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Abstract  
Background:  
Change management is a field that all companies need to consider and address. Com-
prehensive research can be found in the subject. Addressing different factors affect the 
outcome of the change project and the degrees of resistance met. Yet there is a gap in 
the research about change management in employee-owned companies and a need to 
consider which the important factors are for different stakeholder in these companies. 

Purpose:  
The purpose was to examine important factors and variables to address for limiting re-
sistance to change among different stakeholder for change management processes, in an 
employee-owned company. 

Method:  
This was a qualitative research with an inductive approach. It was a single case study, 
including multiple semi-open interviews for collecting the empirical data. The method 
used for analysing the empirical data was thematic analysis.  

The case selected was a Swedish medium-sized company with in the sector of industrial 
weighing, with two thirds of the employees being owners.  

Conclusion:  
In this study, we concluded that there are little differences between owners and non-
owners, dependently due to the contagious behaver and mid-set of the owners to the 
non-owners. Owners tends to seek information and therefore they are slightly more 
prone to change.  

We determined three types of resistance, verbal, quiet and acted. Resistance to change 
limits when the goal and purpose being put into clear context while including the finan-
cial aspect. Further involving the employees in the decision and implementation process 
along with local sponsor promoting the change is crucial, for positive change attitude 
and outcome.   
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1 Introduction 
In this chapter, a brief background of change, why organisations need to change, some 
key factor of success is introduced in relation to organisational ownership structure. 
This is followed by a problem explanation and the reason why research in the particu-
lar field is important. Lastly, the research purpose is presented. 

1.1 Background of change management 

When a company grows, within profit, numbers of employees or their product range ex-
pands, it is usually necessary to make some changes in the company's organisation, such 
as hiring more people, clarify who is doing what, prioritize, process development etc. In 
academic terms, this is called change management. To succeed and grow, an organisa-
tion needs to evolve (Anonymous, 2015). Also, McKinsey & Company (2008) support 
this view and the findings of their global survey show that constant change is important 
for organisations to thrive and to have continues growth. 

More importantly, change does not mean the same thing to all employees within the or-
ganisation. Change comes in many sizes, shapes and disguises, depending on the posi-
tion, background and experience their viewpoint might be very different. This is not 
necessarily a weakness, it is just a starting point for a discussion and information shar-
ing, for the organisation to form and build a more comprehensive picture of the change 
(Todnem, Burnes, & Oswick, 2011). 

Change management is not something new. Lewin published his model in concept of 
organisational development already in 1947, and there is a lot of literature in the subject. 
Different models of how to manage and to deal with change within a company exists 
(Todnem et. al, 2011). Several models for change have been discussed and deliberated, 
this since organisations have different characteristics, needs and challenges. As Emerald 
group (2015) states, it would be reckless to believe that change is one concept and can 
fit all of it, under the same scope. 

To be successful when using a model, an important factor is to locate and pick out the 
right individuals for the different tasks, and involving the employees in the change pro-
cess. More involvement from the employees will develop a more positive attitude to-
wards change and generate a more successful process (Burnes, 2009). To create an ef-
fective process, throughout the process of change, communication and releasing infor-
mation about the change is vital (Klein, 1994). Change models normally starts with 
identification of problems that prevent the company's goal of higher effectiveness or 
profit (Cummings & Worley, 2014). Also, Gill (2002) accentuate to manage prosperous 
change, it must be planned, organized, directed and controlled. Further Gill (2002) 
claims that the key to success is effective leadership. According to Cummings and Wor-
ley (2014) a classic research model focuses on a cyclical change process, using infor-
mation, data collection and feedback. They also argue that there are four basic methods 
of collecting data: interviews, questionnaire, process observations and organisational 
performance data. Different organisations are shaped and structured differently and 
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therefore they have different need for change, and as Burnes (2009) conclude, there is 
no “one best way” to manage change. 

1.2 Organisational ownership structures 

In Sweden, there were 1 200 106 active companies in February 2017, a great number of 
them, 37 %, are registered as a Limited Liability Company (Statistics Sweden, n.d). 
There are two types of limited Liability Company: private and public. In a private lim-
ited company, no trade of the shares is allowed (Berk & DeMarzo, 2014), whereas in a 
public limited company, the shares are allowed to be traded on the open market. A pub-
lic limited company can advertise and expose their share for a purchase to the general 
public. Shares from a public limited company are traded in organized marketplaces, to 
sell shares in Sweden the company become listed at the Swedish stock exchange, 
Nasdaq (Swedish Companies Registration Office, 2016). Though some companies are 
organized differently, one case is for example where the employees own the company 
themselves. Employee-owned structures can be approached in different ways, the em-
ployees own shares of the company or they have “decisions-making powers” (Boatright, 
2004). 

In private liability companies where the employees together own the total amount of 
shares, there is a risk for a clash of interests, or that the representation of the boards of 
directors are not likely to be effective (Boatright, 2004). There is a risk that the owners 
are interested more in increasing their own return on the expenses of the overall wealth 
of the firm (Boatright, 2004). At the same time study shows that employee-owned com-
panies are more profitable than companies with a more traditional ownership structure 
(Buchko, 1993). Further studies have discovered that the employees’ loyalty increases 
with employee ownership (Kuvaas, 2003). The cooperative firms are most common in 
the sectors of: agriculture and food industry, financing and banking services and insur-
ance (International Co-operation Alliance, 2016).  

1.3 Problem 

Change management exists in all organisations, but which is the difference, if there is 
any among different organisations of how to address change management processes for 
limit the resistance and create a nicely implementation environment? 

Communication and involvement are important elements for success when a change 
process needs to be implemented (Burnes, 2009). In the process, well-known models of 
how to manage change, planning of change, and how to keep continuous positive 
changes are often taking the elements into consideration. Theoretical change models and 
earlier research discusses some important factors of how to succeed with changes. Is 
change management in employee-owned companies different, what are the challenges 
for these companies? In employee-owned companies, owners often possess positions at 
different levels within the organisation, it is not necessarily only leaders or top manager 
who are the owners, will this make a different when working with change management? 
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According to SCB, 37% of the Swedish companies are limited liability companies, how 
many of these that are employee-owned is difficult to say since the owner structure is 
not a reported form of corporates. The research tells us that the owners may be more in-
terested in their own results than the company best (Boatright, 2004).  

There is a gap in research knowledge in the area of employee-owned companies regard-
ing the expectations of implementing organisational changes, their attitude to changes 
and how to limit the resistance in order to enlarge the chances of a successful change 
process. What types of problems is there to expect when new processes are constructed, 
in the organisation and how to avoid these types of problem areas? Is there a way of get-
ting the employees in positive manners, to adopt the news that the change will imple-
ment?  

1.4 Purpose 

The purpose with this study is to examine what important factors and variables has to be 
addressed to reduce resistance to change among different stakeholder for change man-
agement processes, in an employee-owned company.  

  



 

 
4 

2 Theoretical framework 

In this part, we present previous research and theory in the subject of change manage-
ment and employee-owned companies. 

2.1 Change management 

Change management refers to improving the organisation. In todays globalized envi-
ronment, where the market is in a constant movement, adjustments must constantly be 
made. This to keep up with the competition and stay on track in the market. Things that 
worked in the past will not work in the future and this concerns both business organisa-
tions and the society (Burnes, 2009). Unfortunately, mostly organisational changes are 
not successful or significant (Wilcox & Jenkins, 2015), and the reason for this is that 
changes in a deep-rooted process in an organisation and changing the culture of the or-
ganisation is very difficult (Burke, 2011). One of the difficulties is that if there is noth-
ing clearly broken, what is there to fix? Questionable assumptions like these are one of 
the things that change management must overcome to be successful. A second feature 
and very common in change management is resistance, since change mostly is accepted 
as long it does not concern me the individual (Burke, 2011). Even though resistance is 
not a natural state of mind, it is a reaction to not being heard or involved in the process 
(Wilcox & Jenkins, 2015). Therefore, change needs to come together with involvement, 
which will lead to commitment and engagement for people to accept the changes in the 
organisation.  

2.1.1 Models of change management 

To manage change there is some main parts that first needs to be considered. Kanter, 
Stein and Jick (1992) developed “The ten commandments” but the model has been criti-
cized for not leading to any long-term changes in habits or the organisation culture 
(Burnes, 2009). The first, “analyse the organisation and the need of change”, is still 
something to be considered before start with the change process (Kanter et. al, 1992). 
The list continues with importance of a strong leader role, developing structures, and 
communicate, be honest and involve people. 

According to Lewin’s model, change comes in three steps, or phases: unfreeze, move-
ment, refreeze. The first phase requires that the organisations have found a need for 
change, that the business needs to be done differently (Burke, 2011) (Pardey, 2007). Af-
ter the organisation have realized that there is a need of changes, the next phase is 
movement, and in this phase, is not possible to give any meaningful result without suc-
ceeding the first phase. Movement is not possible to conduct if the affected people has 
not understood and approved the need for the change. In the third phases of Lewin’s 
model, it is time for refreezing the organisation, this first when the earlier stages of 
change have reached their goals (Burke, 2011); (Burnes, 2009). 
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2.1.2 Resistance and failures in change management 

Change can originate in any unit in an organisation, but wherever it starts, change re-
quires leadership (Burke, 2011), and patience (Lines, Sullivan, Smithwick, & 
Mischung, 2015). Reactions to change can differ, especially when the changes affect in-
dividuals and the individual loses something of value, most of the time the resisting lay 
in the loss of the known, and forced to move into something new and unknown (Burke, 
2011). Burke (2011) also states that another form of resistance can occur from that the 
person feel a lack of choice, and just need to adjust for the new type of settings. A posi-
tive thing with resistance is that there at least is energy and an interest of the person’s 
own situation. It would be worse if the person shows no reactions at all (Burke, 2011). 
Therefore, it is important to find the right individuals for the process that will help the 
change being accepted. 

Both from reports and peoples experience, it is not hard to find stories about failures. 
Change does not fail because people choose the wrong methods and technologies 
(Griffith, 2002). Instead, Griffith claims that there are no such thing as successful 
change management programs. Burnes and Jackson (2011) confirms the same idea, 
when they state that 70% of the change initiatives fails. The number of 70 % failure is 
also established by Wilcox and Jenkins (2015). Burnes and Jackson’s (2011) study 
shows that poor planning and lack of competence of those who was managing the 
change were two significant factors of failure. Gill (2002) confirms this and add poor 
management to the list, along with poor planning, poor control and lack of resources. 
Failure is often a result of usual events in an unusual combination, apart from above 
stated ineffective leadership and poor planning, it typically consists of engaged stake-
holder failure, resource insufficiency and inappropriate change objective and perfor-
mance metrics (Wilcox & Jenkins, 2015). Miller and Proctor (2016) instead argue for 
establishing a context for change to diminish the risk of failure and enhances the likeli-
hood of a successful change, compared to having unconnected dots and points as arri-
vals in different project. Without a context of change the risk of people in the organisa-
tion being aware of the change but who will not support it, is very high. 

When people feel in control, understand the bigger picture and do not need to guess 
about possible outcomes, uncertainty will decrease and the adaption of the change will 
be smoother: this is why context for change is of value. If instead focusing too much of 
the problems, missed opportunities people will fell anxiety and fear, which has a nega-
tive impact and delay or stop the process of change (Miller & Proctor, 2016). 

Defining change as successful or as a failure is not a black or withe decision. Whether 
change is successful or not, is about the perception of the people involved in change. 
The chance for a successful change is about one in four, if the measure is commitment 
to change (Miller & Proctor, 2016). 

To achieve success, one approach is to address the reasons for resistance, some of the 
most significant are: the reasons for the change is unclear, people impacted by the 
change has not been consulted, the change threatens work relationships and established 
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patterns and deficient communication about the change. In relation to the resistance 
there is the challenge to secure the performance of all involved and impacted people 
(Aitken & Higgs, 2010). 

When a change is about to be announced and implemented, there will be a difference in 
the balance of power. Commonly for those holding current power is vociferous re-
sistance. Challenging the change decision includes conflicts and tensions. Not all em-
ployees are comfortable to challenge an upcoming change, instead these employees 
would prefer to remain in their comfort zoon, provided with familiarization and stability 
of the situation. Due to the tension, conflict and different response from the employees, 
a change will always have winner and losers, some will benefit more than others 
(Wilcox & Jenkins, 2015). 

2.1.3 Success factors 

First to remember, change is a process or a journey, not a destination. The effort for 
completing the process is rarely or very seldom executed by one person. Instead it re-
quires a group effort (Wilcox & Jenkins, 2015). 

Miller and Proctor (2016) points towards six important factors to focus on for increase 
the chances, for successful implementation of changes. 

• Shared change purpose 

• Effective change leadership 

• Powerful engagement processes 

• Committed local sponsors 

• Strong personal connection 

• Sustained personal performance 

However, to achieve the desired change, the single most important factor is the employ-
ees’ behaviours, they must be willing, able and ready to change (Miller & Proctor, 
2016). 

2.2 Cooperative theories 

The definition of a cooperative is an autonomous organisation of people united to meet 
their common economic, social and cultural needs and goals, through a democratically-
controlled and jointly-owned enterprise (International Co-operative Alliance, n.d.). Co-
operative governance is not connected to any certain legal form of company, however in 
Sweden it is most common with an economic association (Verksamt.se, n.d.). 

In a regular limited corporation, the main purpose is to earn money, for the company 
and for the owners, but in a cooperative company, the main purpose is to meet the de-
mands of the members, and the members are seen as the market (Bartilsson, 1990). At 
the same time, the mission of the cooperation is to favour the economic interests of the 
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members (Bartilsson, 1990). A cooperative is a business model based on democratic 
thoughts, usually one member equals one vote (Coop FR, n.d.). The differences of a co-
operative corporation organisation and a limited liability corporation is the ownership 
structure. In a cooperative corporation organisation, the number of owners (members) is 
limited to minimum three, and none of the owners are allowed to own 50 percent or 
more (Beck-Friis, 2009). 

In both France and Italy, cooperative companies are common in all types of business 
segments. The numbers available suggests that cooperated companies are growing and 
employ more and more people (Coop FR, n.d.; Borzaga, Depedri, & Bodini, 2010). In 
Sweden and other countries in Europe, this structure of ownership is still less common 
and when thinking of cooperative, the contrasts are enormous. A cooperative can be the 
small mountain village in Peru that together buy a donkey to transport coffee beans 
down the hills, or a village in the countryside of Sweden decide together to take over the 
grocery store when the current owner want to close it down. It is not as often the 
thoughts and reasons is to aim for a successful forwarding agency or a factory. In fact, 
the most common sectors where cooperatives are located are in agriculture and food in-
dustry, banking and financial services and insurance (International Co-operation 
Alliance, 2016). 

2.2.1 Upsides and downsides of cooperatives 

Cooperatives in Sweden are increasing in numbers, and every year about 500 new coop-
erative companies start up (Beck-Friis, 2009). In a report from The Swedish Agency for 
Economic and Regional Growth, it shows that young people today are more positive to 
start up their own business and the majority wants to do it together with others 
(Tillväxtverket, 2016). There are different types of cooperatives: producer, worker, so-
cial, consumer and more, these have the same main functions, meet the members de-
mand. Since the central idea and the purpose with a cooperation is to create benefits for 
the members. If the members do not have any use of the organisation, there is no need 
for it (Beck-Friis, 2009). 

One of the experienced benefits for the employees with a cooperative organisation is 
that the employees have more influences and control over their own workplace in a dif-
ferent way than if they were employees in a listed limited company (Sektor3, 2012). 
This is also confirmed by Beck-Friis (2009), the workers feel more engagement and in-
volvement in the company, compared with when only being employees. If the members 
are motivated by principles such as solidarity and equality, the effect will be that the 
membership grows, which affect volume increase and the economies of scale are conse-
quently repeated (Nilsson, 2001). 

A manager in a cooperative company needs to obtain greater skills than a manager in a 
regular company, since managers in cooperatives needs to reconsider the wishes of the 
members, the members’ goals and at the same time balance the market needs (Harper & 
Roy, 2001). The member commitment is important when establishing a cooperative 
company, the social settings of the company culture have an important factor on the 
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members. Without this culture, the members can easily abandon the cooperative and the 
organisation will fail. Lack of commitment would imply trouble and difficulties for the 
organisation to even be formed in the first place (Fulton, 1999).  

2.3 Ownership and involvement 

Employee involvement, refers to the ability for employees to be heard and make a dif-
ference, from the top of the business to the bottom (Kaufman, 2003). Organisations per-
form best when the group have the same goals and behaviours, this enhance the solidari-
ty and collaboration for everyone to pull in the same direction. Employees then feel 
greater sense for partnership, common purpose, and commitment to the association 
(Kaufman, 2003). Kaufman conclude in his study, in regular organisations, the employ-
ees have another attitude, the business success is not my problem or the attention is what 
have the company done for me, compared to an organisation where the employees have 
more involvement. One way to stimulate the workers to perform better is to impose 
profit sharing, to generate a win-win situation when the employees get the same interest 
in the company’s financial outcome as the managers and owners (Kris , Kraft, & Lang, 
2015). 

There is some evidence that confirms that profit-sharing increase productivity among 
workers, and that there is no other way that is more effective for boosting productivity 
(Estrin, Graut, & Wadhwani, 1987). Estrin et al. establish that profit sharing is not the 
only way, or the best way to motivate workers, but it creates a deeper connection with 
the firm, and consequently a long-lasting productivity. This has also been seen in Guo, 
Shiah‐Hou and Yang’s (2006) study, profit sharing motivates all employees to perform 
better to increase the annual dividend, but it can have a slightly lagged effect on the 
long-term result of the firm. 

2.3.1 Family business 

In a family business, the owners are linked together by blood or marriage, even extend-
ed family can relate, such as cousins (Uhlander, 2013). Several large companies have 
started as a family business but over generations the owner structure can change, and 
sometimes parts of the shares are sold on the public stock market, but often the family 
owns the majority of the shares. In family business the concentration of ownership, key 
management positions are held by family members, sometimes even after retirement 
(Bertrand & Schoar, 2006). Bertrand and Schoar reports that family businesses have a 
slower firm growth, since they prefer to trust in family members instead of professional 
managers which leads to inefficiencies. Family owners have a stronger long-term com-
mitment and higher levels of engagement than non-family owners (Uhlander, 2013). 
Decision making among family members in family businesses often maintain status quo 
to avoid conflict. When decisions fail to appear, no debate or arguing is required 
(Chirico & Bau, 2014).  

Similarities with cooperative ownership, such as the new owner or member can be in-
volved within the business without any other requirements and qualifications except that 
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in the family business case you are related to the former owner and in the cooperative 
ownership, if someone want to be a member the individual pay for a part, i.e. the mem-
bership fee. Studies indicates that cooperative ownership are often more effective since 
they have higher levels of involvement in the company, than other businesses. There-
fore, they are more productive (Pérotin, 2012). 

2.3.2 New theory and model Research model 

Change management is not a new concept. However, adding a complex ownership 
structure of the firm complicates the process. Previous research tells us that Lewin’s 
model (unfreeze, movement refreeze) change model still is valid. 

Based on existing research about change management and motivational factors in an 
employee-owned company, we have adjusted Lewin’s model and developed our own 
theory of what factors that are significant for limit resistance to change in an employee-
owned company and what weight to put in each phase to meet the expectations form the 
employees. 

It is highly important to have context for change for being successful (Miller & Proctor, 
2016). In our model, we concluded that this is of a very high relevance, particular from 
the perspective of making profit by being one of many owners in an employee-owned 
organisation. 

To be successful in change management approaching and limit resistance is crucial, 
therefore we argue for put a lot of effort in the first phase -unfreezing.  

 

 
Figure 2.1, Model of Change. Source: adjusted from Lewin (1947) 

 

The importance of the unfreezing phase is for the current system to be shaken up, and 
understand the need of doing business differently. The organisation has to almost reach 
a vulnerable condition (Burke, 2011). Shaking up the system creates uncertainty among 
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the employees and uncertainty is the opposite of being in control and understand the 
bigger picture and therefor the risk of resistance to change increases. By superinduce a 
clear context of change the risk of resistance to change will instead decrease. 

2.4 Research questions 

To fulfil our purpose for the research we clarified it into two research questions. Which 
has evolved during the process with our theoretical framework. The questions are there-
fore formulated as:  

RQ1 – How can resistance to change be reduced during the process of change in an 
employee-owned firm? 

 

RQ2 – How does the view and expectations of change differ between the groups of 
employees, owners and management?  
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3 Methods 
In this chapter, the research methods are presented. First, a short introduction for the 
importance of research and research approach. This follows with the explanation of the 
research design. Next the method of data collection is presented along with a descrip-
tion of how the data has been analysed. Lastly in this chapter the trustworthiness and 
the ethical considerations of this research is described and discussed. 

3.1 Importance of research 

According to Ghauri and Grønhaug (2010), it is necessary to understand research for 
individuals and organisation to handle basic everyday experiences. When a company 
need to make important decision such as a structural reorganisation, merger or when 
taking over a new company they have to practice and exercise research (Ghauri & 
Grønhaug, 2010). 

Research is done to solve problems, and to clarify the problem we need to find out what 
already is known in the subject. A clear understanding of the assumption and concepts 
will enhance the process of creating the research design. Later, the empirical data will 
be collected and analysed. Ultimately, the analysis will lead to interpretations and con-
clusions can be drawn, that finally has contributed to solving a problem or improved the 
theory of the subject. The process is called the wheel of research (Ghauri & Grønhaug, 
2010). 

 

 

Figure 3.1, The wheel of research 

 

We have contributed in the wheel of research process by taking up our research where 
previous researcher finished and now it will be possible for other researchers to contin-
ue studying the same topic and start where we left off. 
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3.2 Research approach 

The epistemology adopted for this study is constructionism with relativism as ontology, 
due to that different realities and as researchers we aim to gather multiple perspectives 
using a qualitative method (Easterby-Smith, Thorpe, & Jackson, 2015). Research ap-
proach is about how theory is involved in the research project, the academic term of this 
involvement is called deduction, induction and abduction. For a deductive approach the 
theory is tested while in an inductive approach the focus is to build and generate theo-
ries, an abductive approach means a mixture of the other two (Saunders, Lewis, & 
Thornhill, 2016). 

The applied approach for this research is inductive. The collected data will be used to 
explore the phenomenon of how employee-owned companies adopt to change manage-
ment. This means that applying an inductive approach we go from specific to general. 
An inductive approach implicates that conclusions will be explained by facts and the 
facts supports the conclusion (Cooper & Schindler, 2011). 

3.3 Research design 

The research design is a draft of how the execution of the research will be done to fulfil 
the objectives and answering the research questions (Saunders et al., 2016). There are 
two types of research methods, qualitative and quantitative, where a quantitative re-
search often is used for theory testing, and qualitative research seeks to develop under-
standing which often build a theory but rarely tests it (Cooper & Schindler, 2011). It can 
be defined by its non-numeric form and of its creation process of interactions and inter-
pretations (Easterby-Smith et al., 2015). A qualitative approach focus on a research 
problem where little knowledge is known, and where the problem needs to be explored 
and an understanding of this issue is desirable (Creswell, 2007). 

3.3.1 The qualitative approach 

A qualitative method can show reactions, feelings and detailed thoughts among the par-
ticipants, compared to a quantitative method that only shows data (Easterby-Smith et 
al., 2015), and this is the reason why qualitative method was chosen for this research. 
The primary data collection technique for gathering data in a qualitative study is inter-
views (Cooper & Schindler, 2011). Qualitative research can be approach differently, 
some commonly used approaches are narrative, phenomenological, grounded theory, 
ethnographical and case study (Creswell, 2007). 

For this research process, we choose a case study approach. We conducted semi open 
interviews in an employee-owned company to ensure an in-depth understanding of re-
sistance and expectations of change management in employee-owned companies. A 
case study approach is a commonly used method when the research question is of the 
type “how?” and “why?” (Yin, 2014). This case study is a single-case design with a ho-
listic perspective. We choose a single case study, for the ability to scrutinize the case 
and to really receive in depth knowledge for the study. A single case study can have one 
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of five rationales designs, critical, unusual, common, revelatory or longitudinal (Yin, 
2014). The case in this research is unusual, employee-owned companies are not the 
norm in Sweden. However, the results and analysis of this research can still be benefi-
cial for the greater community. 

3.4 Data collection 

To answer the research questions, we collected information, first by literature studies 
and later by interviews. 

3.4.1 Literature studies 

A literature study was conducted in the subject of change management, employee-
owned companies and cooperatives along with employee involvement and family busi-
nesses in the perspective of ownership. We started by explore articles in Web of scienc-
es and searched articles containing keywords of employee-owned company, change 
management and cooperative. Since this is a novel area of research, we found a small 
number of interesting articles, we continued our literature search by viewing and explor-
ing references in the reviewed articles. Along with the articles we search in libraries for 
books within the field of cooperative, change management and employee involvement. 

3.4.2 Case selection 

For this case study, we decided upon a few requirements, the majority of the employees 
needed to be owners, the company needed to be in an expansion phase, with ongoing 
and upcoming changes planned, the company needed to be willing to participate in the 
study meaning allow the researcher to interview several of the employees. Finally, the 
size of the company played an important role, since the company had to be large enough 
for this study, meaning at least a dozen employees. The company selected for the study 
is called Flintab. Flintab is medium-sized employee-owned company. They are a Swe-
dish company within the field of industrial weighing, with a headquarter in Jönköping 
(Flintab AB, n.d.). Flintab has been operating in a market where it previously has been 
little competition. Today the market has toughened, with more actors and more aware 
customer, Flintab must do changes in their working processes to stay competitive.  

After being employed for more than two years in Flintab, the employee gets an offer to 
become an owner, when stocks are availed for purchase. Only people who are employed 
in the company are allowed to purchase the stocks. Currently 41 of 67 employees are 
owners of the company (Flintab Holding AB, 2016). When the employment ends, re-
gardless reason the stocks must be sold to other employees.  

3.4.3 Data collection 

The interviews were conducted in person, this to gain in-depth information from the dif-
ferent respondents. In Flintab the owners work all over in the organisation and they pos-
sess positions in several different seniority levels. To receive the most comprehensive 
picture we decided to focus and concentrate the interviews to the owners but still not 
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forget about the employees who not take part in the ownership. All interviews were 
conducted at the company’s facilities in Jönköping. Each interview started with a short 
description and background of the research, followed with an informed consent. A list 
of all conducted interviews is showed in Table 3.1. In total 12 interviews were conduct-
ed, four of these were non-owners, four was female and two was managers.  

Table 3.1, List of respondents and interview details 

No. Date Length Type 
R1 17-03-16 37 min In person 

R2 17-03-16 22 min In person 

R3 17-03-16 36 min In person 

R4 17-03-21 46 min In person 

R5 17-03-21 52 min In person 

R6 17-03-21 58 min In person 

R7 17-03-23 44 min In person 

R8 17-03-23 29 min In person 

R9 17-03-23 32 min In person 

R10 17-03-28 40 min In person 

R11 17-03-28 18 min In person 

R12 17-03-28 27 min In person 

 
The interview questions were openly formed, this to gain a lot information in the an-
swers and for the option to later either use laddering, probing or continue the track giv-
en by the respondent. We followed the same pattern for all interviews, started with 
questions related to change management, followed by questions related to involvement 
and lastly finished with questions regarding resistance to change. For each category, the 
perspective of being an owner versus non-owner was taken into account. The guide with 
questions for all the interviews can be found in Appendix 1 – Interview guide.  

3.5 Data analysis 

Before analysis of the empirical data could be done, an important step of the analysis 
process was to transcribe the interviews. Transcription is a reproduced verbatim word-
processed account (Saunders et al., 2016). Transcription of the interviews allows re-
viewing of each interview in depth but also gave the possibility to take into considera-
tion how it was said not only what was said, which is highly emphasized by Saunders et 
al. (2016). 
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3.5.1 Method of analysis  

The method used for analysing the data was thematic analysis. Thematic analysis is a 
flexible approach for analysing, providing a systematic and logical way of analysing 
large amounts of qualitative data (Saunders et al., 2016). When applying the technique, 
we followed a systematic process of coding the transcribed interviews, meaning that we 
organized them in thematic units (Cooper & Schindler, 2011). This involved organizing 
the data into topics and themes that represented common phrases, expression and pat-
terns among the interviewee participants. 

We also considered to use content analysis, which is an another, yet similar technique 
for coding and categorizing qualitative data. However, content analysis is commonly 
used for analysis qualitative data quantitatively (Saunders et al., 2016). Since we in this 
research build our empirical data from interviews where the importance is what was 
said, rather than not how many of the participants that had the same answer we conclud-
ed that thematic analysis was more appropriate.  

3.6 Trustworthiness 

In a qualitative research, the trustworthiness can be assured by conform to Guba’s study 
of trustworthiness, including the four aspect: credibility, transferability, dependability 
and confirmability (Guba, 1981). 

Credibility in research means to which extent the results are believable, that collected 
data and the studies are accurate described. It is about the internal validity of the re-
search (Shenton, 2004). To ensure high credibility in this research we followed the pro-
cess of research described as the wheel of research by Ghauri and Grønhaug  (2010). All 
the interview participant participated by free will. We emphasized the interviewee’s an-
onymity, also the transcription of the interviews was an important factor for the credi-
bility, this to guarantee that we had received the correct message during the interview. 

In this research, we used peer review articles and trusted book as the main source of the 
prior research in the subject. 

Transferability refers to the readers’ opportunity to judge the work, this is possible if a 
description of the research questions, design, content, findings and interpretations is 
provided (Saunders, Lewis, & Thornhill, 2016). To ensure transferability we described 
how the empirical data was collected. The guide used for the interviews is available in 
Appendix 1 – Interview guide and in chapter 3.4.3 Data collection, a table with the in-
terview details can be found. 

Dependability refers to how the research can be repeated and how similar finding would 
be discovered. To give the readers thorough understand of the research three section are 
of importance. Implementation and research design, detailed data gathering and reflec-
tive appraisal of the project (Shenton, 2004), which we addressed and took into consid-
eration during our research progress.  
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Confirmability is about establish quality of the research, one method is triangulation an-
other (Saunders, Lewis, & Thornhill, 2016). Triangulation means using more than one 
source  (Shenton, 2004). Confirmability is also about require objectivity for collecting 
the empirical data (Shenton, 2004), in this case the interviews. This was achieved by ob-
jective interview questions and further the findings and conclusion is only to be based 
on the experience and ideas of the respondents, not by any influences, bias or preference 
from the researchers, which we established by analysing the data systematically.  

3.7 Ethical consideration 

A very common and first concern discussed in research ethics is to protect the partici-
pants’ rights. The participants need to be safeguarded and protected to not suffer any 
harm (Cooper & Schindler, 2011). To ensure this we informed the participants why this 
research was conducted and the benefits of it. We explained the rights to each partici-
pant and had formulated a written informed consent for each of them to obtain. All in-
terviews were recorded and the permission of the recording was granted before each in-
terview started. The purpose of the recording helped to promote the transparency of the 
interview and ensuring a correct view was represented of the respondent. 

To answer and explicit explain the research questions honestly and accurate is a moral 
responsibility of the researcher. A researcher also need to highlight the strength of the 
selected method but equal important is it to inform about the results reliability and 
weakness (Ghauri & Grønhaug, 2010). 

All the interviewees’ participation has been voluntarily. To receive honest and true an-
swer we decided to keep the interviewees anonymity. 
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4 Results 
In this chapter, the empirical data of each interview is presented. The structure for the 
presentation is sequential, the interviews are presented one by one after each other. All 
interviews follow the same pattern, starting with attitudes and examples, continuing 
with expectations and finalized with resistance. 

4.1 Interview overview 

The interviews, displayed in Table 3.1 List of respondent and interview details, are pre-
sented in this chapter. In order to secure anonymity for the interviewees, the number of 
the interviews have been exchanged to letters from A-L. There is no pattern in the ex-
change from numbers to letters, it is made completely at random. All interviews for this 
case study was done in the mother tough of the participants, Swedish. Therefore, the 
findings, all answers and quotes has been translated to English by the authors. 

4.2 Interviewees experience and expectations  

Interview A 
Respondent A has a very positive attitude to change management, and prefer to be the 
one who support and promote the changes and tries to convince others to also be posi-
tive. The respondent cannot see any benefit to work against changes, especially those 
who already are decided to be implemented. However, this is something that Respond-
ent A have seen been the case for some other colleagues. 

Influence is rather easy to obtain in this company according to Respondent A. The man-
agement team listens and ask questions, employees gets attention and receives the feel-
ing of that one’s thoughts and opinions are appreciated. This is uncommon for other 
workplaces, says the respondent. 

“Where I have been before they have said: ‘this is how we do it’ or ‘no objections - let’s 
roll’. Here it is more…eh... possible to have a discussion, mostly the management team 
are perceptive and keen to hear what people have to say.”  

Respondent A’s expectations of a change process is to first receive the full perspective. 
The need of explaining and to get everyone else in the company to understand the pur-
pose of the change and why it is necessarily, is very important. By being clear that the 
company will earn more money, save money or that the processes will be more effec-
tive, the employees will receive the full perspective of the change. Respondent A states 
that having and open dialogue of the new processes increases the understanding about 
the change among the employees. The discussions and the information needs to be re-
peated so that all employees being affected by the change process, truly will understand 
it. When everyone understands why the processes are necessary, there will be less peo-
ple working against the changes. By letting the employees participate in the discussion, 
share their opinions and brief their inputs about the planned change, the processes tend 
to be easier to accept. The respondent concludes that when the final concept is ready to 
start up, it is time to present it for the whole company. 
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With more information shared, Respondent A assumes that knowledge of the different 
change processes that appear at Flintab would be more known, for the time being Re-
spondent A only have knowledge of processes related to the respondents own unit. Five 
times a year, all employees gather for informative meetings, discussions and teambuild-
ing exercises. At these meetings, news about the different units are shared, but this is 
something that Respondent A would like to have more of, because it is something that 
strengthens the company. 

“The sense of WE, it is probably very important, that it is not they are or them…. but 
WE are. It is everyone's credit that the company is working well.”  

“We (the company) are so big now that we should be able to handle that WE” 

Respondent A’s view on the employee ownership is that it is not clear who is and who 
is not an owner and therefore the respondent cannot see a distinct difference among the 
different groups. Though, the respondent says that both the respondent and other em-
ployees, get the feeling of that the owners are more dedicated to work, and may think 
both one or two times extra before taking an action that will cost the company money. 
Respondent A states that in general, owners show a bit more energy and enthusiasm 
than non-owners, among the employees the respondent has information about whether 
the colleague is an owner or not. 

When we asked about resistance to change, and how it is visible at Flintab, the respond-
ent answered that when it shows, it is usually because denial of the need and unwilling-
ness of accepting the change. Sometimes resistance shows in the form of complaining 
of the new processes, but still the employees follows the new guidelines. There is no 
obvious link between resistance to change and ownership. However, Respondent A says 
that the unwillingness to change depends more often in how long experience in em-
ployment years in Flintab the employee has. 

“This have always been working, we don’t have to do anything in a new way…” 

Interview B 
Only when right information is given, at the right time, Respondent B will have a posi-
tive attitude to changes. The respondent assures that if there are no outspoken explana-
tions about an introduced change process, the acceptance for it will decrease or extin-
guished. The respondent also says that the possibility to involvement in the process is 
important, but only if the changes concerns the individual. If not, the respondent cannot 
see the necessary of being involved in the change process. By being asked to participate 
in discussions and dialogues about things that are connected to the respondent work, the 
employees feel more involved, which can assist to get grater perspective and acceptance 
for the change. The respondent cannot see any different in influence between owners 
and non-owners. 

Respondent B’s expectations of a change process is to receive the right information and 
the right decision-makers must be in charge. How to choose the right people depends on 
the process, but they must be chosen based on knowledge and consider what type of 
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change that will be performed. The employees that directly will be affected by the deci-
sion about a change should first be informed about what will happen. Then, the rest of 
the employees should receive the information, if it is relevant for people outside the unit 
to know. 

“If it is something I see, notice or might be affected by, it is important to receive 
knowledge of it.” 

For Respondent B, it is important that significant information is given individually, by 
the right person. This to avoid awkward moments appearing at group meetings or ru-
mours being spread. Once again, the respondent declare that it is important to let the 
people that are affected get the information first. Information at Flintab are delivered in 
different ways. Respondent B says that group meeting is essential for handing out im-
portant information, but it must be factual and relevant for the receivers. The group 
meetings are also essential since information there always are given first hand. When in-
formation is distributed at the internal webpage, the risk to miss important things in-
creases, since the flow of news are constant and as soon as something new is added the 
further down in the list an old post falls. 

The respondent rejects, that ownership would affect how different employees are doing 
their job. However, the interest of the company and how well the company are doing 
Respondent B believes increases when a person convert from a non-owner employee to 
an owner employee. Both groups of employees are interested in the company’s well-
being, but for those who are owners the feeling of that the company “belongs” to them 
is slightly different.  

“We must move forward, make it good, we want to have a good atmosphere, this is our 
every-day life” 

The respondent believes that everyone, owner or non-owner will do their best and make 
the right decisions, with the judgment of doing what is best from the company’s inter-
est. Respondent B arguing that colleagues should not bother to have an opinion on how 
the other units are working, even if owners often want to know everything, they don’t 
have the knowledge or the overall impression about everything. Therefore, they should 
not be entitled to have opinions about it. 

For Respondent B, the most important factor in a change management process is the 
goal. With a well-defined goal and well-structured purpose the information about the 
change will be easier to understand for the employees. Respondent B also says that it is 
important to involve the right people, with the right competences and the affected em-
ployees to discuss the change. Through discussions new ideas and different views, new 
smart solution will most likely appear. The respondent also tells us that it is important to 
have an individual that “owns” the question and have the power to take a decision: After 
a decision is made, the employees needs to accept the decision, even though it may not 
be a result of their distributed input. 
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Respondent B says that most people are open and willing to change different processes. 
But when resistance is shown, it acts as negative attitudes, non-acceptance and non-
willingness to change a well-tried way of doing things. To deal with these issues, the re-
spondent think that it is important to have a dialog with the affected individuals, ex-
plaining that so far, a good job have been done, but from now on, new times is ahead. 
Things need to be done in a new different way when outlining the new standards. Re-
spondent B cannot see any difference between owners and non-owners when discussing 
resistance. 

Interview C 
Respondent C is uninterested in changes. The general assumptions and opinions of this 
respondent is that if a process already is working and other colleagues know how the 
process is functioning, there is no need to change anything. However, if there is a need 
for a change, Respondent C express how important it is to visualize the goal of the 
change. It is necessary to have an open discussion and debate about whether the change 
will be beneficial for the company or not. Respondent C says that employee involve-
ment in Flintab is working well. For instance, the respondent has been asked to partici-
pate in discussions and express the respondents point of view regarding the change from 
the perspective of the respondent’s position. Whether owners have more influence in 
change processes than employees without ownership must be left aside. The respond-
ents have no comments or opinions about this since the idea about owners have more in-
fluences have never earlier come across the respondent’s mind. 

The expectations of a change process origins in how it can be done as painlessly as pos-
sible. Respondent C explains further that there must be some logic behind the decision 
of the change, and that there is a visible outcome for the process. Later when the deci-
sion is made, management must make sure that everyone follows the new guidelines. 
The transformation has to be delivered quickly and all prerequisite has to be fully pre-
pared, this to ensure that the job of implementing a new process can start without the 
old process ongoing in parallel. There should only be one directive to follow, either the 
new one or the old one. 

An example of a good change process Respondent C enhances is the process of transfer-
ring the product data into the new business system. The changes were done step by step 
and the project team started transferring one product line. They work through all prod-
ucts, one by one until all of them been transferred to the new system. The positive and 
successful actions about the process was to test and try only a single product and evalu-
ate the outcome instead of changing all the products at once. Another successful part of 
this case was the project team, right persons where involved and other employees with 
valuable knowledge got the chance to put in opinions and inputs. 

Owners of Flintab should not have any opinion of the daily work, the daily business is 
manged by the top management team. The only time and opportunity for owners to have 
an opinion about how the business is run, is during the annual stockholders’ meeting, 
which is held once a year. The respondent says that there is a clear difference in com-



 

 
21 

mitment when it comes to the owners, as an owner you are more engaged in work, and 
more dedicated, example by answering the phone after hours. 

When the respondent receives a question if there is resistance to change at Flintab the 
respondent explains that resistance is shown in different forms at the company. A very 
visual way is when other employees are not executing assignments that they have been 
told to do. There are some characters in Flintab that are very dominant and if any of 
them don’t like an idea, they often try to convince the rest of the group to have the same 
opinion. 

Interview D 
Respondent D believes changes most of the time is unnecessary, if something is already 
working good enough, then why bother to change it? To convince this respondent about 
a new change process, evidence of why it is important and what the goal and benefits 
are need to be shown. Equal important is to visualize what the result will be like and 
how it will affect the every-day work assignments. With such motivation, Respondent D 
admits having more acceptance to change processes. However, if the changes benefit 
the whole company and most the employees in a positive way, then it should be a good 
thing to fulfil. The respondent also says that with clear and distinct information, atti-
tudes for changes will be more positive in general.  

When it comes to influence, the respondent explains that it is always easy to express an 
opinion and give a view on a problem, and that the managers actually listen to your ide-
as.  Respondent D clearly says that the ownership does not affect if the managers listens 
to you as a regular employee. Ownership should not affect your work at all, but of 
course the owners have a more long-term interest for Flintab’s financial outcome. They 
are in general more dedicated of the company’s well-being and to take part of what is 
going on and to brief their opinions. Though, the respondent believe that the commit-
ment is more a personal characteristic than a characteristic connected to being an owner. 

Respondent D’s expectations of change processes are that with good and well-presented 
information and sufficient explaining and motivation of why this change is needed, then 
the possibility to succeed with the process becomes enhanced. An example of a process 
that did not had a successful outcome was the implementation of the car policy. The 
policy itself was appreciated among the employees, but the implementation process was 
horrific. The information was presented too late for those who got affected, this impact 
lead to huge troubles for several of the employees. If the information has been delivered 
at the right time, it would probably not be such a big issue and implantation failure.  

The respondent continues with saying that for the ideal process of change, the change 
managers needs to earn trust, and for that, they need to deliver information. It is also 
important to remember how to deliver the information, sometimes the change is not 
positive for the receiver and says: 

 “Of course, it is much easier to change somethings that is positive. If we need to de-
crease number of employees, it is much harder to get a positive acceptance, but that is a 
part of the process. The method is the same, also the failures managers do.” 
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When we asked about how resistance is shown at Flintab, Respondent D says that peo-
ple by nature are comfortable with the known and therefore are unwilling to change. 
The respondent has experience from both work-related situation and private life situa-
tions, that change is a natural development of a person and a process. To stay competi-
tive in business, changes are required. Resistance at Flintab is shown through attitudes, 
people tend to take it personal. Respondent D declares the importance of involvement 
for the employees in change process, the majority of the employees will then get a posi-
tive attitude and acceptance for the change and discourage them who still are negative. 

When it comes to how the ownership affect the employees’ ability to express their opin-
ions, the respondent cannot see any different between the non-owners and the owners. 
However, the respondent states that the owners tend to have more personal traits such as 
being loudly expressive and engage involvement. These persons have more interest in 
making sure their opinions are taken seriously, while the non-owners seem to be quieter. 
Usually, the people that have these characteristics, become owners immediately when 
they get the offer. 

Interview E 
For Respondent E, change management and working efficiently is bundled together. 
Therefore, to increasing the work efficiency, change is needed and can be applied for 
any kind of development. When the respondent discovers a need for change, the most 
natural thing for the respondent is to take the issue, problem or suggestion up for dis-
cussion with the manager and closest colleagues. 

The expectations Respondent E has for a change process is that it will lead to something 
improved and a good result. The respondent express: 

“Expectations… well, that it will be for the better. That is the reason for making an im-
provement, so to speak.” 

It is important that the outcome of the change leads to better results and more effective 
and efficient ways of executing the work assignments, also that it makes it easier for the 
ones who will work in the new process. 

In Flintab it is relatively easy to be involved in different processes. The managers listen 
to different ideas and are open for discussion about a change. Though, the respondent 
does not have any suggestions about how such process should be executed or any im-
portant element that should be included for a prosperous process. 

The respondent says that the general knowledge of ongoing change processes around in 
the company are low, and that the interest of knowing what other units are doing is less 
important: 

“…we have so much work to do, so it is all about focus on that.” 

All employees would like that the company is doing well, but owners are a little more 
interested in the expenses, but all employees is ambitious and eager to execute their 
work assignment well regardless if they are an owner or not. 
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This respondent has not noticed any resistance to change at all in Flintab, it is rather that 
people are more open minded and willing to change. 

Interview F 
This respondent is open to change and believes that it is important that work processes 
become enhanced and are up to date. Respondent F says that is easy to get involved in 
the different processes that appears in Flintab, though, in this case it is a result of posi-
tion the respondent possess. 

Respondent F has noticed that in this company it is common for the owners to clearly 
express their point of view, regardless of what position the owner holds, since they want 
to influence the path of the decisions. It is not the same for the non-owners. Often own-
ers have more opinions in general, but the respondent cannot see that this actually affect 
how the management team runs the business. 

Being involved in different change processes is common for this respondent, it is in-
cluded as a part of the assignment of the position the respondent holds. The respondents 
explain the importance of being just an employee in the everyday work. It is only possi-
ble to deal with opinions related to the ownership at the annual stockholders’ meeting, 
but if anyone has something on their mind owners can always make suggestions and 
proposals to the stock committee who will administrate and prepare questions until the 
meeting is held. If the employees have other opinions and suggestion regarding daily 
processes, Flintab uses a software for deviation handling and continuous improvements. 

When Respondent F speaks about important actions in a change process, the respondent 
emphasizes that the management or project team must present the background of the 
change along with the reason of why the change is needed. How the implantation will 
be done and what the outcome and goal is. Understanding the reason is a key to success-
ful changes. Respondent F have been part of a process that struggled during the implan-
tation but now when it is in place all employees understand the benefit. About this pro-
cess, the respondent says: 

“It could have been better explained. We lose this amount of money by doing it like this 
and because of these mistakes we need to do this and this.” 

The respondent says to bring up the financial aspect already in the presentation of the 
change process is important, especially in a company like this, where many of the em-
ployees are sharing the ownership of the company. Money is an aspect that often is in-
volved and sometime quality, says the respondent and add: 

“The owners are owners for the reason to earn money.”  

Comments about financial status are often heard in the building or corridors: 

“We can’t do this, it cost too much money” 

Respondent F admits that there is resistance to change in Flintab. A common way to ex-
press discontent is to continue as usual and not adopt accordingly to the decided or im-
plemented change. The response from these people who by action refuse to adopt the 
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change, is that the way they have organized their assignment earlier has work for sever-
al years so way should they change now. Respondent F believes that to avoid resistance 
in the future it is important very early in the process to inform and clearly state the ben-
efits of the change. The respondent also encourage management and the project teams to 
bring in other colleagues and employees for discussion in the development stages of the 
change. This since people who has been involved in the change and understand the rea-
son for it, much easier adopt and implement such change. 

Interview G 
Respondent G has a very positive attitude for change management. Though, the re-
spondent believes that the key to succeed with changes is to use professional consult-
ants, since they have experience and knowledge that the employees at this company not 
have. The company have good possibilities for improvements and with stricter guide-
lines the chances increases for getting a good result when implementing a change. 

How update people are in the different on-going change processes in the company, are a 
matter of personal interest and dedication of knowing, the respondent explains. If some-
one want information, they can get information either by asking colleagues or taking 
part in discussions. The information is also provided during monthly information meet-
ings, but in general, the grade of involvement is on behalf of the respondent’s interest. 

The respondent’s expectations of a change process is that it must be well structured, 
with a clear goal and a tangible result. In some cases, there is a need of improved guide-
lines, for example in purchase, to ensure all technicians to have the same equipment. 
Another example the respondent has is Flintab’s car policy. The policy changed and not 
everyone is happy about it, but it is the same policy for everyone, and benefits the com-
pany more when all Flintab’s cars will look more similar. The policy is a result based on 
input, discussions and dialogs of involved employees, though the final decision was 
made by the managers. Respondent G continues with saying that when a decision is tak-
en, the employees needs to accept it, since it is made in Flintab’s best interest, even 
though it may not suit one’s personal interests. 

Respondent G says that ownership does not affect how the employees performs their 
work or their relation to work. The attitude of this is more due to personal characteris-
tics than a result of being an owner. For example, if someone demand more knowledge 
about the company or if someone have a lot of opinions, explains the respondent and 
says:  

“I care about the company, and how it can benefit me, but that’s how I am as a per-
son”. 

With the right motivation and explanations of why a change process are needed, re-
sistance to change would most likely not appear. Respondent G says that today there are 
issues with the structure of how to execute different tasks, and people are complaining 
over different things. The respondent mainly noticed the resistances by negative atti-
tudes. To avoid this negative attitude and solve the situation, information is the key. 
This by showing and explaining what the outcome will be, point out the benefits for the 
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company and explicate how much money that can be saved or earned by implementing 
the change. Make the employees realize that this is the only way of doing this process 
from now on. 

“Through motivation, but at the same time indicate that we are going to do this. Let’s 
test it, now when we have decided to do this” 

Respondent G sees no connection between resistance to change and ownership. Every-
one at this company has opinions, it does not make any different if they are owners or 
not and it should not be noticeable either: 

“The deal with the ownership, it is so, as we know here, it doesn’t have anything to do 
with how you work here or so.” 

The respondent explains that the ones that are loud and express their point of view both 
loudly and widely all the time, would have made their voices heard anyway, regardless 
if they are an owner or not. It is a personal trait not connected to the ownership of 
Flintab.  

Interview H 
Respondent H has a very positive attitude against change processes. It is fundamental 
when holding this particular position. The respondent’s supervisor is prone to start and 
carry out changes which is an advantage for Respondent H and at the same time it is 
beneficial for the company. Flintab need to encourage change to keep up with competi-
tors. This respondent feels great influence is given when it comes to different change 
processes. It is naturally and aligns for the position the respondent possess. Regarding 
some processes the respondent have the authority to make the decisions but if the 
changes of the process will make a considerable impact, the decision is made by the top 
management team, but according to the respondent they are always open for suggestions 
and propositions. The respondent accentuates the importance of keep it all together 
when working with change management, otherwise it is easy to lose track, and mentions 
another viewpoint about how to establish a promising change management process: 

“Especially that not everyone can have their opinions addressed all the time about eve-
rything.” 

The respondent explains that a leader gestalt, who favours open communications, both 
ways, is crucial for a project’s success. Still, the leader has to have authority and cour-
age to take decisions when needed. Discussions and communication are a huge part of 
the process but making decision conduce the process forward. 

“Cause, it has not been very clear here, seen in the rear-view mirror. It was fun, but 
now it is like this and we need to do this. Since one like to earn money, it is the point. 
And if too many is involved, it will fail, eventually”. 

The respondent cannot come up with a particular example of a good process but does 
express the benefit of the openness and adoptive to changes that the top management 
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team shows. It does make it easier to work through the change process, even in cases 
when the goal is set but the course of how to reach it is missing. 

According to Respondent H, information about different change management processes 
are mentioned during the large cooperate meeting held four times a year and e-mail dis-
tributed to the employees in monthly cooperate information letters. If someone is inter-
ested more in detail about a certain process it is up to the individual to collect this in-
formation and knowledge.  

In Respondent H’s opinion, key factors for change management process are, to establish 
an extensive pilot study for the purpose of knowing exactly what to achieve for the final 
outcome and letting everyone know what is going on. Finally, it is important to make 
sure everyone knows who is the decision makers in this process.  

The respondent acknowledge resistance against change in Flintab. Often the resistance 
is expressed verbally and a common phrase is:  

“Oh no! Will never do such thing, forget it” 

An idea that Respondent H has for reducing resistance against change is for the top 
management team to be more distinguish with their decisions. They need to manifest 
the change and the reasons for it and explain what will happen to the company without 
the changes.  

Interview I 
Respondent I explained to us that change is necessary, not always fun but necessary. 
With the position this respondent hold, influence and insight in the company comes nat-
urally with the assignments. The respondent clarifies that the insight and influence only 
depends on the position and not whether the person holding a certain position is an 
owner or not. Respondent I clarify that when implementing a new process, it is im-
portant that the vision of improvement includes savings and effectiveness. So that the 
cost of the new process not increase or that it gets more complicated to deal with.  

This respondent is involved in a lot of the different change processes that currently is 
progressing in Flintab. Due to the position, a lot of information reach the respondent, 
but the respondent also say that it is up to the individual and the individual’s curiosity, 
to ask for information and find out what is going on. It is important to have a clear idea 
of the goal, something attractive, or at least neutral.  

Respondent I states that being owners, the commitment for the company increases and 
the wishes and desires for the company to perform well financially evolve. At the same 
time, it is all employees work to do their best, that is a part of pride by working. The re-
spondent say that this is something that are noticeable among the owners in this compa-
ny: 

“Yes, I would like to say so, it will go from neutral to positive engagement. Say half are 
neutral and half positive.” 
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As an owner in Flintab the employees with ownership tends to expect that they should 
be more involved, and get more facts both about small and large thing. That they have 
the right to be involved in processes. Respondent I continues, in a listed company, em-
ployees get a directive, ‘this is going on’, and that is it, everyone adapts.  

Resistance is visible, since people still want to have what is comfortable, and if nothing 
is changed, then the person will stay comfortable. Though, changes are necessary, since 
the world outside the company is changing, and therefore Flintab cannot stay the same. 
Either by questioning everything, avoiding and trying to not do things in new ways, is 
how resistance to change are shown mostly at this company, it appears to be shown in 
groups of workers that do not have managerial positions.  

Respondent I state that all changes need time, the more people involved the more time 
and information is needed, to get everyone on board and the process needs to be dealt 
with care, if it is to abrupt most likely it need to start over again. For a successful 
change management process the respondent highlights the importance of explaining 
what will happen, how it will happen, and explicate the goal and vision. 

Interview J 
Respondent J describes that change and its processes at Flintab are often executed well. 
It is possible to influence the processes, it is always an on-going dialogue, hence get the 
option to speak for your cause is not difficult, if someone like to present something. 
When the sales department has made changes, they have structured them very well, 
which has been good and the respondent commend the top management’s involvement 
in those projects. When a change process fails in Flintab, its origin is most often the 
connection to people and how they have been managed. The respondent states that to 
not fail the process-owner must have a clear goal and a plan of how to reach the goal. A 
substantial and fairly detailed step by step plan, not just shot out a number of efficiency 
percentage increase. Respondent J states that, later along the way correspondent and 
matching between the reality and plan must be done, either it will be a check to move 
forward or to iterate the failed section and do it again, if something is missing. A project 
team must be composed with correct people and hold appropriate competence for com-
pleting the project. Otherwise, top management must step in and that of course creates a 
lot of tension. 

“Sometimes it is done this way and next time that way, but it is about the feeling of do-
ing the right thing corresponding to what we will do now.” 

Respondent J explains that as an owner one care, probably a little more than the non-
owners, regarding the business progress and often the opinions are in bias with financial 
aspects. Noone likes a deprived change, regardless being an owner or not, but in a thriv-
ing company people feel good. The respondent continues and explains that the key for a 
change process is a distinguish goal and that people are up to date and understand their 
assignment. Apart from that, a thoroughly preparation including a start, stop and follow-
up is very important. As soon as the word about a change process is out everyone start 
to think and imagine if and how that change will affect their work and uncertainty is the 
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foundation for resistance to change. To minimize the resistance, it is probably good to 
present the information’s very accurate, being very distinct but not too drastic, maybe 
by introducing it step by step says Respondent J.  

Interview K 
Respondent K sympathises with changes if the perception of the change means further 
prosperity for the firm. However, the perception is based on the respondent’s personal 
opinions, though, it is possible to change the respondent opinion or persuade the re-
spondent if counter argument can be provided. The respondent continues and enlightens 
that change shall not be done just because change is a hot topic, but if a change is good, 
then it is good. The respondent has great deal of influences in different change process-
es, this due to both the position the respondent holds and long work experience. We of-
ten discuss about changes, it is a friendly environment here, says Respondent K. Before 
a change is about to be implemented, all the employees need to know what the change 
will imply and that this reason is carefully and deeply rooted among the employees. 
Otherwise it is very likely that the implementation and outcome will be a failure.  

People are very involved in the company. Especially the owners who are very engaged 
and therefore really want to know the reason of why and what will be beneficial for this 
proposed change. Beyond deeply rooted and explanation of the cause, a good process 
also includes and accounts for previous mistakes. One should avoid taking a decision 
and expect everyone to follow without having a discussion first, that will only create an 
epic fail. Respondent K clarify that the ownership may affect the employees to perform 
better, hence they can see the benefits with having a good result in the end of the year, 
which results in shared dividend among the owners.  

“Yes, it certainly does, for, of course, at the last end, it is the money that ends up on the 
last line that the owners will share. So, if the change we are going to make will affect 
the outcome, of course, then it affects the owners, absolutely.” 

When we asked Respondent K if there is any resistance to change in Flintab, the re-
spondent answered that resistance to change is a natural state of mind. How different 
employees react towards resistance to change are built in the person and is a personal 
trait of the employee. Some employees speak out loud how disappointed they are and 
others avoiding the change by not following the new guidelines at all, hoping that no 
one will notice. Respondent K believe that good communication and sharing the right 
information will decrease the risks of resistance to change.  

“…if someone comes to me and say, we will change this… my response would be ‘eh, 
why?’ Then someone needs to explain why, that’s my opinion.”  

Interview L 
This respondent has a positive attitude to change. The company need to strive for 
changes. It is a progress to develop further and not stay still in same place. People in 
Flintab has different backgrounds and therefore different views of how things can be 
solved. This is an advantage and it is important to consider, and take in to account of 
this knowledge, says the respondent. In Flintab, there is always the opportunity to drift 
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your own point of view, and afterwards it is up to the persons who are in charge to de-
cide what they will do with the ideas. Respondent L has been involved in some different 
change processes. An often-used tool for change management in Flintab is brainstorm-
ing sessions, it has been useful when they have had discussions about new things and 
processes. The company is in a phase with a lot of ongoing changes and sometimes 
these changes are announced in a rather brusque manner. Respondent L accentuates that 
it probably would be beneficial to be more personalized and clearly explain cause and 
effect. The root cause for resistance has most likely nothing to do with the ownership 
structure it is instead due to the case that a large number of employees has been here for 
many years, even decades. The respondent can often here negative statements about 
changes: 

 “That is how we always done it and why change this”. 

News about different change processes are communicated at the informational meetings 
but the respondent has also heard some in the hallway. According to the respondent 
many owners often express strong opinions, both loudly and widely, but if it is because 
of the ownership or a personality trait is unclear. Everyone is entitled to an opinion but 
not all can be making the decision. Having a team consisting of both experienced em-
ployees and employees affected daily by the changes would enhances the end result, 
says respondent L. Ideally, a change process has review-meetings, the project team de-
cide a path and send out the suggestions to receive inputs that later will be processed. 
By repeating this, more people will feel involved in the process and adapt the change 
easier and with a more positive attitude. The respondent continues and tells that re-
sistance in Flintab is rather visual, the ones that dislike a change express their opinion 
very clearly. It is expressed very straightforward, often to the manager, not by gossiping 
to other colleagues. Resistance is often noticeable when there is lack of information and 
explanations or intruding of someone responsibility. Discussions among correct people 
is important. Sometimes a solution might be very good for one part but for the counter-
part it is worse, then it is important to find a middle way. Respondent L states an exam-
ple from own experiences:  

“How shall we solve the issue to suit you as well?” 

Respondent L concludes and generalise resistance in Flintab to, it is more common 
among those who has worked here very long, and they are often owners but maybe it 
still is due to personality. 
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5 Analysis 
In this chapter, the section will answer the research questions through analysis and in-
terpretations of the result from the collected empirical data. Comparisons and reflec-
tions to existing research is discussed along with a presentation of our updated Model 
of change.  

Flintab is a company with a history of being one of few actors in their market. This lack 
of competitors has allowed the employees to establish their own working processes. 
With changing market positions and threating competitors around the corner the man-
agement team has started to define and organize different processes and work structures.  

5.1 Attitude 

For the analysis of our empirical data, collected during multiple interviews with several 
employees we found that almost everyone confirmed that resistance to change exists in 
Flintab. During the analysis of the empirical data our findings from the interviewees in-
cluded that there is a disaffection of accepting a change, but this disaffection is mainly 
occurring when the change is affecting the individual and the individual’s need to 
change something in an existing work process.  

“Oh no! Will never do such thing, forget it” 

“When you hear about a change, you somehow start thinking ‘oh well, how will this af-
fect me?’.” 

Disaffection of accepting change is also confirmed by previous research. Burke (2011) 
explains that resistances is more often about losing something of value to the person ra-
ther than the change itself. If the news results in a positive profitable result for the com-
pany, in relation to earn more money, the acceptance of the change is slightly higher.  

Further in our analysis we discovered different ways of how the employees react to a 
change management process. Some employees respond positively, with broad ac-
ceptance and willingness to change according to the new conditions while others react 
with less positivism. 

 “Yes, but it's fun, otherwise I would not have taken this job position, it's half the thing 
about this job, it’s in an ongoing change and so.” 

Having a conflict regarding the benefit of the changes among the different employees is 
common. There will always be “winners” and “losers” in a change process. These con-
flicts are noticeable among the stakeholders, in different groupings, functions or teams 
within the company (Wilcox & Jenkins, 2015). Our finding is that the general percep-
tion is that senior leader and top management are positive to changes, though no gener-
alization can be made for owners versus non-owners. The opinions about change is in-
stead based on personalities and this is interesting since it ones again confirms fear re-
garding the unknown and untried, which has been confirmed earlier by Burke (2011). 
However, this conflict between the employees decrease the chances for a successful im-
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plementation. Organisations preform at their best when all stakeholders have the same 
goal and behaviours (Kaufman, 2003). 

In our analysis, we identified three different types of resistance to change: 

• Verbal 

• Quiet  

• Acted 

Verbal resistance is identified as the involved person react with a direct outspoken pro-
test, using their voice. Such resistance is expressed; direct and clearly outspoken when 
the information arrives, every decision is questioned, complains. In these cases, the par-
ticular employees cannot see the benefit of do things in a new way.  

Quiet resistance is identified as indirect, not outspoken to the deliverer of the message 
instead with a negative approach or unwillingness to do things, this can also be de-
scribed as hypocrisy.  

Acted resistance is identified as how the person react on the change, such as not follow-
ing new guidelines or accept change at all. 

The three types do not stand independently, quiet and acted resistance has some com-
mon linkage. Verbal resistance is overrepresented but in many cases those who uses 
their voice also engage actively in some kind of action. An example given by one of the 
respondent when this respondent receives a straight directive is: First the respondent us-
es their voice and loudly express discontent. Followed by not executing the directive, 
however eventually a while later the respondent potentially agrees to the change if a 
well-motivated explanation can be provided.  

5.2 Expectations 

The expectations for change processes among the respondents have similar characteris-
tics. The respondents claim and demand information and like a good explanation about 
why this process is important. The majority of the respondent signal that, it is important 
to receive knowledge for a full perspective of the change process. The analysis provides 
us with knowledge that Employees holding a non-managerial position does not perceive 
themselves as adoptive and willing to change as employees possessed in positions with 
a different seniority level.  

Based on previous research, poor planning and poor management of a change process is 
common for failures (Burnes & Jackson, 2011; Gill, 2002). Surprisingly it was less im-
portant for this group of respondents to included reoccurring controls a follow ups in a 
change process, actually only very few of them briefly mentioned follow-up actions 
during an on-going process or after a completed change process.  
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5.3 Classifications of resistance 

5.3.1 Verbal resistance 

During the analysis, we found that the first and most obvious reaction to a change pro-
cess are expressed verbally. First because it is a direct reaction to express feelings, and 
therefore this is the first reaction one will notice. Second because for most people it is 
easier to express themselves in a verbal way, and for other actions the response time is 
longer. Several interviewees have commented their experiences of resistance with ex-
pressions as:  

“…if someone comes to me and say, we will change this… my response would be ‘eh, 
why?’ Then someone needs to explain why, that’s my opinion.” 

“That is how we always done it and why change this”. 

“This have always been working, we don’t have to do anything in a new way…” 

Most accentuated, is verbal resistance when employees using their voice loudly, either 
between colleagues face to face or in the common areas, during lunch break or infor-
mation meeting. Less common but still noticeable is chatter in the hallway. This is an 
indirect and non-official verbal resistance. The chatter is not always necessarily nega-
tive, but the reaction tells us that there is something underling when the employees do 
not express their feelings and thoughts directly to the receiver or to the one who deliv-
ered the message.  

The purpose for chatter is to find alliance that support your view, but risk increases for 
generating defects in the net of information. Which is a crucial negative impact since we 
found that many of the interviewed employees in this case study highlight the need and 
want for accurate information, delivered by right persons. Providing information is vital 
for an effective process which Klein (1994) established earlier. Chatter in the hallway 
can be disturbing and implicate false information such as rumours which can generate a 
spread of fake news within the company along with a delay, interruption or failing fac-
tor for the change project. 

5.3.2 Quiet resistance  

Quiet resistance also defined as hypocrisy. Among the employees some does not agree 
or accept the decision of changing a process. The attitude to changes among the em-
ployees are shown both as positive and negative. In general, only negative attitudes are 
noticed, and these can be seen as unwillingness to accept a new guideline or policy, a 
way to express discontent is to continue as usual and not adopt accordingly to the decid-
ed or implanted change. It can also be showed as denial, employees does not see or un-
derstand the purpose or need for a change. Instead such employees do everything to stay 
in their comfort zone.  
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5.3.3 Acted resistance  

Acted resistance is experienced in a direct way. An action can be refusal to follow the 
new guidelines, meaning accepting that this new decision will change the workplace in 
some way. Employees avoid doing the things they should, for example keeping old sys-
tems as long as possible, with some good luck no one will notice. These active choices 
and decision to not follow new guidelines is closely connected to hypocorism.  

Several of our respondent have said that they have experienced that it has occurred that 
employees avoid changing their behaviour, even though they have new guidelines to 
follow.  

“That no change is done, people continue to work as they always done, it has worked 
for all those past years. Even though there are new guidelines and that the manager 
urge the person to do things according to the new guidelines, some still continue as be-
fore, since it always been OK in the past. That is an active choice of action.” 

5.3.4 Stakeholder’s resistance  

Noticeable is that no clear pattern can be discovered whether resistance is more com-
mon for a certain group of employees. Most of the respondent have said that they can-
not see any difference in acted resistance between owners and non-owners. Though, 
many of the respondent have noticed that there is a difference in how resistance appear 
between long-time employed employees and shorter-time employed employees. We 
found that when employees have had the same assignment or have used the same meth-
ods and processes for several years, they tend to like the situation where everything is 
known and this generates a lack of acceptance or openness to new methods. For em-
ployees who has less experience in the company, they are either younger and used to 
changes or have worked in other workplaces and have positive experience of changes 
from those workplaces. With very long work experiences in Flintab, the knowledge of 
how things have been, and the possibility to compare with earlier methods and process-
es plays an important role. They have seen better times and refer this history to better 
decisions.  

5.4 Avoiding resistance 

5.4.1 Involvement 

Our findings determine that acceptance to change among the employees in Flintab 
would have increased if they would have been more involved. However, this finding is 
based on the interviews with several of Flintab’s employees, we cannot claim based on-
ly on our empirical data whether this is eligible when a change process is in action. 
However, the more involved employees are in a change process, their positive attitude 
towards the change process increases (Burnes, 2009). The more employees are listened 
to, the more open minded they become for new structures, which gives the employees a 
feeling of having some control and understanding of the process (Miller & Proctor, 
2016).  



 

 
34 

For the interviewed employees in Flintab involvement can be exercised in different 
ways, either through informative communication or active participation. Communi-
cating information about different ongoing change processes but also processes that are 
going to be introduced in the near future is an important involvement factor for employ-
ees in Flintab.  

“That employees get response on their opinions, that the management team listen to 
us.“ 

We have also seen that it is important for the employees how the information is deliv-
ered. The chances of receiving acceptance form the employees improves when it in-
cludes the correct criteria’s. Meaning it must be delivered from the right source (mana-
gerial positions) and at the right time (before the change take place). Several of the em-
ployees interviewed in the case study feels that this is very important. 

“That information is provided personally or in group with the one or ones it applies to. 
So you get the chance to talk. NOT in an email. And maybe not only at one occasion, ra-
ther several and repeated occasions.” 

The other important involvement factor is that they get possibility to be part of a dialog 
during the change process and be a part of the implementing project team.  

We also found that among the interviewed employees, the ones who had been employed 
for a long time (over a decade), the more dedicated they are to the company their inter-
est of be involved in the decision-making arises. The longer the employment length an 
employee has, the risk tend to be greater for the employee to become more conservative 
and unwilling to change. Though this is not a specific trait that can be generalized to 
something specific for the whole employee range. Instead it should be highlighted to 
improve the demands for the employees of explicit explanation of why and how a 
change will benefit the company, and themselves, both short-term and long-term.  

Looking at Flintab as a cooperative, the interviews provide information that there is a 
wide interest of being involved, both in the individual daily work as well as in the daily 
work for all units and a wider interest for how the company perform. One thing of the 
cooperative aspect we found was that the employee who are owners often demand more 
knowledge in all types of processes that occurs at the company, than non-owners. In a 
sense this can be compared with that owners acknowledge their need and own interest to 
satisfy their needs and demands, which is one of two fundamentals in cooperatives. The 
other fundamental core business for a cooperative company is to earn money and to 
(Bartilsson, 1990).  

Another finding is that the individual’s characteristics can affect the outcome if they 
choose to be owners or not. The findings from the empirical data implicates that the 
more dedicate and engaged an employee is about their work, the more likely they chose 
to become an owner. Employees who have become owners do put in a little more ener-
gy and dedication in their work and related assignments. This is interesting and align 
with the fact that employees in a cooperate company feels more engaged and involved 
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than people who only are regular employees (Beck-Friis, 2009). Several respondents 
expressed that they noticed a difference in the participation level of involvement for the 
employees in Flintab compared to previous workplaces which has had a more tradition-
al ownership structures. With a mix of non-owners and owners, along with owners hav-
ing different voting mandate, Flintab is not a textbook example of a cooperative but it is 
still interesting that the findings show evidence for employee-owned companies like 
Flintab, is acting and have rather similar behaviours.  

5.4.2 Influence 

Being influential is close related to involvement. For owners influence is important re-
gardless position possessed by owners they like to influence the decisions and express 
their point of view when a changing process is around the corner. In a family business, 
trusting a family member to run the business instead of professed mangers leads to inef-
ficiencies (Bertrand & Schoar, 2006), and decision making often fail to appear to avoid 
conflict among the family members (Chirico & Bau, 2014). Comparing Flintab’s own-
ers with family members in family businesses, this perspective gets an interesting view. 
The owners do argue for their cause and do not avoid conflict, which is common with 
family members, on the other hand they gladly express the opinions which lead to inef-
ficient and longer decision making processes, coherent with prior studies about family 
businesses (Chirico & Bau, 2014).  

Several of the respondents tell us about an open and friendly work environment when it 
comes to have the possibility to be influential and have the change to affect the process-
es of change. The management team are open to discussions, suggestions and opinions 
about different changing ideas.  

“Where I have been before they have said: ‘this is how we do it’ or ‘no objections - let’s 
roll’. Here it is more…eh... possible to have a discussion, mostly the management team 
are perceptive and keen to hear what people have to say.” 

5.4.3 Context of change 

Almost all the interviewees highlighted and pointed out that a reason for a change must 
be explained very clearly to avoid resistance and it must be described in detail which is 
in line with previous research which explains that the change process will be smoother 
when the affected employees get the whole spectra, the bigger picture of the process and 
its clear outcome (Miller & Proctor, 2016). When employees understand the value of 
the change, acceptance and adopting the change will happen faster. And the owners are 
more likely to do that because they actively seek information. This is confirmed by al-
most all the interviewees, they would have a more positive approach to a change pro-
cess if they can see both the benefit for the company and for themselves and this seems 
to be more important the longer people have been employed at Flintab.  

It is important to sell in the idea and the result of the process, and explaining that the 
change process is a journey, not a destination (Wilcox & Jenkins, 2015). Mangers in 
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Flintab need to let the employees participate more and listen to their ideas and point of 
views, and by this involve them in the process since this is highly important to employ-
ees in Flintab. However, an unpredicted twist in our findings was that, the ideas may not 
need to be addressed or used, the important part is to be heard and to receive an evalua-
tion of the idea. This is in similarities with previous research for how mangers in a co-
operative company need to act. Mangers in cooperatives must obtain greater skills to re-
consider both the wished from the members and for company goals (Harper & Roy, 
2001). The most crucial aspect for the change manager or project leader, is to present 
the facts and information about the change in a setting understandable for all employees. 
They need to understand why it is important to proceed with the change and what will 
occur if they don’t change this process. A change manager or a project leader really 
need to explain why they cannot stay and continue working according to the old pro-
cess. For the employees who are owners we discovered that there is a level above ex-
plaining the cause and context, the key factor is to promote how the change will affect 
the profit and their dividend, both short-term and long-term. The owners have a strong 
interest in Flintab’s financial result and based on how the change is related to the finan-
cial result they adapt new changes differently. 

5.4.4 Elements in the change process 

In a process of how to implement and change successfully, it is shown that there is no 
difference between employees who are owners and those who are not. In many of the 
cases they all like to have clear goal and open climate of discussion about the change.  

In our theoretical framework we enhance six factors, playing an important role during 
the implementation of a new process (Miller & Proctor, 2016): 

 Shared change purpose 

 Effective change leadership  

 Powerful engagement processes 

 Committed local sponsors 

 Strong personal connection 

 Sustained personal performance 

After analysing the empirical data, we partially come to the same understanding. With-
out a context for the change, employees of Flintab have difficulties understanding the 
purpose, by providing a clear and understandable context for change, a shared purpose 
will be easier to obtain. By involving and engaging the employees in the process less re-
sistance emerge. Local sponsors play a very important role in Flintab, though in 
Flintab’s case the local sponsor are more often an influential employee with year of ex-
perience, possible also an owner and not only middle- and front-line managers as argued 
by Miller and Proctor (2016). We also interpret effective change leadership as an im-
portant factor, one of the respondents has less confident in the management and instead 
believes that managing change projects should be executed by consultants, since they 
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have experience and knowledge that the employees at this company not have. Other re-
spondents express their thought less directly, it is rather hidden in expressions like: 

“It must be structured, all work assignment must be structured 

“There must be a clear structure for leadership. Encouraging distinct and clear com-
munication, in both directions, of course. But that the leader somehow put the foot down 
when needed.” 

5.4.5 Financial aspect 

It is noticeable that the interest for the company’s result and profit plays an important 
factor for all the employees at Flintab. Previous research implicates that in cooperative 
companies, the dividend encourages the employees to perform better and find more 
connections to the company’s core (Kris et al., 2015; Guo et al., 2006). However, the 
most interesting finding with this financial aspect is that this factor is affecting the com-
panies whole work environment including also non-owners, meaning this way of think-
ing and caring for the company are the same for both employee who are owners and 
employee who is not owners. The wellbeing of the company becomes all employees in-
terest, not only in the short-time, but also in the long-time. This caring for the compa-
nies is similar to the bond family business owners has. A stronger long-term commit-
ment and higher level and engagement (Uhlander, 2013). However, the employee with 
ownership have a more direct interest in the costs for the company, and this can compli-
cate change processes, since a risk for conflicts of interest can occur. Which is con-
firmed by Boatright (2004). Sharing profit motivates employees but it can have a slight-
ly lagged effect of the long-term result for the company (Guo et al., 2006).  

“The owners are owners for the reason to earn money.” 

 “I care of the company, and how it can benefit me, but that’s how I am as a person”. 

“Owners care about the company, probably little more than non-owners and often it is 
connected to the profit. If performance is poor, owners lose money.” 

Though, we found a slightly difference between the owners and the non-owners in this 
matter. The non-owners are loyal and willing to do their best, but some owners point out 
that they do expand their hours at work when needed, and are willing to be available off 
their normal work hours, because of the ownership.  

In previous research, we found that employees in a regular owner structure listed com-
pany do care more about what the company can do for them, but in a cooperative it is 
more of how the company and the employee can benefit each other’s interests (Kauf-
man, 2003). In this case, even though only two third of the employees are owners, the 
company spirit is infused by the general thinking of the cooperative agenda.  

5.5 Updated theoretical model. 

In the analysing process, we discovered some new data compared to our drafted model 
of change based on the prior research compared to the empirical data. The differences 
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we discovered is, the weight for how much the financial profit aspect impact the em-
ployees willingness to adopt the change and the importance of creating a context for the 
change along with influential local sponsors.   

 

 
Figure 5.1, Updated Model of Change. Source: adjusted from Lewin (1947) 

 

It is clear and understandable that involvement during the process and visualized goal 
still is important factors in the implementation of a new process at Flintab, but what is 
particular significant to explain is the enhanced weight to announce the contexts of the 
change and what financial impact the change will have. Both these factors connect 
closely with the goal and can be expressed fort the purpose of the change. During the 
ongoing process having an influential local sponsor along with employee involvement is 
beneficial. 

In a changing process unfreezing is the most important part for employee-owned com-
panies. It is the main section and it is the part where it requires the most effort in the set-
ting to establish a beneficial change.  

Since the financial impact is a little more important and valuable factor for the employ-
ees with ownership in Flintab than non-owners, it is a very important factor to encoun-
ter, especially since they majority of the employees own some shares in Flintab. 

5.6 Conclusions 

Our findings for this study can be summarized in: 

• Owners tend to seek information and are therefore slightly more prone to 
change.  
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This behaviour for an employee with ownership is activated by their ownership and 
their search out of curiosity for information about changes and therefore they are 
more in ease to adopt changes. 

• There are little differences between employees and employee-owners. 

This is because the employee-owners affect the whole work environment. In a sense 
the behaviour of an employee with ownership is contagious. The mind-set of the 
owners influences the other employees.  

Further, a manger in Flintab need to obtain skills similar to a manager in a cooperative 
firm (Harper & Roy, 2001), both the managers need to meet the expectations from the 
overs/member but also the overall business goal. 

In both cooperative companies and family business employees tend to be more involved 
and engaged (Uhlander, 2013; Beck-Friis, 2009). Even though Flintab cannot be de-
fined as either a family business or a cooperative company, the characteristic of very 
engaged and involve employees was found. 

In a change process, resistance has to be accounted for before starting implementation 
and during the whole change process. It is important to approach all different kind of re-
sistance, verbal resistance -known as employees using their voice, quiet resistance no-
ticeable as hypocrisy and lastly acted resistance – an active action is made by the em-
ployees. 

We came the conclusion that for diminish resistance to change in Flintab establishing a 
context of change where the reason for the change is explained, but also where the bene-
fits are clarified along with the financial advantage the change will imply.  

If Flintab adopting and use our updated model of change, we came to the conclusion 
during this case study, that for a successful change process, a well-argued change with a 
distinct, visual and finical motivated goal is required, and this can be achieved by set-
ting the change in context.  Setting a context is in direct connection with the purpose 
and goal, they need to be in align and when explaining the purpose and goal, we strong-
ly argue and recommend to include the finical aspect of the change. We also argue for 
the importance of using local sponsors promoting the change, due to owners uncon-
scious urge for influence we believe having a local sponsor being an owner indirect en-
hances the benefits of the implementation process. 

According to Miller and Proctor (2016), the most important factor for a successful 
change process is positive attitude towards changes. The findings from our analysis is 
that the majority of the interview employees in Flintab have a positive attitude to 
changes and a few has a more natural attitude. With the intent to change a culture, first 
individual and collective behavers need to be changed (Wilcox & Jenkins, 2015). Using 
our model of change addresses these different individual needs collectively. 

The important factors for limit the resistance to change and how the view and expecta-
tions differs among the stakeholders is visualised in the Tables 5.1. 
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Table 5.1, Different factors - different stakeholder 

  Owner Non‐owner 
Information sharing  no difference 
Involvement no difference 
Influence* X x 
Context of change no difference 
Financial aspect* X x 
Effective Leadership no difference 
Local sponsors no difference 

   
     Manager Non‐manager 
Information sharing* x X 
Involvement* X x 
Influence  no difference 
Context of change* x X 
Financial aspect  no difference 
Effective Leadership     
Local sponsors  no difference 
* X very important, x important 
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6 Discussion 
In the discussion chapter, a summarize of the challenges in the research process in de-
scribed along with a presentation of the findings and conclusions. The chapter ends 
with suggestions for further research regarding change management in employee-
owned companies.  

Our purpose with this study was to examine what important factors and variables to be 
addressed for limiting resistance to change among different stakeholder in change man-
agement processes, within an employee-owned company. 

During this research process, we had some challenges. We did struggle with providing a 
comprehensive theoretical framework. Existing research and knowledge in the subject 
of change management and resistance in employee-owned companies is in our opinion 
limited. To extend our framework we tried to see or subject from different angles and by 
this find other related topics close by. We immersed the literature studies in cooperative 
theories, family businesses and involvement. 

In comparison, previous research about cooperative theories and our study has con-
firmed that cooperatives creates a positive linkage between the owners. However, not to 
forget this case study is done in an employee-owned company were the business pur-
pose is making a profit. Even though Flintab is owned but its employees it cannot be 
places in the same category as the regular cooperative, this since the guidelines of coop-
eratives is for the owners to share equally and that one member equals one vote.  

Our findings resulted in a model for how employee-companies with similar characteris-
tic as Flintab can address the different stakeholder during a change management process 
and where to put in effort to limit the resistance and easier receive acceptance for the 
change process. 

While analysing the interview answers about influence, several of the respondent says 
that it is easy to be influence and that the management team are open for suggestions 
and opinions. Though several of the same respondents also say that being involved in 
different change process is important. In a sense, we feel that these answers are little 
contradictable. The interviewed employees admit that it is easy to be influential over a 
change process but still they are not involved enough.  

We did find it very surprising that the respondent did not emphasised with the previous 
research about the importance of having effective change leadership, this contradicts the 
previous research. Possible the respondents though it was so obvious that they did not 
mentioned it, we draw this conclusion since several of the respondents did say that it is 
highly important for a change manage process that the right people are involved and by 
right people they meant people who could lead the projects through the finish. 

The company have a long history of wealthy times, many of the employee-owners was 
employed in the company by that time and has a memory of what was possible. The big 
risk they have at this company can occurs when the involvement reach to high levels 
and to many of the opinions are taken in consideration, it could end up with destroying 
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important and wise decisions that would have been made, because of the wrong persons 
have the power to kill projects.  

We did not expect so few of the respondents to not empathize for better planning of 
change proses since previous research confirm that poor planning along with poor man-
agements is two major risks for a change process failures.  

It was interesting during the process to discover the importance of being up to date with 
the material and keep the interview on track and not let the respondent drift away too far 
from the subject. Especially for this kind of ownership-structured company the financial 
aspect are very important, and it was very interesting to find that this interest was con-
stant neither the employee was an owner or not. The economic wellbeing of the firm is 
something that over time have changed from the owner and their perspective to a broad-
er and natural way of thinking when working at this company.  

6.1 Limitations  

Limitations for this study is partial in the choice of method. We limited our research to a 
single case study, only using interviews for collecting the empirical data. If applied dif-
ferent methods, example by conducting multiple case studies and used more sources for 
the collecting the empirical data, potentially focus group and observation our findings 
could possibly be confirmed further and be generalised to a greater population. 

Another limitation for this research is not letting a third part analyse the empirical data. 
With a third party analysing the empirical data, it would have ensured and interpreta-
tions of the analysis to be objective. Along with having a third part analyse and interpret 
the themes and coding, we must account for that the empirical data was conducted and 
transcribed in Swedish. Following the data was translated to English, during this pro-
cess some words may have lost their strength due to the translation.  

The sampling for this study is a fair amount of the employed employees of the compa-
ny. Though our findings and conclusions is a result based on these interviews and they 
cannot be projected to every employee-owned company. Our result is a theoretical se-
lection of this firm, adoptable for companies with similar characteristics, for a wider 
perspective, studies must be made with several employee-owned companies. This study 
is made in Sweden with a Swedish employee-owned company, if the study would be 
conducted in another country the outcome may been affected by other perspective on 
these factor that we found as the most important.  

6.2 Future studies  

As discussed earlier, research within change management in employee-owned compa-
nies is limited. For future studies, we propose to continue research within the subject, 
this to enhance or contradict our findings and widespread the knowledge to be applica-
ble in a general context. As of now we can only conclude that finding for this study only 
is applicable for employee-owned companies with the same characteristics as Flintab.  
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A different angle for further studies could be to investigate whether resistance to change 
occurs in every change process or can pattern be discovered and inform about in which 
cases the resistance exists and why it is more common within certain processes then 
others.  

We determined three different types of resistance, Verbal (Voice), Quiet (Hypocrisy) 
and Acted (Active), these three types of resistance must be address and limited for a 
smoother change process. It would be interesting with deeper studies to investigate if 
these factors can be approached differently for better result.   
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Appendices 

Appendix 1 – Interview guide 

The interviews were constructed following: first some general questions about positon, 
work length and ownership, these answers are not displayed in the study due to ano-
nymity. The interviews continued with general questions related to attitude and expecta-
tions of change management. The second part included questions about resistance in 
change management. 

• Which is your work position? 

• Are you in a management position?  

• How long has you been employed at this firm? 

• Are you one of the owners? 

• What is your personal attitude to change management? 

• Do you have influence over changings that affect your work? 

o Does this influence depends on your feature as an employee or an own-
er? 

• How does your expectations on a change process looks like? 

• Can you give us an example of a good change process that happened here? And 
what in that process made it good? 

• Can you give us an example of a poor change process that happened here? And 
what in that process made it poor? 

• What change processes are you involved in today?  

• Do you know any other change processes going on, that you are not involved in? 

o How did you get knowledge of them? 

• You as an owner, how does that affect your… 

o View of change management? 

o Your attitude to how you do your work? 

o How the company progress? 

• From your aspect, how do you think the optimal change process looks like? 

• Which steps are most important? 

• Is there a difference between an organisational change process and a work struc-
ture change? What is the difference? 

• Have you noticed any resistance to change here at the company? 

o In what way does resistance turn out? 
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o How do you believe that resistance can be reduced? 

o Is resistance a noticeable difference between owners and non-owners? 

o Is resistance a noticeable difference between different position levels? 
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