one-to-one discussions, presentations, or

memos and reports and it is essential to communicate to help people understand

the need for and the logic of change. As Flower (in Dent & Galloway, 1999, p. 31)

states: “Do not expect people to change until you have established two-way

communication.” This way of preventing resistance is ideal when resistance is

based on inadequate or inaccurate information, especially if the initiators need the

resistors’ help in implementing the change. Communication requires a good

relationship between initiators and resistors and it also requires time and effort

(Kotter & Schlesinger, 1979).

Armentrout (1996) discusses the importance of explaining the need for change for

the employees. Managers must widen employees’ field of vision and start selling

the benefits of a proposed change before they are asked to implement the change.

When employees see the need for change themselves, they will come on board.

Gilgeous & Chambers (1999) argue that people have a desire for predictability in

their working environment. That is a reason for why managers need to make

predictions of the outcome of the change and ensure that everyone affected by the

change knows why, what and how. It is crucial to ensure that those involved have

reasonable knowledge of the outcomes of their actions.
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By emphasising and rewarding supervisors for their efforts to communicate,

supervisors will be encouraged to foster two-way communication and good

working relationships with workers (Reichers & Wanous, 1997).

4.1.3 Participation & Involvement

Both Coch and French (in Dent & Galloway, 1999) and Flower (in Dent &

Galloway, 1999) argue that participation is the primary method to overcome

resistance to change. Flower believes a manager should give a man an opportunity

to shape a change so that he feels it is his own. Caruth, Middlebrook & Rachel

(1985) and Kotter & Schlesinger (1979) maintain that generally, workers are more

willing to accept a change if they have participated in its design. Therefore the

involvement of potential resistors in some aspects of the design and

implementation of the change is valuable. By soliciting opinions of employees and

use their advice a sense of involvement in the change is created. Caruth,

Middlebrook & Rachel, (1985) and Reichers & Wanous (1997) emphasise

employees must believe their opinions have been heard and given careful and

respectful consideration. This will lead to higher commitment and opportunities for

employees to receive more information.

By involving the employees management is provided with both information and

opportunities to recognise the contribution and ability of the employees. There is

usually one worker in the group who takes initiative in adapting to change. If this

person is respected by the other employees and has the ability to influence their

attitudes, a manager should work to develop the participation and co-operation of

this employee. This will help a manager to achieve greater acceptance of the

change among other workers. (Caruth, Middlebrook & Rachel, 1985) Considerable

research has demonstrated that, in general, participation leads to commitment and

in many cases commitment is needed for the change to be successful. Yet,
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participation may also lead to poor solutions and it can be enormously time

consuming. (Kotter & Schlesinger, 1979)

Gilgeous & Chambers (1999) discuss employees’ self-esteem and state that people

with low self-esteem may fear that they cannot cope with the new situation the

change will bring about. On the other hand, people with high self-esteem may

resent change because they have other ideas and beliefs and were not consulted.

Therefore managers must involve people in what to change and how, appraise and

give feedback, and set achievable goals.

4.1.4 Support & Education

Another way for managers to deal with resistance to change is by being supportive.

This process might include providing training in new skills or simply listening and

providing emotional support. (Kotter & Schlesinger, 1979) When employees fear

that the implementation of a change will make their skills obsolete it can be useful

to offer training and education. By implementing programs to retrain workers for

new jobs and help them develop new skills, employees will become more likely to

support change. Support is most helpful when fear and anxiety lie at the heart of

resistance. (Armentrout, 1996) In addition, by making the changes non-threatening

and consistent with the employees’ self-images, the possibilities to overcome

resistance are increased. (Flower, in Dent & Galloway, 1999).

Moreover, Gilgeous & Chambers (1999) stress it is essential for managers to allow

employees to voice their fears and provide them with education relating to mental

and physical health. By doing so management can help reduce people’s stress

during the implementation of a change program.
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4.1.5 The Creation of Credibility

When persuading people to change their beliefs, it is crucial to enhance credibility

for the change. Using credible spokespersons and letting the new message be based

on positive and logical appeals do enhancing credibility. The message should be

repeated and spread through multiple channels. (Reichers & Wanous, 1997) It may

be wise to use a little persuasion when selling the idea - through emphasis of the

positive aspects of the change. But any negative features of the change also have to

be included. (Caruth, Middlebrook & Rachel, 1985)

Furthermore, managers need to deal with the past. Managers who are responsible

for failure of previous changes have to admit the mistakes made in order to

enhance credibility. Taking quick action can rectify eventual negative

consequences of previous changes. (Reichers & Wanous, 1997)

4.1.6 Acceptance & Fairness

Another important task for managers is to reward acceptance of change. If people

receive positive benefits from accepting a change, they will learn to accept change

as a normal occurrence. The change is much more likely to succeed if a manager

provides positive rewards, recognition, advancement, and involvement when

creating a proper atmosphere for change. Furthermore, it is essential for a manager

to establish a reputation of fairness in order to gain trust and confidence of his/her

workers. Gaining this reputation and creating confidence in the change will help

the manager to become more effective in introducing and managing change.

(Caruth, Middlebrook & Rachel, 1985)

Folger & Skarlicki (1999) assert the way people are treated and the change is

implemented can have considerable influence on employees’ resistance to change.

When workers see themselves as being treated fairly, they develop attitudes and
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behaviours required for successful change. Resisting change is one way for

employees to show that they are not satisfied with the way they are treated.

4.1.7 Timing

Flower (in Dent & Galloway, 1999) emphasises the importance of picking the right

time to engage “overcoming” strategies, as well as dealing with each person

individually, and not only as part of a group. Reichers & Wanous (1997) believe

people need information most whenever they are likely to be surprised by events.

Therefore, right timing is crucial as well as keeping surprises to a minimum.

Due to the many factors required to ensure the organisation is ready for a change,

companies need to be aware of the importance of considering their readiness when

embarking on a change initiative. Managers should, for instance, make the effort to

change elements of the company, which are not satisfying, before they become a

problem. They should also consider in what ways the organisation could be

modified, in order to prevent a reoccurrence of problems that have been thrown up

during the change. (Gilgeous & Chambers, 1999)

4.2 The Swedish Model

Some of the methods mentioned above may seem quite obvious to the reader,

when discussing overcoming resistance. Therefore, we find it rather applicable to

include the Swedish model in this thesis, in order to give the reader an enlarged

idea of what kind of resistance may be noticeable in Sweden, and in what ways

resistance is prevented and handled. The long tradition of consensus has greatly

affected labour market relations, and the way Swedish employers and employees

behave.
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The Swedish model is a concept, which is widely spread and used both in Sweden

and abroad, and refers to the specific Swedish parts of the social progress during

the 20th century. The development in Sweden has been fast but peaceful, there have

been no revolutions, and the political understanding has been striking. Already in

the 30’s Sweden was characterised by the American journalist Marquis Childs as

“Sweden – the middle way”, a country that had chosen its own way between

communism and capitalism, a way marked by mutual understanding between

different social groups’ strive for constructing the welfare state. (Thullberg &

Östberg, 1994)

The concept of the Swedish model consists of a number of aspects, which are

perceived as typical Swedish. However, there are three main elements: the modern

Swedish welfare state characterised by folkhemmet3, the institutionalised

collaboration between the labour market’s actors, and the compromising and

mutual understanding in the political decision making process. (Rojas, 1998;

Thullberg & Östberg, 1994)

The element that is of greatest importance to this thesis is the labour market.

Already in the 50’s the Swedish incomes policy started to take form, and was

characterised by the ability of the employers and the wage-earner organisations to

come to wage agreements with a minimum of labour disputes. In addition, there

was a strive for pursuing a wage policy which showed solidarity with low-paid

workers. (Meyerson, 1991) The Swedish model is often described as a

compromise- and negotiation culture in order to distribute wealth. There is a

consensus between the involved parties, in particular when it comes to important

public issues. The parties of the labour market can come to agreements without

                                          
3 Folkhemmet, literally a combination of folk (people) and hem (home)
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strikes and lockouts, and are very peaceful. (Stråth, 1998; Thullberg & Östberg,

1994)

Keywords – Overcoming Resistance
� The manager’s responsibility to overcome resistance
� Overcoming resistance by:

- Creating a proper attitude
- Communicating
- Letting employees participate and become involved
- Offering support and education
- Creating credibility
- Rewarding acceptance and being fair
- Timing

� The Swedish Model (consensus)
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5 SYDKRAFT

In this chapter we will make the course of events in NME and Sydkraft clear, and

give the reader insight into how the changes have affected the employees. We set

out from when Sydkraft started to acquire NME in 1999, and land where they are

today. Both interviews, internal material, and newspaper articles are used.

17 June 1999: The Swedish energy group Sydkraft buys 49 % of Norrköping

Miljö & Energi (NME) to a price of SEK 1 350 Millions.

Prior to the purchase NME was a municipally operated energy company in

Norrköping, employing 930 people. Its core activities were electricity, district

heating, water, and energy development. Moreover, NME ran extensive

entrepreneur activities, such as running and maintenance work of the municipal’s

infrastructure in form of streets, parks, tramways etc. (Sydkraft Newsletter:

Utsikter. No. 1 October 2001)

The intention with a shared ownership was to operate the activities more

businesslike, in a more rational and efficient manner. In addition, the sale resulted

in significant contribution to long-term stability in the municipal’s economy.

(Sydkraft Newsletter: utsikter. No. 1 October 2001)

16 November 2000: The municipal council decides to sell the rest of its stocks

in NME (51 %) to Sydkraft to a price of SEK 1 405 Millions.

The municipal newsletter “Strömvirveln” (No. 5, December 2000) wrote that the

decision to sell was made after a long debate at an extra municipal meeting. Since

the municipality’s budget for the following year was based on a sale, the result did
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not come as a surprise to anybody. The sale of NME was the first privatisation in

Sweden of such an extensive activity.

The day after the announcement all employees were gathered for a meeting; they

were informed, by the vice chairman of Sydkraft that the acquisition had formally

gone through, and NME would be a wholly owned subsidiary of Sydkraft from 1

January 2001. NME would gradually be integrated in the Sydkraft Group and that

included an adjustment to Sydkraft’s organisational culture. Furthermore,

information about future proceedings was given. The former CEO in NME

resigned and a temporary managing director (MD) and a controller were appointed

to be responsible for integrating NME in Sydkraft. (Internal Sydkraft Material)

Some of NME’s former executives were assigned the task of being responsible for

some parts of the change process. Their assignment was to fit all former divisions

of NME into Sydkraft’s organisation, and after three months of work they had a

new organisational structure prepared. During this time there was a continuous

dialogue with the unions, where they got the possibility to obtain their opinions

and advice. With support from the unions the new organisation, with all former

divisions of NME altered to Sydkraft subsidiaries, was run from 1 May 2001.

5.1 The Sydkraft Group

Sydkraft became a subsidiary to the German energy company E.ON Energie in

May 2001. The Sydkraft Group is divided into four business sectors – Production,

Marketing and Sales, Distribution, and Consulting and Contracting. In combination

with Sydkraft Energy Trading AB and Sydkraft Bredband AB, they form a

complete energy group. In total there are about 70 operating subsidiaries within the

business sectors and each of these subsidiaries has its own MD. Sydkraft’s head
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office is located in Malmö in southern Sweden, and that is also where the CEO of

the Sydkraft Group is situated. (www.sydkraft.se 04-12-2001)

In all, Sydkraft has about 6,300 employees in sales, distribution and production of

electricity, natural gas, LPG (liquefied petroleum gas), heat, solid fuels, computer

operations, waste management, broadband, and in metering, telecom and

consultancy services. (www.sydkraft.se 04-12-2001)

Figure 5.1: Organisation Chart of Sydkraft
(Revised model from www.sydkraft.se 04-12-2001)

5.1.1 The Interviewees

All five interviewees work within Sydkraft Service Partners (SSP), which is one of

the subsidiaries within the business sector Consulting & Contracting in

Norrköping. SSP Norrköping is a support and service function of all other Sydkraft

subsidiaries in Norrköping and a branch to SSP in Malmö. The MD is situated in

Malmö, and a local manager has the vitally responsibility for Norrköping.

The interviewees have different positions within SSP, and work with different

administrative tasks, such as marketing, HR, and documentation. All interviewees
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have their rooms relatively close to each other in the Sydkraft house. We have

chosen to name two of the interviewees, as we believe their specific roles are of

importance in the thesis.

•  The manager: This interviewee has former experience from working in a large

group and he was part of the executive group at NME. Today he is the only one

of the interviewees, who has a leading position at Sydkraft, but he is not a part

of the executive group anymore. The manager has been with NME/Sydkraft for

just over a year and is nowadays the rest of the interviewees’ top manager in

Norrköping.

•  Three interviewees have been with the company for 22-25 years. They have had

various tasks during the years and have worked in different divisions within

former NME. The fifth interviewee has worked at NME/Sydkraft in

approximately 3½ years. She has decided to leave the company in early January

2002, and when we find it to be of importance to the context, we will call her

the newly employed interviewee.

All interviewees’ general attitude towards change is that change is something

positive if it is implemented in the right way already from the start. They told us

that they are not afraid of changes and do not see changes as any kind of obstacle.

Instead they like to develop and grow personally and get something new and

different.

5.2 Information at first

Since the decision to sell NME to Sydkraft was not in the hands of the

management but in those of the municipality council, it was not easy to keep it

secret. There was no information from NME to the employees prior to the decision
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to sell was made, but there had been an intense debate whether to sell or not in

local newspapers and broadcasting media. However, the top management of NME

found out about the sale little less than a month before the decision was passed.

As stated earlier, on November 17, 2000 all employees were gathered for an

information meeting on the future of the company, due to Sydkraft’s acquisition of

NME. Few of the interviewees neither remember this meeting nor exactly how

they first learnt about the acquisition. They remember the intense debate in media,

and at the same time the rumours that flourished, both at the workplace and

outside. In spite of the municipality council’s promise that nothing would change

in three years after Sydkraft’s purchase of 49 % of the stocks, some interviewees

were certain that the sale would go through much earlier. As it happened, they

turned out to be right and therefore the acquisition was hardly a surprise to

anybody. According to the interviewees, it was a relief that they finally knew what

was going on.

The temporary MD, Leif Bergström, started to inform employees with

announcements in the internally distributed information sheet “Hur är läget?”,

which was issued weekly during the first three months of the change process. He

informed about what had happened during the last week and in one issue he invited

the employees to a meeting, where he would answer their questions and give

further information. Bergström encouraged the employees not to be shy, but

instead go to see their managers if they had any questions. Moreover, he tried to

make the employees feel welcome into the Sydkraft Group by stating “I enjoy

working with you!” in an article. (Hur är läget? No. 2, 2001) In a later issue

Bergström gave further information about what had happened so far and what

would happen next. He emphasised that everybody was doing a fantastic work so
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far and that he appreciated that people were very patient during the change process.

(Hur är läget? No. 5, 2001)

According to the interviewees, there were two main reasons for the acquisition. On

the one hand, Sydkraft wanted to grow by acquiring other companies and broaden

its range of products. NME was a good choice since it was a well-managed

company with a strong knowledge base. On the other hand, the municipality of

Norrköping needed money and therefore investigated which activities would be

possible to sell out.

5.3 Expectations

The interviewed manager believes that the general reaction to the acquisition was

positive. Most employees welcomed Sydkraft as a new owner since the company

had a great deal of experience and was financially stable, i.e. had the ability to

develop former NME. Since the acquisition led to NME being privatised, the

manager believes there was a hope among the employees that they would get a pay

rise. But the privatisations also made some people feel insecure. These people may

have had thoughts like: “I’ll be fired. I won’t be good enough” when they first

heard about the acquisition. The employees who had taken part in the construction

of NME were not too delighted either. For them it hurt to destroy what they once

had been a part of creating.

Some of the interviewees agree with the manager and his view of the reactions in

general. Although many of the employees felt unsure about what would happen

after 1 January 2000, they believed something positive would come out of the

acquisition. Since the acquisition was not a surprise to anyone, there were no

strong reactions. One interviewee stated that most employees seemed to think:

“We’ll get a new organisation now and we’ll have to wait and see what happens.”
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However, there were rumours circulating that Sydkraft did not care about its

employees the same way as NME had done.

One of the interviewees states that many employees had worked at NME for a long

time. She believes they have strong feelings for NME as a company, and especially

the employees who are citizens of Norrköping might have felt twice as much as

other employees. They did not experience an enormously happiness when Sydkraft

acquired NME.

“When you go into something new the ground moves for everybody,

and that can be good for some and bad for others.”

5.4 Changes after the Acquisition

Today it has almost been a year since Sydkraft acquired NME. The employees

have had time to experience the new organisation and the consequences of the

acquisition, and their expectations have either been confirmed or dashed. The

interviewees are of different opinions whether their attitude towards the changes,

has altered during the year. Three of them are still positive towards the changes

and either believes that they have gained a lot from the acquisition or that the

strategic change has not affected them significantly. Additionally, these employees

are fond of their jobs. The other two interviewees have become more negative

during the change process and believe that things have become worse than they

expected.

According to the interviewees, many of the employees have become more negative

towards the change during the last year. Things have not turned out the way they

thought they would, and they experience the consequences of the acquisition as

negative.
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5.4.1 Part of a large Group & Privately Owned

One of the most significant changes, which have followed with the acquisition, is

that former NME has become a small part of a large group. The manager believes

that many employees perceive it as negative to work in a large group, and some of

the interviewees agree with him.

“We thought we would be a part of a large company with a lot of

knowledge and drive, instead it feels like we’ve taken a step back.”

The manager mentions that some employees in former NME had access to

information they should not have had. These employees could even influence the

decision making process, since they had personal connections with top

management. Since the organisation of Sydkraft is new and different from the one

in former NME and all MDs are situated in Malmö, these people do not have these

kinds of connections anymore. The manager also points out that the perception of

the change depends to a great extent on the employee’s personality. He finds that

people with a go-ahead spirit like the new organisation, whereas people who

identify themselves in the other direction may fear it.

In connection with the acquisition former NME has become privately owned, and

the interviewees feel that this has led to an increased pressure to make money. The

manager presumes that many employees find it strange to work in a privately

owned company, and are not fully comfortable with this fact. As an example,

information is not as widely accessible as prior to the acquisition. The rest of the

interviewees agree that they do not have access to as much information anymore.

The interviewed manager has noticed that some of his subordinates view it as

Sydkraft has affected NME negatively, and therefore want to find new jobs with
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other companies. However, according to the manager, the way things are today is

not specific for Sydkraft, but due to the way privately owned companies function.

Therefore, he believes the employees negative thoughts could have been reduced

by educating them about how privately owned companies function. The manager is

not satisfied with the way this misunderstanding has been handled by Sydkraft.

5.4.2 Slower Decision Making Process & Less Participation

Another significant change the interviewees have noticed is that the decision

making process has slowed down. The process was relatively fast in NME since

the CEO did not have to go to the board and ask for permission, but had

permission to decide on his own. Today, many of the interviewees have the feeling

that everything has to go through the group in Malmö.

”And then they call Malmö… that is what they keep saying the whole

time, we have to call Malmö and check it.”

All MDs for the different subsidiaries are situated in Malmö and they have to agree

with everything that happens in Norrköping. This does not have to be seen as

negative, but it is disturbing for some of the interviewees in certain situations.

“…it’s obvious that we’re a part of a group now and people who are

not used to that might not think it’s fun at all. It’s a very long way for

decisions…that is a huge consequence for the employees.”

The interviewed manager was one of the executives at NME and responsible for

certain parts in the creation of the new organisational structure. He was the only

one of the interviewees who participated in this process and even if he is satisfied

with this participation, he points out that he finds it negative that his possibilities to
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influence now have decreased. The other interviewees were not given the

opportunity to influence the creation of the new organisation. They believe the

reason for this is that it is hard to let all employees participate in a process like that,

in such a big group as Sydkraft.

Furthermore, the interviewees perceive it as negative that as soon as something is

going to be decided, it is only a few chosen people who make the decision. The

rest of the employees have to accept what is decided and do not feel they

participate in processes anymore. It is perceived as a disadvantage that all top

managers are situated in Malmö, and that it is impossible to sit down and talk to

them. Instead, most of the communication is handled via email. However, the

manager, who has experience from working in other relatively big groups,

considers Sydkraft to be a decentralised, independent and open group.

5.4.3 Reorganisation

Another momentous consequence of the acquisition is that the interviewees belong

to the subsidiary SSP from the 1 January 2001 and has started to bill their services.

The bonds to the rest of the employees at Sydkraft in Norrköping are not as strong

anymore. The new billing system upsets the employees, since they work as

consultants and sell their services. It takes a lot of time to bill everything, and the

interviewees find it odd to “charge” the other subsidiaries and their former

colleagues for every service they sell. The manager believes that “some co-

workers feel a little bit like prostitutes”. In addition, sometimes these employees

are forced to perform less qualified duties, which is not perceived as positive.

According to the manager, he plays a rather important role in educating the

employees about the new system.
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“What I can do is to get all co-workers to understand that it works this

way. We work as consultants now.”

Some of the interviewees state that the general atmosphere in the company has

changed since their former NME divisions have been divided into the several

subsidiaries within the Sydkraft Group. As a consequence, themselves and many of

their colleagues have developed a negative attitude towards the integration with

Sydkraft. The familiar atmosphere has disappeared and the number of complaints

has amplified. One of the interviewees said that many of the employees do not

enjoy working as much as they did before.

5.4.4 The Tasks

The majority of the interviewees have kept most of their former tasks after the

implementation of the new organisation. As an example, one interviewee still

handles payrolls, even if the work nowadays has to be done differently and in a

more complex manner. The manager states that he misses a few tasks he had

before but he thinks the positive consequences of the change have outweighed the

negative ones.

Some of the interviewees state that many of their colleagues feel that their

workload has increased, since the job descriptions have been adapted to Sydkraft’s

organisational structure. Naturally, the reactions are different to this fact, but some

are positive since they have got increased responsibility. Certain employees

experience that their tasks nowadays take longer to perform, since it happens that

they must wait for the managers’ opinions in Malmö. It takes time; simultaneously

as the profitability requirements have increased and put pressure on them.
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Only one interviewee has become more negative towards her new tasks. She has to

work overtime in order to handle the increased workload, and according to her, that

is unfair. She wishes there would be more people working at her division. Partly

due to these facts, she is starting a new job in January 2002. A few of the

interviewees consider that they could influence the choice of new tasks to some

extent, and they are generally positive towards this opportunity. Most employees

can greatly influence how to carry out their job, but have less influence on what to

work with. In other words, most of the interviewees work independently and do

not feel that the management is controlling them or their tasks.

5.5 Reactions

The manager brings up the employees who had taken part in constructing NME

and these employees’ reactions at the beginning of the process. They were used to

be in leading positions and were going to get decreased possibilities to influence

the new organisation. They complained openly and argued for the discussed

solution being completely wrong. They further maintained the good things were

ruined, and wanted to show that they did not agree. Even if these employees were

not that many, nothing was done in order to change their opinions. They now know

that they have to say goodbye to what was valid at NME before, and hereafter

everything is done as it is done at Sydkraft. Most of them have instead got other

things to be delighted of.

“They stood up for their beliefs until big brother came and said: I’ve

heard what you say, but from now on we do it this way anyhow.”

The interviewees have not directly noticed their managers’ attitudes towards the

change. One of the interviewees believes that her manager knew much more about

what was happening than he was telling them. One of the interviewee’s manager
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has changed jobs after the acquisition, and according to one of the interviewees,

her manager left the company due to negative feelings towards the change. Most of

the interviewees believe that the managers can influence how the employees

perceive a change. If the manager is positive, it spreads to the subordinates and

creates a positive atmosphere, likewise as negative grumbling spreads.

The reactions, which most interviewees believe are of frequent occurrence at

Sydkraft today is dwelling and complaining among the employees. Even if the

interviewees do not complain much themselves, they all have experienced negative

thoughts and actions among their colleagues around them. However, few of their

colleagues really raise their voices to let the surroundings and the managers know

how they feel. Instead they complain and dwell on to each other behind closed

doors.

“The body language shows how they feel, and some of them are afraid

to express their feelings. They are very quiet and don’t have the guts to

say anything.”

The interviewees believe many employees are irritated and let small things, which

in reality do not mean that much, affect them in a very negative way. One of the

interviewees believes her colleagues’ grumbling has a negative effect on her. She

enjoyed her work before, but she does not enjoy it that much anymore. Even if she

tries to encourage her colleagues by telling them that the situation is not that bad,

she believes it has become boring to work. The newly employed interviewee is the

only interviewee who directly has shown her dissatisfaction with the situation and

has decided to quit her job at Sydkraft and go to another company.
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5.5.1 Reasons for the Reactions

The interviewees believe that many employees react in the earlier described ways

since they feel insecure and are worried about what is going to happen in the

future. Since the management informed at an early stage that there would be no

immediate downsizing in connection with the reorganisation, no one of the

interviewees saw it as an immediate threat to lose their job. But they believe other

employees might have been afraid of losing their job. Furthermore, one

interviewee believes that many people are afraid of losing their positions, in

particular those who have fought for a career. Even if it is not important to her, she

believes it is of importance to certain other employees.

At the beginning of the process, the manager believes many employees had worries

about what was going to happen to them. However, with help from the information

that was gradually given, they saw the likelihood of ending up in a particular

position or division. It made many employees feel secure. Furthermore, they were

worried that the privatisation will put greater pressure on them.

According to the newly employed interviewee, she started to feel insecure about

the future, since the recruitment for a new manager to the division she works

within, was not properly done. That made her start wondering about what would

happen with SSP Norrköping in the future. The person who at last became her new

manager comes from Malmö and commutes there every weekend. Since this seems

to be a temporarily solution, the newly employed interviewee has started to wonder

if the manager is temporary as well. Another fact that influences her thoughts is

that SSP has a three-year contract to handle the services for the other subsidiaries

within the Sydkraft Group. When these three years have passed, it will be possible

for the other subsidiaries to buy these services from another company. She admits

that most employees feel secure at the moment, but soon there are only two years
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left and thereafter, nobody knows what will happen. These circumstances, in

combination with her being employed for quite a short period of time, has made

her decide to leave Sydkraft.

Some interviewees maintain that another reason contributing to the employees’

feelings of insecurity is the fact that there has been a lot of reorganisations during

the last years, whether they have been necessary or not. A large one took place in

1998, when all employees had to apply for their own jobs. As soon as the

employees have learnt their new routines, they are changed again and therefore

they get very restless. It becomes too much. They do not have time to sit down and

feel they have control over what they do. Some employees have difficulties to

handle all these changes.

One interviewee finds that people have to realise that it is impossible to go back to

something that was valid before. People have to accept that it will never be the

same again and that from now on, this is the way it is going to be.

5.6 Evaluation of the Change Process

5.6.1 The Manager’s View

The manager believes that Sydkraft has succeeded with the change process. He

believes the employees perceived it as very positive that it only took four months

from the acquisition went through until the new organisational structure of NME

was completed. According to him, it was a very fast process, where “the pain was

great but short”. It was only during a short time the employees did not know what

was going to happen and when management could not inform the employees. He

also believes the information has been sufficient. There were both meeting and a

lot of information on the intranet.
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“We knew already before, that it does not matter how much we inform because it

can never be enough.”

He further believes it was a good measure to create a question box to the MD, in

order to encourage communication.

The manager’s only criticism to the way the integration change was handled is the

irregular development of the different divisions. Some divisions were far ahead of

others and those people, who worked in the divisions, which were far back, did not

feel very well. They still have a very negative attitude towards the change and have

lost trust in their own division. As the manager states: “They have really lost pace

and work motivation”. The manager believes the scenario is due to the managers’

inability to act, and he wishes that the development could have been better

handled. Some of the employees expressed their opinions about this, but they did

not show they had lost their motivation. The manager does not believe the problem

lies in the employees not daring to tell the managers, but in the fact that the

managers are not really listening.

5.6.2 The Employees’ View

One interviewee has the same opinion as the manager and believes that the

integration has been managed in a good way, but the other three do not agree. They

believe that it has been a lengthy process, throughout which they did not know

exactly what was going to happen. As one interviewee points out: “Such a long

time of uncertainty is not fun.”

One interviewee emphasises that the integration still goes on and that it does not go

fast enough. At NME the employees had certain benefits such as luncheon

vouchers and Weight Watcher classes, but these benefits were taken away directly



Chapter 5 – Sydkraft

57

when the acquisition went through. Yet, the interviewee states that the people in

her work team still get paid quite a lot less than their colleagues in Malmö. The

interviewee is heavily criticising the fact that Sydkraft has taken away benefits the

employees at NME had, without giving them everything their colleagues’ in

Malmö have.

Two of the interviewees state the information they got during the change process

has been enough, since it is not always necessary to know everything. The other

two are of the opinion that there has been a lack of information or no information

at all. However, they all declare that many of their colleagues believe the

information has been lacking. They see it as a rule that there can never be enough

information. A common scenario is that the information comes from the wrong

source. Information that should have been the manager’s responsibility to deliver

sometimes reaches the interviewees as rumours or colleagues tell them. Another

criticism is that the employees are informed too late, and do not get enough time to

prepare or familiarise themselves with the new information.

“The managers have done a poor job in informing us. It is as clear as

daylight.”

One interviewee claimed that there has been a lack of information on how the new

billing system should be done properly. Minimum time to charge is half an hour,

but nobody really knows what to do if the job only takes five minutes. It makes a

big difference if every five minutes is charged as half an hour, or if the consultant

summarises the amount of five minutes to half an hour. Nobody has explained in

detail how it is going to work.
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Some of the interviewees relieve that they have tried to gain more insight into the

changes, but it has not paid off. However, they also state it is not always due to

their closest manager, since they believe that the local managers do not always

have the whole picture themselves. Most decisions come straight from the head

office in Malmö, which in turn partly affects the information flow. The general

opinion is that the distance should be irrelevant but in reality it is hard to keep the

information flow at the same level as prior to the acquisition. Another factor that

plays a role is that the company is not municipally operated anymore, hence public

insight is not required. As a result of the lack of information some of the

interviewees report that many rumours have started to flourish. The employees

have difficulties to determine whether the rumours are true or not, but most often

they hold some validity.

Naturally, all employees have different relationships to their managers and whilst

some interviewees have been satisfied with the communication they have had

during the change process, others wish it had been more. The response from the

managers has varied, but there seems to be a tendency towards too little

communication, and opportunities for the employees to bring their opinions into

light. Some interviewees had new managers appointed at the time of the

acquisition and this may have influenced the level of communication. There were

some attempts to communicate with top management, through the intranet, but all

interviewees emphasise that it is the contact with the closest manager that is of

greatest importance.

One interviewee pays attention to the fact that a lack of communication is not only

dependent on the manager. It is hard for the manager to notice every negative

feeling that arises, particularly when the subordinates do not express their feelings

openly. Unfortunately, the manager is not there when employees are complaining.
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They speak and complain to each other in the corridors, but at monthly meetings

and other gatherings nothing comes up. The result is that the manager is unaware

of many feelings among his subordinates.

“If something is going to happen, you have to pass it on to somebody

who is in the position to do something about it. Otherwise it won’t get

better.”

In order to enhance communication between the managers and the subordinates,

one interviewee emphasises the importance of informal communication. If the

manager acquires a habit of regularly speaking to his subordinates in a casual

manner, it is easier for subordinates to open up and be comfortable when speaking

about sensitive matters. If something good comes out of it depends to some extent

on if the manager cares about his subordinates or not.

”You demand quite a lot from them (the managers), but I don’t think it

is so easy to notice everything, and as long as you just walk around in

your workplace and are quiet, I don’t think it is easy for them to do

something. You have to tell them, and first then, something can

happen.”

Some of the interviewees have tried to participate in decisions and influence the

managers and still tries the whole time, but they do not know if it is working. One

interviewee feels that no one is listening to what she has to say, and that the

subordinates are only encouraged to come with suggestions at certain levels. It has

come to the point when she does not know if she can go on for much longer.
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The interviewees agree that it is important to have a manager who supports them

when changes are being implemented. Even if they do not always have a need to

speak to him, it is essential to know that the opportunity is there. When the need to

complain is there, it is good to have a manager who listens and tries to encourage

you to become more positive.

One interviewee raised the issue about having a person the employees could speak

to during the process. This person should be educated in this type of questions and

have the ability to understand people. The interviewee believes it would be good to

have someone to speak to, but at the same time she doubts that the people who

really need to talk actually would go there.

In situations when changes move the ground and employees feel insecure; the

interviewees claim the need is great to have someone who appreciates their work.

The employees would be more positive towards a change if they sometimes got a

proof of that they were doing a good job. Some people need such encouragement a

lot more than others and it is small things that often make a big difference. As one

interviewee states, she has to tell herself that she is doing a good job, since nobody

else does it. Another interviewee utters that even when she gets a pat on the back,

she does not feel the managers appreciate her work.

“If you were encouraged now and then, I think you would feel a little

different. It would be a little funnier to go to work. In the long run, I

think it would really pay off for the managers. People grow a little

every time, and everything feels easier. People feel: yes I will pull this

off, instead of going further down.“
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5.7 Future Expectations

One interviewee told us that SSP in Norrköping is called a project by the Sydkraft

Group’s executive board. Most of the interviewees believe that they are only at the

beginning of the change process and that even if many things have changed during

the last year, more will come in year 2002. Today the employees at SSP wait for

yet another new organisation to be presented, an organisation, which will be run

from 1 January 2002. Many of the employees discuss what the content of this

reorganisation may be, but nobody knows.

Keywords – Sydkraft
� Sydkraft acquired NME on 16 November 2000
� Even if employees felt insecure, the expectations were mainly

positive at first
� Then:

- Negative to work in a large group
- Slower decision making process & less participation
- Many employees dwell and complain

� The manager is satisfied with the change process
� Employees have ideas about how the change process could have

been better (faster, more information, communication,
participation, support & appreciation)

� New reorganisation will come on 1 January 2002
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6 ANALYSIS

We start off by analysing the symptoms and causes of resistance at Sydkraft.

Thereafter, a detailed discussion about how resistance has been prevented and

handled will follow, as well as the employees’ evaluation of these courses of

events.

Since the decision to sell NME to Sydkraft was made at the municipal council, it

was a unique situation where the outcome was in the hands of the politicians.

Employees had a possibility to give utterance to their opinions beforehand in the

ongoing debate, but once the decision was passed, they had to accept it. A

consequence is that even if the employees have accepted the acquisition it does not

mean they are satisfied with it or do not resist the change process.

We have made the decision to go along with Petrini & Hultman (1995) and try to

distinguish between symptoms and causes of resistance. To once again clarify the

difference between the two, symptoms are what we have experienced as resistance

at Sydkraft and the causes are the reasons why people have resisted or still resist

the changes.

6.1 Symptoms

Armentrout (1996) states that it is not an easy task to overcome resistance to

change, but recognising some of the symptoms can move things along. After

having interviewed five employees at Sydkraft we believe we are capable of

recognising some indications of resistance. In the first place there is the resistance

employees made at the beginning of the process, and in the second place there is

the resistance employees still make today. As we view it, most of the resistance

arose during the change process.
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From a general point of view, most employees were positive towards the change at

the beginning of the process. Therefore, we have not been able to identify too

many symptoms of resistance at this time. Even if some employees felt unsure

about what would happen in the future, most of them did not show any strong

reactions, but felt they had to wait and see. We argue that only one of the

interviewees mentioned the kind of resistance Petrini & Hultman (1995) call active

resistance. It was the manager, who mentioned the few employees who had taken

part in the construction of NME, and who did not agree with some of the planned

changes. They mainly resisted the changes by complaining openly and arguing for

their sake. These employees had leading positions within former NME, which may

have been a reason for their courage to complain openly. They were quite simply

used to raise their voices.

Another two of the interviewees spoke about the sort of resistance Caruth,

Middlebrook & Rachel (1985) call open/direct attacks, which more or less

correspond with active resistance. No one has intentionally slowed down on the

job or sabotaged new equipment to make it fail, but one interviewee told us that

her former manager was so critical to the new organisation that he chose to resign.

Furthermore, the newly employed interviewee has decided to quit her job and leave

Sydkraft in January 2002, and it is partly due to the changed situation at her

workplace. This decision took form during the change process and we have

decided to view it as resistance both resistance to the changes and to the change

process.

We maintain that the strongest indication of resistance at Sydkraft is what Caruth,

Middlebrook & Rachel (1985) classify as passive behaviour/dropping out. Most

interviewees told us that many of their colleagues have negatives opinions about

the change, and want some things to be different, but very few complain openly.
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Instead most employees grumble and dwell to each other in the corridor. Our belief

is that this resistance arose during the change process, when the employees became

less and less satisfied with the consequences of the acquisition. It may be that the

employees do not find themselves as going against the change and resisting it

when they complain and dwell, but we have chosen to view their negative thoughts

and their dissatisfaction with the situation as resistance to the change. We do not

know how their reactions influence the outcome of their work, but we claim their

ability to perform decreases, since their reactions influence their comfort and well

being at the workplace.

The fear of expressing feelings openly and not showing any of the managers what

is going on may be typical for Swedish employees. According to the Swedish

model, the unions handle all larger negotiations and conflicts, and when everything

is set, it is an unwritten law that the employees accept. Once an agreement has

been reached, we believe the employees have the feeling that they must be positive

towards it and its consequences. Therefore, any dissatisfaction, which may arise,

grows and the resistance takes the form of grumbling behind closed doors, just as it

happened at Sydkraft. Since the employees do not express their opinions – if they

disagree with what the unions and the employers have agreed upon – the managers

are not aware of any negative feelings among their subordinates. Our empirical

data clearly shows that the manager believes his subordinates are positive towards

the change, whilst the interviewees declare negative feelings.

We have not been able to identify any passive resistance, as Petrini & Hultman

(1995) define it, nor have we found any hidden/indirect attacks in the form of

employees who withhold information or agree verbally but do not follow through

etc. (Caruth, Middlebrook & Rachel, 1985). When the employees did not have

enough information and did not know what would happen during the change
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process, some of them tried to fill the gap with their own thoughts. But after all, we

do not believe this manner of starting rumours was done with bad intentions.

Therefore, we do not count it as a type of passive resistance, but explain it as

something people in general do when there is a lack of information. We do not

claim passive resistance or hidden/indirect attacks do not exist at Sydkraft, but the

fact that this type of resistance is hard to recognise, might have made us miss it.

To finish off the discussion about symptoms, we argue that we do not experience

the interviewees as being cynical in the way Reichers & Wanous (1997) classify

the term. There is a possibility that the employees have lost faith in their leaders,

since they know that the power nowadays rests in Malmö. However, we do not

know if previous reorganisations have been successful or not, and we cannot say

that we have seen any connections between these previous reorganisations and the

employees’ potential lost of faith in their leaders.

6.2 Causes

Evidently, the symptoms mentioned above have underlying causes and below

follows a discussion on causes we believe to be valid. Further, we maintain that the

types of resistance we have noticed have several different causes in combination

with each other.

Kotter & Schlesinger (1979) stress that many managers do not take the necessary

time to assess who might resist the change and for what reasons. We find this

argument to be current at Sydkraft, since the interviewed manager does not seem to

have given resistance much thought. However, it is important to remember that the

reasons for employees making resistance may not always be direct consequences

of Sydkraft’s acquisition of NME. Everything, which has previously occurred in

the company such as the reorganisation in 1998, may also influence the employees
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and their apprehension. Furthermore, everything that actually has happened since

the acquisition may not necessarily be result of the acquisition.

6.2.1 Inertia & Fears

We maintain that the employees, who were used to influence the decision making

process within former NME, partly resisted the change as they wanted to save face.

They had taken part in creating NME, and if they had gone along with the change

it would have been an admission that some of their previous decisions or beliefs

were wrong. Presumably these employees look upon the consequences of the

acquisition as personal criticism the way it is described by Kirkpatrick, (1985) and

Kotter & Schlesinger (1979).

As Armentrout (1996) and Petrini & Hultman (1995) declare, people may also

resist change when they feel their needs are already met. This may as well be the

case for the earlier mentioned employees at NME. We emphasise that these

employees, who were used to influence the supervision of the company, were

satisfied with the current situation. Therefore, they did not have any incentive or

motivation to change. Clearly they did not want to support the change, but chose to

be critical to it. Additionally, other employees at NME may have been satisfied

with their condition at NME, and did not see the need for something else. At least,

we believe the fact that many employees have been employed by NME for several

decades points in that direction.

Another reason for employees resisting the change was probably that they were

afraid of losing their positions. In accordance with what Caruth, Middlebrook &

Rachel (1985) and Kirkpatrick (1985) hold for true, we believe some employees

were afraid of losing their job title, responsibility and authority, in other words

their job status. When these people experienced a risk of reduced job status, they
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started to perceive the change negatively, and opposed it by raising their voices

and speaking out load their displeasure with the change. We claim that the fact that

they knew they would lose power during the reorganisation influenced the way

they reacted.

Caruth, Middlebrook & Rachel (1985) stress it is common to worry about the

unknown. We claim that even if most of the interviewees believe the employees at

former NME worried about the unknown at the beginning of the process, the fear

was not significant. Instead most of the employees were positive towards the

change and wanted to wait and see what would happen. The manager, on the other

hand, who decided to leave Sydkraft at the beginning of the change process, may

have feared the unknown to such an extent that he did not even want to give the

new organisation a chance. Moreover, fear of what is going to happen in the future

is probably a reason for the newly employed interviewee’s decision to leave

Sydkraft. She is worried about what will happen with her job when the three-year

contracts, which SSP has with the other subsidiaries, have passed. The fact that she

has only been employed for 3½ years, may also have contributed to her feeling

more insecure than the other interviewees.

Today, SSP is waiting for another reorganisation, which will be carried out in

January 2002. This reorganisation has very likely increased the employees’ fear of

the unknown, as it seems like more employees feel insecure about the future at this

stage, than they did when they first learnt about the acquisition. Most employees

do not know what the coming reorganisation holds in store and in turn, the fear of

the unknown may be a considerable reason for the dwelling and complaining.

According to Caruth, Middlebrook & Rachel (1985), many people’s need to

belong to a group and to associate with other people is satisfied in the workplace,
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i.e. work group relationships are crucial. We support this statement, since some of

the interviewees claim they felt solidarity with their colleagues in former NME.

Consistent with Caruth, Middlebrook & Rachel’s indications, these people were

satisfied with being a part of a unified group and felt confident within this group.

They might have feared the change would cause group members to be transferred

and replaced by individuals with other personalities and skills, and therefore made

resistance.

Today some of the interviewees experience a lack of conformity, as former NME

is divided into several subsidiaries. This feeling may have its ground in the fact

that the employees have been forced to form new friendly groups, since the former

ones have been split up. In view of the fact that the former groups have been split

up, the employees have lost their sense of belonging and now miss the familiar

atmosphere at NME. This may be a fundamental reason for the employees’

dwelling and complaining.

6.2.2 Different Assessments

We agree with Kotter & Schlesinger (1979), who claim that people resist change

because they assess the situation differently from their managers or those initiating

the change. In the Sydkraft case, we argue that it is obvious that the interviewed

manager assesses the situation differently from the other interviewees. For

example, he has the full picture while the other interviewees look at the process

from their personal point of view. Furthermore, the manager considers that the

change process took start when the acquisition went through, and ended when he

and his colleagues started to implement the new organisation. The other

interviewees are unaware of the three-month long creation process, and are of the

opinion that the process started when the implementation of the new organisation

began. Moreover, the manager believes the change process has been fast and
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efficient, whilst the interviewees consider the change process to be slow and time-

consuming.

The interviewed manager is also a brilliant example of that managers, according to

Kotter & Schlesinger (1979), often assume both that they have all the relevant

information required to conduct an adequate organisation analysis, and that those,

who will be affected by the change, have the same facts. Accordingly, the rest of

the interviewees state the information they had was lacking in many ways. This

difference in adequate information possibly led to differences in analyses, which in

turn led to different assessments of the situation, and resistance.

Since the employees know that the decision to sell NME to Sydkraft was not in the

hands of their managers, it is impossible for them to blame the managers for the

acquisition. However, according to the interviewees, many of their colleagues feel

that top management makes changes without knowing what is going on down the

line. Top management does not ask for the employees’ opinions, but makes

decisions and inform the employees afterwards. This management behaviour has

been acknowledged by Kirkpatrick (1985), as a cause of resistance.

6.2.3 Wrong Methods

Some interviewees mentioned that several employees did not like the way they

were ordered to change after the acquisition, as most things were decided in

Malmö. This may be an indication of what Kirkpatrick (1985) hold for true, when

stressing that the way a change is ordered influence how people resent and/or resist

change. However, since the decision to change was in the hands of the municipal

council, we claim that the way the employees learnt about the acquisition did not

influence their perception of it, the way it is described by Kirkpatrick.
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The manager believes Sydkraft has succeeded in integrating NME in the Sydkraft

organisation. Albeit the other interviewees do not state that Sydkraft has

completely failed in the change process, they all have opinions on how things

could have been done better. According to Petrini & Hultman (1995), this reason

for resisting change is one of the most common ones, and we agree with this

statement. It does not seem to be the change itself the employees are resisting, but

more the methods used to bring it about. If other methods would have been used,

we claim that there would be fewer negative employees, and less dwelling and

complaining at Sydkraft.

6.2.4 Further Causes of Resistance

There are several other causes, which can be relevant to the resistance we have

noticed at Sydkraft. For example, according to Kotter & Schlesinger (1979), all

human beings are limited in their ability to change, with some people much more

limited than others. Some of the employees may resist the change because previous

changes and reorganisations have come too often and been implemented too

rapidly. For example, the large reorganisation in 1998 took place only a few years

back. These employees’ tolerance for change is limited and now they want to get a

feeling of stability and security at their place of work.

Almost all interviewees continued doing approximately the same work as when

they worked at NME. Therefore we view the difference between working at NME

and working at Sydkraft to be mainly organisational. Even if the interviewed

manager believes some employees were concerned about whether they could

handle all the changes or not, we do not believe they feared their skills would

become obsolete. Hence, we do not consider what Armentrout (1996) and Caruth,

Middlebrook & Rachel (1985) call fear of reduced job security as a momentous

reason for resistance at Sydkraft.
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Even if Caruth, Middlebrook & Rachel (1985) assert that economic loss is one of

the most direct threats imagined by employees, we claim that it was not such a big

threat against the interviewees or the employees at Sydkraft. All employees were

informed at an early stage that there would be no immediate downsizing in

connection with the reorganisation, which made most of them feel safe. Instead,

the employees indulged in expectations of pay rises as a consequence of the

privatisation of NME.

Kotter & Schlesinger (1979) and Petrini & Hultman (1995) declare that

misunderstanding of the acquisition’s implications can be a significant reason for

resistance, but we do not believe this is the reason for the resistance we have

identified. Since all interviewees mentioned some reasons for the acquisition, we

think it is obvious that they were aware of and understood the implications. In

addition, a lack of trust could play a role as a reason for resistance. During the

change process, the trust in the local managers have decreased as they do not have

much power to act without calling the managers in Malmö and ask for their

agreement. This lack of trust in local managers may annoy the employees and

make them dwell and complain.

6.3 The Concept Overcome

Until this point we have consistently used the expression overcome when talking

about preventing and handling resistance. This is due to that it is the most

frequently used term in the literature. In the problem discussion we referred to

Dent & Galloway (1999) and their arguments that the way the phrase ‘overcoming

resistance’ is formulated in most literature is flawed. Our opinion is in line with

Dent & Galloway’s mainly because we do not believe overcoming resistance is the

correct term, particularly not in our case. We claim that it is possible that all

resistance is not inappropriate and should not always be overcome. Hence, we



Chapter 6 – Analysis

72

believe Plant (1987) has a valid point when he views resistance as something,

which has to be managed instead of overcome. If the issue of resistance is taken

seriously and taken care of in a good way, we maintain it can lead to development

instead of continued resistance. Hereafter, we will therefore go along with Plant

and use the term managing resistance, instead of overcoming resistance.

Caruth, Middlebrook & Rachel (1985) maintain that managers often are unaware

of the ways they can positively influence employees’ attitudes during a change. We

claim this statement holds a lot of validity, since the interviewees have not directly

noticed their managers’ attitude towards the change. Neither do they believe the

managers have affected their own attitude to any extent. However, there is a

consensus among the interviewees that it should be possible for managers to

influence how the employees perceive a change. The interviewees claim a positive

manager can pass his/her positive attitude on to the subordinates, and in this way

create a positive atmosphere, where change is viewed more positively. This is

exactly what Caruth, Middlebrook & Rachel (1985) further claim. If the managers

at Sydkraft had been aware of this fact, they could have expressed a positive

attitude, and in this way have influenced the employees to experience the change

process more positively.

6.4 Managing visible Resistance

Previously we have discussed resistance in the form of active resistance and

open/direct attacks. At Sydkraft these symptoms of resistance include the

employees, who were negative towards the acquisition from the start and openly

expressed their opinions, as well as the employees who were negative to such an

extent that they decided to leave the company. According to the manager, the

management at Sydkraft listened to what the first group had to say, but nothing

was actually done in order to change their opinions.
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“They stood up for their beliefs until big brother came and said: I’ve

heard what you say, but from now on we’ll do it this way anyhow.”

It is difficult for us to have any suggestions for how this resistance could have been

handled in a better way, since we have not interviewed any of the involved

employees. As the manager told us, these employees have got other things to be

delighted of at Sydkraft today, and we have not got any indications that they are

displeased with the new situation. This can be an indication that Sydkraft has

handled this type of resistance in a satisfying manner, by giving the employees

other things to be pleased with.

However, we are unsure about whether Sydkraft has handled the manager, who left

Sydkraft at the beginning of the process, in a satisfying manner. We do not know if

the management tried to persuade him to stay, and neither do we know the real

reasons for his resignation. On the one hand, nobody should have to leave a

company due to negative feelings towards a change, but on the other hand, the

employee may get on better at a company, which is similar to NME. If the latter

were the case, it will not matter how Sydkraft handles this resistance, since the

employee would resign anyway.

Yet, we believe the newly employed interviewee, who is going to leave Sydkraft in

January 2002, could have been better taken care of. It is fairly obvious that the way

the change has been implemented has had considerable influence on her decision

to resign. Above all, she is displeased with the information during the change

process and believes management could have managed many things differently.

Since the newly employed interviewee has decided to resign first now, we maintain

the management could have prevented her resistance and by doing so, she might

not have made the decision to resign at all.
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6.5 Managing subtle Resistance

When analysing the symptoms of resistance we came to the conclusion to define

most resistance as passive behaviour/dropping out. Very few of the employees

express their opinions openly, but instead it is common to express displeasure, by

dwelling and complaining in the corridors. That is what most of the interviewees

told us, but the interviewed manager gave us another story. He has noticed a few

employees’ negative feelings around him, but he does not know the full amount of

dwelling and complaining, or how these negative feelings influence the employees’

work. Due to the Swedish consensus-culture, in which it is taken for granted that

employees accept what the unions and the employers have contracted, managers

often assume the employees agree, if they do not directly tell the opposite. Hence,

due to the fact that the manager is unaware of the existing resistance, the

resistance at Sydkraft has not been managed at all.

Since the resistance is not directly visible for the manager, we would like to stress

it is of greatest importance for managers, particularly in Sweden, to always assume

that resistance exist or can surface during the change process. Therefore,

managers should always try to prevent resistance in the first place. From

previous discussions, we maintain it is evident that much of the employees’

resistance could have been prevented, if other methods had been used to bring the

change about. Even if many employees felt unsure about what was going to happen

in the future, all interviewees state they were positive towards the acquisition in the

beginning. The employees’ dissatisfaction seems to have developed and

accelerated during the change process, as a consequence of the used methods when

implementing the changes. The methods used during the change process, as well as

the employees’ evaluation of these methods will be explored below.
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6.5.1 Speed

In the literature we have studied there is not much focus on speed in the

overcoming resistance literature, but both the manager and the other interviewees

have mentioned the importance of a fast change process, in order to decrease the

employees’ feelings of insecurity. However, the manager believes the process was

truly fast, and acknowledges speed as one of the most important reasons for the

success of the process. According to him, “the pain was great but short.” The

employees, on the other hand, believe it was a lengthy process, which could have

been much faster, and of the interviewees states, “such a long time of uncertainty

isn’t fun.” The interviewees probably have different opinions about the speed of

the process, as they work at different hierarchical levels. The manager may

experience the process as fast, as he believes the integration in general has come

far. The other interviewees experience the process as lengthy, as they work further

down the line and have not been fully integrated with Sydkraft yet. As an example,

some of their benefits have already been taken away, but they still have not got the

same pay as their colleagues, who are doing the same work in Malmö.

We consider the speed to be important in order to prevent resistance, but we do not

agree with the fact that the speed should be as fast as possible. According to

Caruth, Middlebrook & Rachel (1985), it is important to allow proper time for the

transition between the announcement of a change and its implementation.

Furthermore, all changes take time and employees cannot adjust instantly to new

procedures. In the Sydkraft case, the announcement was made on 16 November

2000 and then the implementation started on 1 May 2001. It is impossible to state

if this is considered as proper time or not, as the concept has different meanings for

different people. Therefore, it is essential for the management to be aware of how

much time every individual employee needs, in order to be able to adapt the speed

to the employees’ demands
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6.5.2 Information

The manager is satisfied with the amount of information, in connection with the

change process, but two of the interviewees do not agree. Instead they told us that

many employees have lacked information and still lack it, and an example is that

they still do not know exactly how the new billing system works. Furthermore, the

lack of information has led to rumours circulating at the workplace and these

rumours make the employees feel insecure about what is going to happen. The

interviewees believe the lack of information is a significant cause to other

employees’ dwelling and complaining.

Evidently, the employees should have been informed about how the new billing

system works, but we understand why the managers believe they have provided

enough information, at least at the beginning of the process. At that time all

employees were gathered for an information meeting about future proceedings, and

were informed there would be no downsizing in connection with the acquisition.

This meeting certainly calmed down many of them. According to the interviewed

manager, management thereafter tried to communicate with the employees,

above all through the intranet. An internally distributed information sheet provided

weekly information, and during the first months of the change process the

management tried to encourage employees to ask the temporary MD questions

through a question box. Furthermore, the employees were informed about whom

they could to talk with regarding different questions.

The discussion above gives indications of that the amount of information was

sufficient during the change process. Yet, since the employees bring up the lack of

it, there must be other problems, which are connected with information. Some of

these problems may be that the information has the wrong content or comes from

the wrong source. To simplify the following discussion, we will regard
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information as a part of communication, as we view information as one-way

communication, whilst communication is a two-way process. This is appropriate,

as some interviewees have stated the tendency of too little communication as well

as limited opportunities to bring their opinions into light.

6.5.3 Why Communication is Important

The interviewed manager seems to be aware of the importance of information,

since he states,

“We knew already before, that it does not matter how much we inform

because it can never be enough.”

Yet, we argue the management has missed the importance of communication.

According to Gilgeous & Chambers (1999), it is necessary that all employees are

aware of and agree with how the change will alter. At Sydkraft management

believes they have made people aware of the changes by informing, but they have

certainly failed to communicate, as they do not have a clue about the employees’

feelings and opinions. In order to make sure that the employees understand the

need for and the logic of change, it is essential to communicate (Kotter &

Schlesinger, 1979).

The magnitude of communication in order to manage resistance has been

emphasised by Caruth, Middlebrook & Rachel (1985), who encourage managers to

communicate, communicate and communicate. We are of the same opinion and

further argue that communication is one of the most essential measures to prevent

resistance. If the managers communicate successfully, they will be aware of how

the subordinates feel and in turn, the risk for subtle resistance to arise is decreased.
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As Flower, (in Dent & Galloway, 1999 p. 31) states:

“Do not expect people to change until you have established two-way

communication.”

Furthermore, by soliciting the employees’ opinions and use their advice, it is

possible to create a sense of involvement in the change, according to Kotter &

Schlesinger (1979). Caruth, Middlebrook & Rachel, (1985) and Reichers &

Wanous (1997) emphasise employees must believe their opinions have been heard

and given careful and respectful consideration, in order to be committed to change.

In our case, some of the interviewees claimed they tried to give voice to their

opinions, but that there was no response from the managers. In turn, they have

become more and more negative towards the new organisation. The fact that

managers spend to little time listening and understanding has been emphasised by

Strebel (1996), who states this as a common way of handling resistance in a wrong

manner.

Also the interviewed manager mentioned that it is a problem that managers do not

listen to the employees, and one of the interviewees believes employees are only

encouraged to come with suggestions at certain levels. This makes us believe the

employees feel nobody asks for their opinions and in turn, they do not feel they

have been involved at all. The management does not seem to be aware of the fact

that, according to what Caruth, Middlebrook & Rachel (1985) state, they would be

provided with more information about the subordinates if they involved them.

Kotter & Schlesinger (1979) also bring up the importance of managers who listen,

but add that managers should provide emotional support as well, in order to deal

with resistance to change. Many of the interviewees find it important to have a

superior, who listens to them, and who they can speak to when they have a need
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for it. One interviewee even raised the issue of that it could be good to have

another person than the supervisor, who employees could talk to during the change

process. We consider this to be a good idea, especially if the relationship between

the manager and the employees is strained. It may help the employees to feel

supported and deal with the changes in a better way.

The need for support in the form of encouragement and appreciation also seems to

be of great importance for the employees. Some interviewees stated that the

employees would be much more positive towards the change if they sometimes

were told they were doing a great job.

6.5.4 Who should communicate

The interviewees are of the opinion that it is the managers’ responsibility to

manage resistance (which includes informing and communicating) and this

corresponds to what Kotter & Schlesinger (1979) maintain. However, even if the

managers hold the vitally responsibility, the interviewees believe the employees

have to assist the manager and make him/her aware of the prevailing situation.

When persuading employees to change it is crucial to enhance credibility (Reichers

& Wanous, 1997). We believe management tried to do so at the beginning of the

process, when credible spokespersons as the temporary MD, who was responsible

for the changes, often informed the employees. Sydkraft also let certain of NME’s

former executives participate in the creation of the new organisation, possibly

because they thought the employees had trust in these people. Furthermore,

Sydkraft may have wished to show the employees that their former executives

were positive towards the change.
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According to the interviewees, one source of the dwelling and complaining is that

information often comes from the wrong source and not from their closest

manager. We find it important to mention that it might be connected with some

difficulties for the closest managers to communicate with the employees. These

managers are often intermediaries between the top managers in Malmö and the

employees in Norrköping, and therefore, often have to call Malmö and ask for

advice.

“And then they call Malmö… that is what they keep saying the whole

time, we have to call Malmö and check it”

Instead of communicating with the employees, it seems like the managers only

provide information about what has been decided in Malmö. If this is the case,

there is a need for increased communication between the managers in Norrköping

and the ones in Malmö as well. Since the employees ask for more contact with

their closest manager, we believe the managers should try to open up and state

that they do not always have sufficient information, in order to increase the

employees’ understanding of why they have to call Malmö. According to Reicher

& Wanous’s (1997) statement, it is a suggestion to the managers in Malmö, that

they should emphasise and reward the supervisors in Norrköping for their efforts to

communicate. By doing so, the supervisors in Norrköping will be encouraged to

foster two-way communication and good working relationships with workers.

6.5.5 When to communicate

The decision to sell NME to Sydkraft was made in the municipal council after a

long debate, and the employees got information about the acquisition, just after the

decision was passed. There were no discussions about the possible outcome

between the employees and the management prior to the decision was made. Even
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if the decision was not a surprise for the employees, they had felt insecure about

what was going to happen in the future, already since Sydkraft purchased 49 % of

the stocks in NME, 17 June 1999. They imagined what was going to happen, and

we believe the management must have had similar thoughts. We maintain the lack

of communication with the management during this time, increased the employees’

insecurity.

According to Caruth, Middlebrook & Rachel (1985), the employees should be

informed at the earliest possible moment, in order to decrease their cynicism and

insecurity. Even if the managers were not sure about the outcome themselves, we

maintain the employees’ feelings of insecurity strongly indicate that they wished

the managers had communicated with them while the acquisition was debated in

the municipal council. These discussions should have offered the employees a

feeling of being involved in the process. By keeping an open dialogue with the

employees, they would have been more prepared for what was going to happen,

and an environment, where changes were accepted and viewed positively, would

have been created.

As it happened to be, the management delivered the finished result of the

discussion, without having discussed the outcomes of the result earlier with the

employees. According to what Kotter & Schlesinger (1985) accentuate, when

pointing out the importance of informing people about a change beforehand, the

management could have handled this information in a better way.

6.5.6 What to communicate

Gilgeous & Chambers (1999) discuss the importance of the employees knowing

why the change is relevant Armentrout (1999) is of the same opinion. He discusses

the significance of explaining the need for change for the employees. All
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interviewees are aware of why Sydkraft acquired NME and therefore, we do not

believe we have to elaborate this further. Caruth, Middlebrook & Rachel (1985)

stress the importance of managers informing the employees when the change will

take place and exactly how it will be implemented. Even if we agree with the

management having done so, we claim they missed several other matters, while

informing.

Caruth, Middlebrook & Rachel (1985) stress that managers can gain a lot in

making the employees understand that the change will produce a more desirable

working situation. In addition, Armentrout (1996) utters that managers must widen

employees’ field of vision, and start selling the benefits of a proposed change

before the employees are asked to implement the change. Positive aspects of the

change should also be emphasised, in order to create credibility for the change, but

any negative features of the change also have to be included (Caruth, Middlebrook

& Rachel, 1985). According to the interviewees, they were positive towards the

change at the beginning, but they did not know exactly what the acquisition would

bring about. We claim this statement indicates that the benefits of the acquisition

were not clearly explained, and neither were the negative aspects. Nor do we

believe that credibility of the change was created. The employees were informed

about what would happen in general, but it was not mentioned what they would

gain from the acquisition or why they should be positive towards the coming

changes. During the change process, the employees’ negative feelings to the

change have increased and consequently the employees did not come on board.

In accordance with Gilgeous & Chambers (1999), people have a desire for

predictability in their working environment while facing insecurity. As the benefits

of the acquisition were not clearly communicated in our case, the employees

started to develop insecurity and in turn, negative feelings arose. It may be the case
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that the desire for predictability is even higher in municipally operated companies,

where stability often has been the norm for many years, but we leave this unsaid.

6.5.7 How to communicate

We do not believe it is easy for managers to know how to communicate, but we

agree with Kotter & Schlesinger (1979), who maintain that communication

requires a good relationship between initiators and resistors, and it requires time

and effort. Unfortunately, the relationship between managers and employees seems

to be poor at Sydkraft, as many of the interviewees acknowledged that the

employees do not feel they can speak openly to their managers. Many of the

interviewees have pointed out that they believe many of the employees are afraid

of expressing their feelings, and therefore, only complain to their colleagues when

no managers are present. According to us, this is a strong sign of Sydkraft’s failure

to create an atmosphere, in which employees feel safe expressing their negative

opinions openly. Piderit (2000) stresses the importance of such an atmosphere in

order to manage resistance.

One reason for the poor relationships between managers and subordinates is

probably the fact that many of the employees got new managers in connection with

the implementation of the new organisation. These managers have not yet got to

know the employees, and consequently, the employees do not have the same

confidence in them, as they had in their old ones. Naturally, it is hard for these new

managers to establish good relationships with the employees, when they entered

their duties on such premises as disruptive change. Another reason for the

employees uncomfortably feelings of speaking to their managers are the fact that

they feel the manager does not listen anyway. Managers, who do not listen, have

already been analysed, and will therefore not be discussed again.
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One of the interviewees proposed that the managers should communicate in a

more informal way, and for example, spend more time with the subordinates

during coffee breaks. It was also suggested to occasionally pop into the

subordinate’s room, in order to get to know the employees better. Another

interviewee wants the communication to be handled more businesslike, at weekly

meetings for example. In reality, it does not matter which method managers use,

the important issue is to get the employees to open up. Another way to create

credibility for the change is to communicate and repeatedly spread the message

through multiple channels (Reichers & Wanous, 1997) We claim management

tried to do so when informing, but once again, the communication was not

sufficient.

6.5.8 Education & Participation

As most employees continued doing the same tasks as prior to the acquisition, we

do not believe they had such a great need of training. However, a major change for

all employees at SSP was that they have to bill their services and of course they

needed education in how the system functions. Yet, still today one of the

interviewees claimed it is not completely clear how to do it, and the employees

find the new system both different and awkward. Therefore, we still find Kotter &

Schlesinger’s (1979) point of education highly relevant in the Sydkraft case, and

believe it should be something to work on.

The interviewed manager has also acknowledged the importance of education, and

he believes there are several things he should educate the employees about.

However, although he realises the need for education it does not seem like he has

put it into action. The new billing system is one thing that needs explanation, but

just as important is education in the way privately owned companies function. We

are of the opinion that many of the employees do not have much experience from
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privately owned companies, as they have worked at NME for many years. As all

interviewees, including the manager, consider training to be important, we find

training to be a significant measure in order to prevent the occurrence of

resistance.

Several authors, such as Coch and French (in Dent & Galloway, 1999) and Flower

(in Dent & Galloway, 1999) argue that participation is the primary method to

overcome resistance to change. Furthermore, Caruth, Middlebrook & Rachel

(1985) and Kotter & Schlesinger (1979) uphold that workers are more willing to

accept a change if they have participated in its design. We do not know if the

interviewed manager’s participation has had any influence on his opinions about

the change. But we do know that he is the only of the interviewees, who

participated and also the only one, who has positive opinions about the change

process. However, it is important to remember that NME had to adapt to

Sydkraft’s organisational structure, and that it presumably was difficult to let most

employees participate.

6.5.9 Acceptance & Fairness

Caruth, Middlebrook & Rachel (1985) stress that an important task for managers is

to reward acceptance of change. If people receive positive benefits from accepting

a change, they will learn to accept change as a normal occurrence. It is hard to say

if the employees at former NME view change as a normal occurrence. Indeed there

have been a number of changes during the last years, such as the one in 1998,

which certainly have influenced the employees. However, we do not know how

well, or even if, previous reorganisations have been evaluated, so it is difficult to

say if the employees, who accepted the changes, were rewarded. It is possible that

such an evaluation, where the employees, who accepted the change, were
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rewarded, would make the employees more positive towards the change. On the

other hand, no one of our interviewees has indicated such a thing.

Folger & Skarlicki (1999) assert that how people are treated and how the change is

implemented can have considerable influence on employees’ resistance to change.

When workers see themselves as being treated fairly, they develop attitudes and

behaviours required for successful change. We have noticed some indications of

that everybody has not been treated fairly. The interviewee who has got increased

workload is not fully satisfied, and by all means probably considers that she has

been treated unfairly. Another interviewee emphasised that their benefits were

taken away, and still, some employees do not have the same pay as their colleagues

in Malmö. Except from these interviewees, most of our interviewees seem to be of

the opinion that they have been treated quite fairly during the change process, even

though they do not consider the implementation to be perfect.
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7 CONCLUSION

This final chapter summarises the results of the thesis. Our empirical findings will

together with the analysis be related to the formulated problems and be discussed

by referring to the purpose of the thesis.

The purpose of this thesis was to explore the internal resistance to strategic

changes and draw conclusions based on the employees’ perception of how

resistance should be managed. Therefore, we find it highly relevant to start the

conclusion by bringing forward the most common types of resistance noticed by

us, continuing by discussing measures taken at Sydkraft, and finally conclude how

resistance should be managed according to the employees.

The literature mentions several symptoms of resistance, but we have not been able

to identify many different types at Sydkraft. There were a few employees, who

clearly opposed the changes, but the most wide-spread form of resistance we have

noticed, are dwelling and complaining behind closed doors. Very little is brought

forward to the managers, and they are therefore unaware of many of the

complaints. Our conclusion is that this type of resistance is very common in

Sweden. The Swedish culture is a consensus-culture, and when everything is set,

Swedes do not make visible resistance. Hence, resistance is hard for managers to

notice since it comes in a rather subtle form. This leads us to conclude that when

managing resistance in Sweden, it is extremely important to take action in order to

prevent its occurrence. Management should always assume resistance may occur,

as once it surfaces, it is hard to notice, and naturally, yet more difficult to manage.

Unfortunately, we have too little empirical information about how the visible type

of resistance has been managed or should have been managed, according to the
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employees. The subtle resistance, on the other hand, could certainly have been

better managed according to us. If management had given potential resistance

more careful thought, this kind of resistance would probably have been much less.

At the beginning of the process, management took some measures to decrease the

employees’ uneasiness about the change. They tried to inform continuously,

invited the employees to ask questions, and guaranteed that there would be no

downsizing in connection with the acquisition. We believe these measures were

important in order to prevent resistance, but the employees’ dwelling and

complaining today, strongly indicates that the measures were not enough.

Furthermore, the employees have become more and more negative towards the

change, during the change process. At the beginning of the process they were

mainly positive towards the change, but as the process went along, their previous

positive feelings turned into negative ones. Today the employees dwell and

complain about the way management has handled the change process. Our results

clearly show that the employees have ideas of and suggestions about how to carry

out the change process in a better way, and some of these suggestions are in

conjunction with the literature.

According to our results, we find it to be crucial for managers to be able to

communicate with the employees. In order to do so, it is essential that the

employees perceive they have a good relationship with their manager. In the

Sydkraft case, the employees lack such a relationship, and instead, feel that they

cannot express negative feelings openly. According to the employees, the

managers can work on building up a good relationship by communicating in a

more informal way, and try to get to know the employees better.
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Furthermore, the employees want information about changes at the earliest

possible moment, and preferable prior to the changes go through. This implies that

management has to communicate with the employees, and listen to what they

have to say, before decisions are made. By doing so, the employees will feel they

are involved in the process. At the same time as the employees are informed about

the change, management should try to tell sell the benefits of it, in order to create

a positive atmosphere, create credibility for the change, and increase the

employees’ knowledge about what the change will bring about. At the same time

any negative features of the change must be included.

Another important measure is to educate the employees about the new

circumstance the change will bring about. Things that are taken for granted by

managers may not always be obvious to the subordinates, and educating the

employees in new areas can create understanding and diminish the amount of

resistance. Additionally, it is important to adapt the speed of the change process

to the employees. If the managers communicate with the employees, they will

know which speed to set.

To round off our conclusion, the relationship between the manager and the

subordinates lies at heart of managing resistance, just as it is important in many

other situations. The job with preventing resistance starts long before a change is to

be implemented.
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APPENDIX A: INTERVIEW GUIDE

Name & Background

The Change Process in general

What is your general opinion of changes?

Can you describe the general effects of the change?

What do you think is the background/purpose of the change? How do you perceive

this purpose?

Describe your tasks prior to the change.

Describe your tasks after the change.

What are the advantages/disadvantages of your new tasks?

How do you perceive other employees’ attitude towards the change?

- Were there individuals, who have been very positive/negative towards the

change?

- How could their opinions be changed?



Preparation for the Change Process

When, how, and from whom did you learn about Sydkraft’s acquisition of NME?

Could you have learnt about the change in a better way? How?

- Would it have changed your basic attitude towards the change?

What was your first thought when you learnt about the change?

- What did you perceive as positive/negative?

Did you get worried when you learnt about what was going to happen?

- How did you express your worries?

- How did you express your worries in front of others?

What attitude did your superiors have towards the change?

- How did they express their feelings?

- Have their opinions affected your attitude? How?

When and how were you involved in the process?

- Are you satisfied with your participation?

- If not, how could you have been satisfied?

What did you do in order to express your opinions of the change?

- Did anyone listen?

- Were you encouraged by your managers to give suggestions and express your

opinions?



What possible mistakes do you believe were made during the preparation of the

implementation?

Evaluation of the Change Process

How far have you come in the change process?

- What is changed at this present time?

Has your attitude towards the change altered during the process? How?

- Have you become more positive or negative?

What do you believe your superiors have succeeded with, respectively failed with,

during the change process?

- How could they have carried out the change in a better way?

What kind of support did you receive during the change process?

- Was it satisfying or could it have been better?

- How?

Have other employees’ attitude towards the change altered during the change

process? How?



APPENDIX B: INTERVJUGUIDE

Namn & Bakgrund

Förändringsprocessen i stort

Vilken är din allmänna inställning till förändringar?

Kan du beskriva vad förändringen har fört med sig i stort?

Vad tror du var bakgrunden/syftet till förändringen? Vad tycker du om detta syfte?

Beskriv dina arbetsuppgifter innan förändringen.

Beskriv dina arbetsuppgifter efter förändringen.

Vilka fördelar resp nackdelar har dina nya arbetsuppgifter?

Hur upplever du andras inställning till förändringen?

- Fanns det personer som var väldigt positiva/negativa till förändringen?

- Hur skulle deras åsikter kunna ändras?

Förberedelser för förändringsprocessen

När, hur och av vem fick du vetskap om att NME hade blivit uppköpt av Sydkraft?

Kunde du ha fått vetskap om förändringen på ett bättre sätt och i så fall hur?



- Skulle det ha förändrat din grundläggande inställning till förändringen?

Vad var din första tanke när du fick vetskap om förändringen?

- Vad kändes positivt resp negativt?

Blev du orolig när du fick reda på vad som skulle hända?

- Hur tog sig din oro uttryck?

- Hur uttryckte du din oro inför andra?

Vilken inställning hade dina överordnade till förändringen?

- Hur visade de det utåt?

- Har deras åsikter påverkat din inställning och i så fall hur?

När och hur involverades du i processen?

- Är du nöjd med din medverkan?

- Om inte, hur skulle det ha varit i stället?

Vad gjorde du för att uttrycka dina åsikter om förändringen?

- Fick du gehör?

- Uppmuntrade dina chefer dig att komma med förslag och åsikter?

Vilka ev misstag tycker du gjordes vid förberedelsen av implementeringen?



Utvärdering av förändringsprocessen

Hur långt har ni hunnit i förändringsarbetet?

- Vad förändras just nu?

Har din inställning till förändringen förändrats under förändringens gång och i så

fall hur?

- Har du blivit mer positiv eller negativ?

Vad tycker du att dina överordnade har lyckats bäst resp sämst med under

förändringsarbetet?

- Hur hade de kunnat genomföra förändringen bättre?

Vilket stöd fick du under förändringsarbetet?

- Var det bra eller kunde det ha varit bättre?

-  I så fall hur?

Har andras inställning till förändringen förändrats under förändringens gång och i

så fall hur?


