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Abstract 

Background: There is a growing consensus that our world is facing substantial global challenges 

which can have devastating consequences for both planet and people. The call for change is clear and to 
shift the unsustainable trends, there must be an involvement by everyone, including business. However, 
there is a high risk of change initiative’s failure and one of the main reasons have considered to be 
employee resistance. One solution to change resistance is suggested to be change readiness, which has 
not received as much academic attention. The question that remains is how businesses, which account 
for major negative impacts on both planet and people, can create change readiness.  
 
Purpose: The purpose of this thesis is to explore how change readiness is created in the context of 

changes initiated to develop more sustainable businesses. 
 
Method: This thesis is a qualitative study with an exploratory nature where 21 interviews, representing 

13 companies were conducted in order to collect the empirical data. Further, this thesis involves a 
comparative study of multiple case studies.  
 
Conclusion: The findings show that businesses are creating readiness for change towards becoming 

more sustainable by establishing various components including discrepancy, appropriateness, efficacy, 
principal support, personal valence and the affective component. These components are conveyed 
through the accompanying strategies, persuasive communication and active participation. Furthermore, 
education was found to be a strong influencer of change readiness for sustainable development. 
Nevertheless, change readiness as a concept is not consciously used by any of the companies represented 
in this thesis.   
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1. Introduction  

 
This chapter will introduce and stress the urgency of incorporating sustainable practice into 
businesses and the risk for change initiative failures due to resistance, which may be resolved by 
change readiness. Additionally, the research problem and purpose will be presented and discussed, 
followed by stating the research question addressed in this study. 
 

 

1.1 Background 

 
...I don't want your hope. I don’t want you to be hopeful. I want you to panic. I want you to feel the 
fear I feel every day and then I want you to act. I want you to act as if you would in a crisis. I want 

you to act as if the house was on fire, because it is. 
  

(Thunberg, 2019) 

 

The above quote were the words of 16-year-old Greta Thunberg at the World Economic Forum summit 
in Davos. Greta Thunberg is a climate activist who obtained worldwide attention by bringing light to the 
challenges our planet is facing with regards to sustainability. It all started with weekly school strikes 
encouraged by Greta, demanding the Swedish government to take actions against climate change in the 
upcoming election. She calls for rapid change in order to save our planet (Gessen, 2018), and Greta’s 
message has now spread to youths all over the globe and every Friday thousands of people strike, sharing 
Greta’s purpose and beliefs (Watts, 2019).  
 

1.1.1 Environmental and social challenges  
The world is rapidly changing at a pace difficult to keep up with. The growing population and the 
increasing human consumption are leading to challenges affecting people's wellbeing and health, as well 
as putting pressure on our surrounding environment. The severe consequences we face involve rising 
sea-levels, increased global temperatures, extensive water pollution and more extreme weather 
conditions, to name a few. This will have an impact on us today, but also on future generations. People 
suffering from extreme poverty, around 11% of the population, tend to face these consequences first but 
they will eventually affect us all (United Nations, 2015; The Royal Society, 2012).  
 

An indication that mankind has taken insufficient actions is the Earth Overshoot Day which points out 
the date where humanity has used earth’s resources faster than they can regenerate each year. This day 
came on the 1st of August in 2018, which was the earliest date yet (Earth Overshoot Day, n.d.). This 
indicates that humanity is living as if we had 1.7 Earths at our hands (Global Footprint Network, n.d.). 
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Thus, actions must be taken to ensure a sustainable future for everyone (The Royal Society, 2012) and 
everyone must take their responsibility, which also includes businesses who are major contributors to 
unsustainable behaviours (United Nations Global Compact & KPMG, 2016a; Elkington, 1994). At the 
same time, there is huge potential for businesses to be a source of positive change by incorporating 
sustainability into their business activities (Sloan, Klingenberg & Rider, 2013).  
 

1.1.2 Sustainable development and businesses 
The shared belief, that businesses must consider the impact their operations may have on the 
environment, social inequalities and injustices, has grown. In 2015, the UN set up standards for peace 
and prosperity, for people and planet, in form of 17 Sustainable Development Goals (SDGs) which are 
to be met by 2030, see Appendix 1. According to the United Nations Global Compact (n.d.), we must 
incorporate the SDGs into businesses practices if we want to successfully tackle climate change, poverty 
and inequalities in the world. It is necessary that business understand the challenges our society face 
and act accordingly. Through business innovations and collaborations, many societal challenges can be 
addressed (United Nations Global Compact, n.d.).  
 

There are several actions companies can take, such as investing or developing renewable energy, closely 
assess supply chains and investing in employee development to increase productivity. Sustainable 
practices can be applied to every company, regardless of size or sector, but there is also a recognition 
that the opportunities vary by industry (United Nations Global Compact & KPMG, 2016a). Nonetheless, 
the call for change is clear and just as Greta Thunberg, business managers must fight to create a common 
belief that a change is needed and incorporate it into their business strategies, leading to joint efforts to 
reach a change for sustainability. 
 

1.1.3 Risk of failure and resistance to change  
There are high failure rates of initiated changes within organisations, possibly as high as 70 % (Georgalis, 
Samaratunge & Kimberely, 2015; Rafferty, Jimmieson & Armenakis, 2013; Okland & Tanner, 2007), 
threatening the sorely needed changes for sustainable development. Cândido and Santos (2015) 
however, criticise the high failure rate and claim it to be based on old and fragmented data. Gigliotti, 
Vardaman, Marshall and Gonzalez (2019) agree that there are uncertainties of the precise percentage, 
however the authors agree on the difficulties of succeeding with change. Georgalis et al. (2015), Vakola 
(2014) and Pieterse, Caniëls and Homan (2012) state that employee reactions and attitudes to change 
determine the success of change initiatives. Negative attitudes can for instance lead to withdrawal from 
the change, material sabotage and strikes, also called employee resistance which can lead to failed 
change initiatives (Pieterse et al., 2012). Smith (2005) argues that dealing with resistance results in 
unnecessary spending of money, time and efforts. The definition of failure and success is however 
unclear, as well as difficult to measure (Cândido & Santos, 2015). Nonetheless, Rafferty et al. (2013) and 
Armenakis and Harris (2002) define a successful change as when the desired end state is achieved and 
that change readiness will make it easier to reach.  
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There is extensive research on resistance to change with the purpose of finding solutions (Pieterse et al., 
2012). Reactions and attitudes are by Vakola (2014), Rafferty et al., (2013) and Armenakis, Harris and 
Mossholder (1993) considered to be determined by how ready an employee is before the initiative is 
implemented, in other words, an employee’s change readiness. If employees are allowed to understand 
and accept the change it is possible to not only prevent resistance, but also gaining employees with a 
genuine interest of performing and driving change forward, leading to a more successful change 
(Rafferty et al., 2013).  
 

1.2 Problem discussion  

As described, there is a need for businesses to be both creative and innovative in order to solve 
sustainable development challenges on a global scale (United Nations Global Compact & KPMG, 2016a). 
Sustainable development requires change and as sustainability is sorely needed it is vital that change 
initiatives for more sustainable businesses succeed (The Royal Society, 2012). However, many change 
initiatives fail (Gigliotti et al., 2019; Georgalis et al., 2015; Rafferty et al., 2013) which can be closely 
linked to employee resistance (Pieterse et al., 2012) and a lack of change acceptance (Gigliotti et al., 
2019) which both are results of inadequate readiness (Vakola, 2014; Rafferty et al., 2013; Armenakis et 
al., 1993). With this information in mind, the primary question would be how businesses create 
readiness for a change towards becoming more sustainable.  
 

In the existing literature, the concept of change readiness has not received any major academic attention, 
resulting in incoherence of how change readiness is defined and which components that determine the 
creation of change readiness (Rafferty et al., 2013; Vakola, 2013). Additionally, there is a lack of 
empirical data showing if and how businesses create change readiness (Gigliotti et al., 2019). This thesis 
aims to investigate the differences and similarities in the existing body of knowledge and bridge the gap 
between the different opinions regarding change readiness. The aim is also to contribute with empirical 
evidence which can either strengthen, weaken or develop the suggested frameworks and components in 
the existing literature. Anyone wishing to perform a change with regards to sustainable development in 
an organisational context can hopefully benefit from this study. Because of the limited empirical 
evidence of change readiness, an exploratory research is arguably suitable for this study.  
 

1.3 Research purpose and research question  

The purpose of this thesis is to explore how change readiness is created in the context of changes initiated 
to develop more sustainable businesses. Following this, the authors of this thesis aim to develop the 
existing theory on change readiness by empirically investigate this matter. Based on this, the research 
question of this thesis is: How do businesses create readiness for a change towards becoming more 
sustainable? 
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2. Theoretical framework 

 
This section will highlight the existing body of literature on the topics of sustainability, sustainability in 
businesses, change and change readiness. It will also develop the framework that will be used throughout 
this thesis. 

 

 

2.1 Sustainability  

When defining sustainable development, one of the most common definitions is from the United 
Nations’ Brundtland report Our Common Future. It states that we should aim for development that 
meets the needs of the present generations without compromising the ability of future generations to 
meet their own needs (World Commission on Environment and Development, 1987). This definition is 
to a wide extent accepted as the standard definition of sustainable development, however, this definition 
is very broad and can be hard to apply as it provides little guidance (Hussen, 2018). Other scholars have 
also criticised the concept for being too vague and highlight the difficulties of predicting what the need 
of future generations will be when setting policies and making decisions (Ben-Eli, 2018; Marshall & 
Toffel, 2005).  
 
As a result of the need for sustainable development, the United Nations has set 17 global goals (see 
Appendix 1) which are to be met in 2030 by the United Nation member countries. These goals address 
the standards for peace and prosperity for both people and the planet (United Nations Global Compact, 
n.d.). 
 

2.1.1 Sustainability and businesses  
The World Commission on Environment and Development (1987), states that economic growth is 
needed but not at the cost of environmental and social sustainability. Elkington (1994) built on this idea, 
and introduced the concept “Triple Bottom Line”, which balances the three pillars - economic, social and 
environmental. The economic aspect states that businesses should not only conduct ordinary financial 
reporting, but also include a more long-term view of the company’s economic performance. The social 
aspect considers the effects a company has on people and societies that are both directly and indirectly 
affected by its operations. Lastly, the environmental aspect suggests that firms should try to internalise 
the impact their actions have on the existing natural capital and ecosystems (Elkington, 1998). Hence, 
the Triple Bottom Line suggest that organisations should operate in a way that ensures economic 
performance in the long-term, while at the same time avoid short-term activities that are socially or 
environmentally harmful (Porter & Kramer, 2006; Elkington, 1994). Furthermore, a business which also 
incorporate social and environmental aspects can generate further financial gains, thus a win-win-win 
situation for all three pillars (Gimenez, Sierra & Rodon, 2012; Elkington, 1994). Dyllick & Hocketts 
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(2002) define corporate sustainability as meeting the needs of a firm and its direct and indirect 
stakeholders but not at the expense of its future stakeholders’ ability to meet their needs, which is aligned 
with Brundtland’s definition of sustainable development.  
 
In this study, corporate sustainability will be regarded as when a business incorporates the triple bottom 
line into their day-to-day and long-term activities. Hence, they should value monetary gains but also the 
social and environmental aspects. Furthermore, a change towards becoming more sustainable could be 
both minor as well as more extensive projects. Sustainability can be applied to all industries, but it is 
evident that each industry is faced with different opportunities to contribute and adapt to sustainable 
development (United Nations Global Compact & KPMG, 2016a). This study will focus on the banking 
industry, the manufacturing industry, and the energy industry within Sweden. All of these industries 
have enormous potential to contribute to sustainable development.   
 

2.1.1.1 The banking industry  

According to the Oxford English Dictionary (n.d) a bank is “A financial establishment that uses money 
deposited by customers for investment, pays it out when required, makes loans at interest, and 
exchanges currency”. Modern banks have existed since year 1157 (Scheepers, 2014) and today, everyone 
is affected by banks in one way or another (Goyal & Vijaj, 2011). Banks act as an intermediary between 
people and capital (Scholtens, 2006) and are said to have an enormous potential to contribute to 
sustainable development because of its role in the economy (Jeucken, Bouma & Klinkers, 2017). Despite 
this, it is claimed that the banking industry is not yet a driving force for sustainable development (Weber 
& Feltmate, 2016) and that the industry has responded slower to sustainable issues compared to other 
sectors (Jeucken et al., 2017).  
 
In order to more efficiently solve challenges linked to poverty, climate change, and the growing 
population, the banking industry must lay the foundation for long-term sustainable investments 
targeting societal needs (Weber & Feltmate, 2016). Through collaboration, innovative ideas, and by 
influencing and supporting people and businesses to further make sustainable decisions, banks can work 
towards several of the SDGs (United Nations Global Compact & KPMG, 2016a). 
 

2.1.1.2 The manufacturing industry 
The manufacturing industry is diverse and include many different kinds of companies who convert 
materials, substances and components into new products (Hediel, 2008). Some of the greatest 
opportunities the manufacturing industry is faced with in the context of sustainability are grouped 
around the themes sustainable production and sustainable products. Redesigning flows of production 
into reduce, reuse and recycle, the development of ethical supply chains and the creation of more 
efficient products are some of the actions that can be considered when targeting the SDGs (United 
Nations Global Compact & KPMG, 2016b).  
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Sustainable practises in the manufacturing industry can help businesses target the environmental and 
social aspects while also providing the opportunity of improving the financial performance of the 
business (Gunasekaran & Spalanzani, 2012). 
 

2.1.1.3 The energy industry  
Every sector from education to public transportation is supported by well-established energy systems. 
Thus, reliable and affordable energy services are necessary for our society to be able to run smoothly and 
develop, still almost one billion people around the world lack access to it (United Nations, n.d). One of 
the SDGs is to ensure access to affordable, reliable, sustainable and modern energy for all (United 
Nations, 2018). Furthermore, the main source of energy has, for a long time been fossil fuels such as 
coal, oil and gas. However, a large amount of the greenhouse gases leading to climate changes and 
harmful effects on planet and people can be traced back to the burning of carbon fuels (United Nations, 
n.d). 

 
In order to ensure an universal access to energy, increased energy efficiency and sustainable energy 
systems, investments must be done in factors such as renewable energy resources and more efficient 
practices (United Nations, n.d.). 
 

2.2 Change  

According to the Oxford English dictionary (n.d) change means to make or become different. Change 
and development are of great importance for businesses and are required in processes such as designing 
strategies, decision making and innovation (Poole, Van de Ven, Dooley & Holmes, 2000). Organisational 
change processes are a thoroughly research topic as many change initiatives fail to live up to the 
expectations (Georgalis et al., 2015; Rafferty et al., 2013; Oakland & Tanner, 2007). Georgalis et al. 
(2015), Vakola (2014) and Pieterse et al. (2012) argue that employee resistance is one of the major 
reasons for organisational change failure. Resistance is a result from negative reactions and attitudes 
which according to Vakola (2014), Rafferty et al. (2013) and Armenakis et al. (1993) is prevented if the 
employees have achieved a certain level of readiness before changes are implemented.  
 

2.3 Change readiness  

The concept change readiness was first brought up as a reaction to change resistance. Coach and French 
conducted a series of experiments regarding change in 1948 and found that factory workers were less 
likely to be resistant if they had taken part in developing the change (Holt et al., 2007a; Armenakis et 
al., 1993). From this point, the concept of change readiness has evolved and been investigated in areas 
of medicine, education and later organisational development (Holt et al., 2007a).  
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Change readiness as a concept was first defined from an organisational perspective by Armenakis et al. 
(1993) as “beliefs, attitudes and intentions regarding the extent to which changes are needed and the 
organisation's capacity to successfully undertake those changes” (p.683). This means that the 
behaviours of an organisation’s members are determined by their beliefs and attitudes (Armenakis et 
al., 1993).  
  
Several scholars agree that the initial definition from 1993 insufficiently covers the complexity of change 
readiness and that a multilevel framework is needed to explain and guide its creation. However, the 
initial definition is still used as a foundation when formulating their definitions. Despite this, the 
agreement that a more extensive framework is needed there are still no coherent definition of the 
concept change readiness (Rafferty et al., 2013; Vakola 2013; Rusly et al., 2011). The various definitions 
can be seen in Table 1. 
 

 
Table 1, Definitions 

 
The next sections will explore the definitions and their creation, followed by a brief overview of the 
outcomes of change readiness and assessment of the change readiness level. 
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2.4 The psychological dimension and the five components  

The personal perspective of change readiness is created on a cognitive level by attitudes and beliefs, 
which this is also called the psychological dimension (Rafferty et al., 2013; Rusly et al., 2011). The 
psychological dimension is determined by five components, discrepancy and efficacy as described by 
Armenakis et al. (1993) and appropriateness, principal support and personal valence, identified by 
Armenakis and Harris (2002). How well the components are established in the organisation will 
influence individual beliefs and attitudes, which in turn determine the overall psychological dimension. 
This will set the level of change readiness among employees and thus, the organisation.  
 

2.4.1 Discrepancy  
Discrepancy illustrates the need for change and distinguishes between the current and desired end state 
(Armenakis & Harris, 2002; Armenakis et al., 1993). Presenting relevant contextual factors that 
influence why there is a need for change, such as increased competition, changes in regulations and 
changes in customer demand, can strengthen the justification for change (Armenakis et al., 1993).  
 

2.4.2 Appropriateness  
Even if organisational members agree that change is needed, they must also agree that the suggested 
plan to achieve the desired end state is correct. This component is called appropriateness (Armenakis & 
Harris, 2002). Armenakis et al. (1993) mention that the explanation of the change, discrepancy, also 
must contain why it is the suitable change, but the authors did not treat appropriateness as a separate 
component from discrepancy at that time. 
 

2.4.3 Efficacy 
It is not enough to be aware, understand and agree that change is needed, but the individuals whose task 
it is to perform the change must believe that they have the ability to do so. This component is called 
efficacy (Armenakis & Harris, 2002; Armenakis et al., 1993). If organisational members lack confidence 
in themselves, they will probably not undertake the tasks needed to perform the change, but rather avoid 
the new tasks (Armenakis et al., 1993).  
 

2.4.4 Principal Support  
The component of principal support means that there is a need to clearly convey that the top 
management is ready to commit to the change and support the organisational members with the 
resources needed to implement the change (Armenakis & Harris, 2002).   
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2.4.5 Personal Valence 
Personal valence is influenced by the consequences, both positive and negative, that might be for 
organisational members. If there is a risk of negative outcomes, for example being dismissed, the 
proposed change will most likely be met with resistance (Armenakis & Harris, 2002).  
 
Rusly et al. (2011) add that personal valence should include intrinsic and extrinsic valences. Extrinsic 
valence has received the greater majority of attention in previous studies and can, for instance, be 
monetary rewards. Intrinsic valences can be feelings of satisfaction, accomplishment or recognition.  
 

2.4.6 A sixth component – the affective aspect 
The five components above are accepted as the influencers of change readiness by several authors 
(Rafferty et al., 2013; Vakola, 2013; Rusly et al., 2011; Holt et al., 2007b). However, Rafferty et al. (2013) 
criticise the previous literature for not introducing an affective component. According to Rafferty et al. 
(2013), the affective component is based on emotions, such as hope, sadness and happiness which 
individuals experience as a result of a proposed change. Emotions resulting from imagination can 
influence the level of readiness, such as if a member imagine being promoted and experience positive 
emotions because of it. However, the employee might not even be promoted in the end, but the emotions 
from believing so can still have powerful effects on the level of readiness.  
 
Previous authors have mentioned the importance of emotions, Holt et al. (2007b) included emotions in 
their definition, see Table 1. Weiner (2009) also described how negative emotions can influence the 
confidence and level of readiness even though none of the authors treat emotions as a separate 
component. This supports the argument by Rafferty et al. (2013), that emotions are of importance and 
potentially should be treated separately from the cognitive aspect of the psychological dimension.  

 

2.5 The five components on the individual and organisational level 

As mentioned, the five components are broadly accepted as the main definition and foundation to create 
change readiness on the individual level on the psychological dimension (Rafferty et al., 2013; Rusly et 
al., 2011; Armenakis & Harris, 2002). However, individual change readiness is commonly used to make 
assumptions regarding the organisational level of readiness. Despite this, Weiner (2009) disagrees and 
presents two components, change commitment and change efficacy for determining organisational 
readiness. Firstly, change commitment claims that organisational members value change upon reasons 
such as if the change is urgently needed which is similar to discrepancy. Secondly, if the employees 
believe that it will solve an important problem, similar to appropriateness, or if the change is supported 
by the leaders and peers which is identical to principal support (Weiner, 2009). Further, Weiner (2009), 
describe that the valuation also depends on whether members collectively believe that the change is 
beneficial enough to spend their time and effort on, which shares similarities with personal valence.  
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Change efficacy is the second component of Weiner’s (2009) definition and stress the importance of the 
individual's perception of the collective capacity to execute the change, which is similar to the remaining 
one of the five components, efficacy.  
 
Vakola (2013) and Rafferty et al. (2013) also address the group and organisational level of change 
readiness and their definitions below are also similar to the five components.  
  
 /.../ (1) change is needed, (2) the organization has the ability to cope with the change effectively, (3) 
the group will benefit from change outcomes (4) the group has the capacity to cope with the change 

requirements “ 
 (Vakola, 2013. p. 99)  

 

  
/.../ (a) that change is needed, (b) that the work group or organisation has the capability to 

successfully undertake change, (c) that change will have positive outcomes for the work group or 
organization/.../ 

 (Rafferty et al., 2013.  p. 116)  
 
These definitions mention the importance of explaining why change is needed, (1) and (a), which are the 
same as discrepancy. Definition (2) and (b) are in both cases the same as efficacy and (3) and (c), which 
are the same as personal valence. The difference here is that change readiness is still considered on a 
collective level, but due to the similarities one could argue that it is possible to create readiness on all 
levels of the five components, within the psychological dimension.  
 
Due to the similarities, this thesis accepts the five components as the foundation of the creation of 
change readiness on both individual and organisational level.  
  

2.6 Individual versus organisational  

As mentioned, individual change readiness is commonly used to make assumptions regarding the 
organisational level of readiness. However, it is not agreed whether this is appropriate or not. Weiner 
(2009) argues that organisational members are not isolated from each other and therefore partly 
develop their understanding of the suggested change through social interactions and as a result, 
collective readiness must be treated separately from individual. Additionally, Weiner (2009) states that 
performing change becomes easier when members share or have similar beliefs as only a few deviant 
beliefs then have to be influenced and aligned with the initiative.   
 
On the other hand, Holt et al. (2007b), Smith (2005) and Vakola (2013) argue that organisational 
change always is implemented by the organisational members and that it is through them an 
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organisation rejects or accepts a change. Additionally, because of the complex structure of an 
organisation, employees cannot possess complete or identical information. As a result, it is difficult to 
determine a collective readiness as the readiness level varies among the employees (Holt et al., 2007a). 
However, Vakola (2013) emphasise the importance to consider how the different levels can influence 
each other. Each individual, dependent on how closely the individuals identify themselves with the 
group norms, is influenced by the group’s perception of change and its level of readiness (Vakola, 2013; 
Rafferty et al., 2013). Simultaneously, the group’s readiness is influenced by each individual's level of 
readiness (Vakola, 2013; Armenakis et al., 1993).  
 
The authors of this thesis recognise that group readiness such as social norms, influence the individual 
readiness. Despite this, it is still through the individuals change is performed. Following this, the focus 
of this thesis will be on the creation of individual readiness.  
 

2.7 The structural dimension  

The structural dimension on the individual level considers the organisational members’ characteristics 
and capabilities along with the availability of organisational resources, which shape the individual 
readiness (Rusly et al., 2011; Weiner, 2009). The individual readiness is determined by perceptions 
regarding the state of the resources, however individuals might not have an accurate perception of an 
organisation’s readiness. Employees might believe that there is a lack of certain resources in the 
organisation even if the resources exist. Still, it is the employees' perception that will determine the 
individual readiness, which is important to consider when conveying information about the structural 
dimension (Weiner, 2009).   
 
Characteristics such as innovativeness and adaptability, are attributes indicating that an individual is 
more receptive to change, and high receptiveness generally leads to increased readiness (Vakola 2013; 
Rusly et al., 2011). Since some attributes are more desirable than others in regard to organisational 
development, it is important to consider how to attract and recruit people who possess them (Rafferty 
et al., 2013; Weiner 2009). Employees take the availability of capabilities within the organisation into 
consideration, which shapes their individual readiness. Further, employees also consider the availability 
of financial, material and informational resources, as they will influence how the change can be executed 
and whether the change and resources are suitable for the situation (Rusly et al., 2011; Weiner, 2009). 
Additionally, Holt et al. (2007b) presented four structural aspects that influence individual beliefs, 
attitudes and emotions, see Figure 1.  
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Figure 1, Contextual Factors (Holt et al., 2007b)  

 
The Individual attributes is similar to Rusly et al. (2011) and Vakola’s (2013) description of the 
importance of characteristics and state that some attributes indicate that an individual is more receptive 
to change. Content shares similarities with the consideration of available resources described by Rusly 
et al. (2011) as they determine the attributes of the change initiative. In Weiner’s (2009) definition of 
change efficacy, organisational members consider the situational factors the change will occur in, which 
is similar to the influence the environment in which the initiative occurs have, here labelled as Context. 
Additionally, Weiner (2009) explains how employees evaluate the suggested tasks which could be 
related to Process. Due to these similarities, this thesis accepts that the four factors by Holt et al. (2007b) 
should be considered as influencers of individual change readiness. 
 

2.8 The change message  

“The primary mechanism for creating readiness for change among members of organizational is the 
message for change” (Armenakis et al., 1993. p. 683). As stated in the quote, the change message is the 
primary tool to create change readiness (Rafferty et al., 2013; Armenakis & Harris, 2002; Armenakis et 
al., 1993). The change message must convey a satisfactory answer to the components of discrepancy, 
appropriateness, efficacy, principal support and personal valence in order to create a complete 
experience of readiness for the change (Rafferty et al., 2013; Armenakis & Harris, 2002). If the change 
message does not include all five components, there is a risk of spreading an inefficient change message. 
However, there is a possibility to use different strategies to convey different components, yet, each 
strategy must not necessarily convey all five components simultaneously (Weiner, 2009; Armenakis & 
Harris, 2002). There are three strategies which comes with advantages and disadvantages, mentioned 
both by Armenakis et al. (1993) and Armenakis and Harris (2002) which can be used to communicate 
the change message. 
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2.9 Change message strategies  

2.9.1 Persuasive communication  
Persuasive communication is based on communication such as speeches, either live or recorded, emails, 
newsletters and annual reports (Armenakis & Harris, 2002). Communication done in person, such as a 
speech, have been found to be the strongest influencer when creating readiness within the persuasive 
communication strategy. Also, if speeches are delivered in person by, for example the CEO, it sends 
signals of urgency, commitment and prioritisation. Written media, such as a newsletter, is said to be less 
effective as it lacks the benefits of direct feedback opportunities (Armenakis et al., 1993). 
 
Neither Armenakis & Harris (2002) or Armenakis et al. (1993) mention any disadvantages with this 
strategy, only that there are communication tools more influential than others.  
 

2.9.2 Active participation  
Active participation is regarded as the strongest and most influential strategy in the creation of 
readiness as employees are allowed to participate and discover information by their own (Vakola, 2013; 
Armenakis & Harris, 2002; Armenakis et al., 1993). Information that is self-discovered is where 
individuals place the greatest amount of trust, therefore it is beneficial if organisational members get 
the opportunity to discover the five components themselves through active participation (Armenakis & 
Harris, 2002; Armenakis et al., 1993). In practical terms, active participation is where employees are 
invited to develop goals and strategies but also are allowed to provide feedback on suggested changes 
(Holt et al., 2007b). Vakola (2013) describes that the purpose of active participation, regardless of type, 
is to create a sense of ownership of the change which Rafferty et al. (2013) support by stating that 
participation gives a feeling of empowerment and a sense of control.  
 
The weakness of this strategy is that the result of participation is never guaranteed and mainly based on 
the employees’ perception of the information received (Armenakis et al., 1993) and that it is a difficult 
tool to use (Weiner, 2009).  
 

2.9.3 External information  
External Information is, for example, newspapers, scientific articles and diagnostic reports, which can 
communicate relevant information to the organisation’s members through an external party. A business 
can provide the media with information or place relevant articles at the office with the purpose of it 
being read by their employees (Armenakis et al., 1993). The strength of this strategy is that external 
information often is regarded as objective and thus, more reliable (Armenakis & Harris, 2002).  
 
However, there are difficulties in controlling how and what media and other external parties actually 
choose to report, and also how much of the available material that will be read and by whom (Armenakis 
et al., 1993). 
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2.10  Assessment 

Assessment is used to determine on what readiness level employees are prior to change. The result of 
the assessment should guide the design and content of the change message. Assessment can also be used 
to confirm the level of change readiness. Confirmation of achieved readiness cannot successfully be 
performed unless the level of change readiness is known beforehand (Armenakis et al., 1993). Vakola 
(2013) argues that assessment also can be used to create employee profiles which can be used to identify 
the individuals with the most suitable mindsets who could be used to, for example, lead the change since 
they already have a high level of readiness. This also gives a possibility to target those who would need 
a stronger change message and potentially more training and education (Vakola, 2013).  
 
Holt et al. (2007a) reviewed the tools and models used for assessment of change readiness and found 32 
instruments. Despite the extensive review and the large number of tools, Holt et al. (2007a) found all 
instruments to have issues with reliability and validity. Due to these issues and the vastness of 
investigating assessment, it is beyond the scope if this thesis to explore both the creation and the 
assessment of change readiness therefore, this thesis will focus on the first.  
 

2.11  Type of change  

It is crucial to consider the differences between fundamental and incremental change. Fundamental 
changes face the risk of meeting greater resistance due to the nature and size of the change and therefore, 
a more extensive message might be needed, while incremental change usually implies smaller 
adjustments of processes (Rafferty et al., 2013; Armenakis et al., 1993). 
 

2.12  Outcomes of change readiness  

If change readiness is created, resistant to change could be avoided but more importantly employees can 
become more inclined to either initiate change or take an active part in driving it forward (Rafferty et 
al., 2013; Vakola, 2013; Weiner, 2009).  
 

2.13  Framework summary  

Corporate sustainability will be regarded as when a business incorporates the triple bottom line into 
their day-to-day and long-term activities. The five components have the primary influence on the 
creation of individual change readiness and this together with the strategies on how to practically 
communicate the five components will be the focus of this thesis. Influencers as the structural dimension 
will not be ignored but a secondary focus in the empirical research conducted. Additionally, this thesis 
will consider individual readiness as it is through the individuals change is performed. Furthermore, 
investigating assessment of change readiness is also considered to be beyond the scope if this thesis to 
explore.  
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3. Method 

 
The third chapter of this thesis will present the research philosophy and approach applied throughout 
this study. It will also describe the process of data collection and the process analysis leading on to the 
final discussion and conclusion.  

 

 

3.1 Research philosophy 

We all have assumptions about the world which influence all parts involved in conducting research 
(Saunders, Lewis & Thornhill, 2012). These beliefs and assumptions of knowledge development is 
referred to as research philosophy and there are several philosophies that can be adopted when 
conducting research which all take on different approaches to answer the research question (Saunders 
et al., 2012). As the research philosophy will affect the choices made throughout the study, an 
appropriate set of assumptions is important to enable a coherent research (Saunders et al., 2012).  
 
From an objectivist point of view, physical and social phenomenon’s do not depend on each other and 
the truth can be discovered through measurable facts. An extreme objectivist means that there is only 
one true social reality experienced by all (Saunders et al., 2012). However, the authors of this thesis 
mean that a subjectivist view is more appropriate for this study because of the assumptions that reality 
is dependent on people’s perceptions and actions, meaning that there is more than one reality (Saunders 
et al., 2012). As subjective researches, the authors wished to understand the different ways in which 
people perceive their surrounding and thus, their actions and motives (Saunders et al., 2012). After all, 
it is the people within the companies who drive the change initiatives and therefore, the authors argue 
that the employees’ stories, experience and perceptions are highly relevant when investigating this topic. 
 
Aligned with subjective assumptions, this thesis took an interpretivist perspective with the purpose of 
gathering rich and detailed descriptions and understandings about how companies create readiness for 
change towards becoming more sustainable. Saunders et al. (2012) argue that having an interpretive 
perspective is appropriate in business research as business situations are both complex and unique, as 
they are a function of various circumstances and people. However, a challenge that arise from taking an 
interpretative perspective is to adopt an empathic stance in order to understand people’s different world 
views (Saunders et al., 2012). The authors of this thesis recognise that their own beliefs and values can 
affect the research, but the choice of method still enabled the authors to be open-minded, also to 
unexpected findings, which was beneficial as the nature of the topic was not coherent.  
 
One can also have a positivist perspective which attempts to explain generalisations that are applicable 
to everyone (Saunders et al., 2012), but the authors mean that applying law-like generalisations to a 
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complex reality that involves people and their different perspectives would lead to losses of insights and 
understanding.  
 

3.2 Research purpose 

The authors of this thesis wish to explore how businesses prepare for change in becoming more 
sustainable and in order to fulfil this purpose, an exploratory study was conducted. Exploratory studies 
are relevant when there are no or very few earlier studies of the issue (Collis & Hussey, 2014; Saunders 
et al., 2012). To develop a deeper understanding of the topic, the authors explored what actions had been 
taken in companies with regards to the initial stage of change processes and how it affected change 
readiness among organisational members.  
 
One can also conduct a descriptive or explanatory research (Collis & Hussey, 2014). Collis & Hussey 
(2014) argue that it is important to have a clear picture of the phenomena researched when conducting 
a descriptive research as the aim is to ascertain and describe characteristics, which is beyond exploratory 
research. Explanatory research goes even further with the aim to also discover and measure relations 
between variables (Collis & Hussey, 2014). Because of the incoherency of the concept of change 
readiness and lack of empirical evidence, the authors argue that an exploratory research which can 
encourage further research is the most appropriate. Additionally, because of the limited research, the 
authors had to be flexible in changing direction as a result of unexpected findings and as stated by 
Saunders et al. (2012), an exploratory research provides an opportunity to be flexible and tackle 
unexpected things.  
 
However, it is important to be aware that the quality of the data collected through exploratory research 
rely on all people involved, and as the findings are a subject of interpretation it can lead to a biased result 
(Saunders et al., 2012). Arguably, this could be misleading if generalised.  
 

3.3  Research Approach  
There are two contrasting approaches one could take when conducting research; deductive and 
inductive (Saunders et al., 2012). The deductive approach is heavily linked to scientific research where 
laws are the basis for explanation. Furthermore, it involves development of a theory which is later tested 
and Saunders et al. (2012) also mean that the deductive approach usually implies that data should be 
measured quantitatively. The inductive approach more often involves collection of qualitative data in 
order to understand different views of the issue (Saunders et al., 2012). As the authors of this thesis 
wanted to explore a social phenomena, they argue that the latter approach, the inductive, is appropriate 
for this study.  
 
An inductive approach usually starts with the collection of data to develop understanding about the 
phenomena. The analysis can reveal patterns and themes which a theory can be based on (Saunders et 
al., 2012). The authors did not know the type and nature of the findings until the completion of the thesis 
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and because of this, the inductive approach was beneficial as it allows for new explanations to be revealed 
along the way which is in contrast to the deductive approach where alternatives and theories are stated 
in advance (Saunders et al., 2012). 
 

3.4 Research design  

Qualitative research is usually associated with interpretivism and the inductive approach (Saunders et 
al., 2012) which is the research philosophy and approach applied in this research. The qualitative 
research design is suitable for topics where the existing body of literature is deficient, and the authors 
want to emphasise patterns and themes of experiences and meanings linked to the topic (Collis & 
Hussey, 2014). Interviews were conducted under the interpretivist paradigm as the authors wished to 
explore understandings, opinions, attitudes and experiences with regards to change readiness for 
sustainable development. By taking a qualitative approach, the authors could develop a richer 
theoretical perspective of the concept, change readiness, through multiple case studies.  
 
Collis and Hussey (2014) argue that the use of a qualitative research approach could bring difficulties in 
analysing data and finalising a report as the data collected often is unstructured. This challenge, the 
authors mean could be tackled by using structured methods of gathering, summarising and analysing 
the data. 
 
The aim of this study was to explore how businesses create readiness for a change towards becoming 
more sustainable by collecting qualitative data and analysing it using interpretative methods. One could 
argue that quantitative data also could be used to investigate this topic, however, quantitative research 
is useful in a study under the positivism paradigm which is not aligned with the philosophy applied in 
this thesis (Collis & Hussey, 2014). The authors believe that many insights would be lost by not using 
qualitative research methods which allow the findings to be interpreted.  
 

3.4.1 Comparative study of multiple case studies 
A case study allows the researcher to collect insight from real-life settings leading to rich, empirical 
descriptions and thus development of theory (Saunders et al., 2012). This thesis involves multiple cases 
in order to see if the findings can be replicated across cases. In this study, each case is a company and 
all cases represent three industries. The authors also decided to conduct a comparative study which 
allows for aspects and characteristics among cases to be revealed, which would not have been apparent 
if not compared to each other (Mills, Durepos & Wiebe, 2010).  
 
Comparing businesses within the manufacturing, energy and banking industry gave an interesting point 
of view on how the different industries are working with the concept of change readiness with regards 
to sustainable development and if there are any differences among them. A comparative study enabled 
the authors to reveal if the way of creating change readiness is dependent on industry and the different 
opportunities they face with regards to sustainable practices.  



 

 18 

  

3.5 Data collection  

3.5.1 Selection process 
The sampling method used in this thesis was non-probability sampling which, according to Saunders et 
al. (2012), means that the sample selected is specifically suitable for the research topic. During 
probability sampling, on the other hand, all cases usually have an equal chance of being selected 
(Saunders et al., 2012). However, in non-probability sampling, there are no rules when deciding on a 
suitable sample (Saunders et al., 2012) and because of the limited guidance in how large the sample size 
should be, the authors tried to select a sample size which was suitable in relation to the research 
question.  
 
A criterion of the selected companies was that they should have had or are currently going through 
change with regards to sustainability. However, as attempts of becoming more sustainable was the topic 
under investigation the success of the changes was not considered when selecting the cases. The reason 
for selecting Swedish companies was because the authors’ geographical constraints but also because 
Sweden is relatively proactive when it comes to sustainable development.  
 
The three industries were selected due to their enormous impact on both the planet and its inhabitants. 
Society is dependent on them in order to run smoothly but also to grow and develop. However, when 
discussing sustainability, the manufacturing industry and the energy sector and their negative impact 
often comes to mind. Even though the banking industry do not have the same direct impact, Jeucken et 
al. (2017) argue that the industry has great potential to contribute to sustainable development because 
of its major role in the economy. Additionally, the opportunities the industries face with regards to 
sustainable development differ (United Nations Global Compact & KPMG, 2016a) which was taken into 
account when selecting the industries as the authors want to explore if the differences have an impact 
on how they create change readiness. 

 
Brainstorming sessions within the thesis group were conducted in order to identify suitable companies 
for the research. Initially, 25 companies of varying size were contacted via email, which were retrieved 
from the companies’ websites. Additional two companies were contacted via personal contacts. The 
companies the authors decided to contact were selected on the basis of the companies’ clear 
sustainability profile, as well as access. Through the initial contacts, additional interviews with other 
participants were scheduled at some of the companies. These efforts resulted in 21 people representing 
13 different companies who were willing to participate in the study. The participants were employees 
who were affected or included in the change towards creating a more sustainable business. The profiles 
interviewed has positions within departments ranging from sustainability and communication to sales 
and human resources. Furthermore, the author recognised the risk of participation bias, which may arise 
from the nature of the employees agreeing to participate (Saunders et al., 2012). The interviews were 
conducted between the 20th of March 2019 until the 30th of April 2019. The names of the companies 
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represented by the participants in this study, the number of participants, as well as the way of conducting 
the interviews are presented in Table 2.   
 

 
Table 2, Interviews 

 
In order to remain objective and since the participants are regarded as a collective the authors have 
decided to not refer to the individual participants or the company names beyond this point. 
 

3.5.2 Primary data collection  
In this thesis, primary data was collected through interviews. The authors used semi-structured 
interviews where questions were prepared in advance, see Appendix 2, with the aim to encourage the 
participants to talk about their experiences of change readiness with regards to sustainable 
development. When necessary to understand the reasons behind decisions made by people, their 
attitudes and opinions, semi-structured interviews are most likely needed (Saunders et al., 2012). It 
allows for new questions to develop during the course of the interview which can provide a deeper 
understanding of the topic and the participants’ experiences (Collis & Hussey, 2014). This can also lead 
to the discovery of areas not previously thought of, but which could be of importance for the research 
(Saunders et al., 2012). 

 
The questions were open-ended and based on the theoretical framework of this study in order to find 
data with potential links and similarities from which the authors later could draw conclusions. It is 
common that open questions start off with “why”, “what” and “how” and by having those type of 
questions, participants are encouraged to elaborate their answers in different ways (Saunders et al., 
2012). This also led to varying questions and order in which they were asked. Some of the prepared 
questions did not have to be asked during a few interviews since the participants themselves had 
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provided relevant information when answering other questions. In contrast, some questions were added 
during interviews to further clarify or encourage more elaborated answers. Thus, the authors had a list 
of themes with related questions, but their use varied across the interviews. 
 
Furthermore, interviews were held both in person, via phone and email. The interviews conducted in 
person or via phone lasted on average 50 minutes. All interviews, except one, were audio recorded since 
one interviewee were uncomfortable with being recorded. The interviews were later transcribed and 
saved to make sure that the conversation could be reviewed again. This, to reduce the risk of forgetting 
content which could lead to misleading findings and thus final results. Notes were taken during the 
interviews to formulate follow-up questions, but also in case recordings would be lost. During the 
interview not recorded, the authors made sure to take even more detailed notes in order to remember 
correctly. The authors made sure to increase the clarity of the questions sent via email. One way of doing 
this was to send the questions to a test person beforehand to validate how understandable the questions 
were.  
 
Saunders et al. (2012) argue that the ways of interacting with the participants and the way of asking the 
interview questions will impact the data. The authors recognised the importance of having this in mind 
when conducting the interviews and tried to not ask leading questions and avoid imposing personal 
beliefs through the questions. Additionally, Collis and Hussey (2014) argue that there might be factors 
influencing the participants’ answers, for example, he or she might give an answer which is considered 
to be correct or acceptable, which might not be aligned with the true personal opinions. By increasing 
the depth of the interview through follow-up questions, the authors attempt to overcome bias.  
 

3.5.3 Secondary data collection  
Prior to this research, a pilot study was conducted in the form of a literature review on the topic of change 
readiness in organisations. The review revealed that creating readiness for change is of great importance 
in the creation of a successful change process but there was incoherence in of the concept change 
readiness. In the pilot study the search of articles took off with the keyword “systemic change”, that led 
onto readings on “resistance to change”, “organisational change”, “individual change” and “change 
leadership” leading on to the topic of “change readiness”.  
 
The articles found in the pilot study was the foundation of this thesis literature review. The majority of 
the articles referred to in this study were found as references in the articles to the pilot study. However, 
a further search of the keywords; “change failure”, “organisational failure”, “employee resistance “, was 
performed to more deeply understand the background of the concept. A second search on keywords; 
“organisational readiness”, “readiness in business”, “individual readiness” and “organisational 
readiness” was conducted to limit the risk of overlooking any vital articles. These searches were 
narrowed down by area, such as business and organisation and to journals within the same areas as the 
first searches generated a large number of hits due to the great number of articles. When combining 
“sustainability” and “change readiness” no relevant articles were found. However, it was necessary to 
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obtain knowledge regarding sustainability so the keywords “sustainability” and “sustainable 
development” were used. Restraints to specific years were also applied starting with 2015, 2013 to 2000 
and these searches were performed primarily on Jönköping University’s online database, Primo, but 
also on Google Scholar. In addition to the secondary data in form of articles, the authors reviewed the 
represented companies’ sustainability reports and websites, as well as reports belonging to various non-
governmental organisations.   
 

3.6 Data analysis  

Braun and Clarke (2006) argue that thematic analysis is the foundation in analysing qualitative data. 
The purpose is to search for themes and patterns by coding the data which later can be analysed to 
answer the research question (Saunders et al., 2012). It is also suggested that the six steps of the thematic 
analysis and its use in qualitative research will lead to a final report that provides findings that are both 
rich and trustworthy without being an inflexible method (Braun & Clarke, 2006). Braun and Clarke 
(2006) also state that there are potential issues that could arise from the usage of a thematic analysis. 
For example, there is a risk of not actually analysing the data and simply using the interview questions 
as the identified themes. 
 
After collecting the data, the first step was to transcribe the interviews into text and reading through the 
collected data. This is in the thematic analysis called familiarising yourself with the data (Braun & 
Clarke, 2006). The second step, generating the initial codes, was done by connecting relevant data with 
similar meanings. In the third step, searching for themes, the codes were sorted in order to form the 
overarching themes which was done manually with coloured pens. The related codes were highlighted 
with the same colour and every colour represented a theme. The themes were based on the various 
components and strategies brought up in the literature review, as well as the exceptions from the 
literature, across the entire data set.  
 
At phase four, reviewing themes, it was ensured that the data clearly was distinguished into themes and 
that the themes were meaningful in relation to each other. For example, it was found that two of the 
initial themes should be combined as it was difficult to separate them due to their similarities. The fifth 
step, defining and naming themes, is essentially about ensuring that each theme is capturing relevant 
data and lastly, producing the report, includes the themes, the analysis of them and the writing of the 
thematic analysis. The thematic analysis must result in a logic presentation of the data that supports the 
themes and their prevalence (Braun & Clarke, 2006).  
 
As previously stated, the methods used in this thesis allows interpretation of the data, therefore, the 
authors initially reviewed the data individually in order to reduce the risk of influencing each other.  
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3.7 Ethical considerations  

All types of research involve ethical considerations during the research process but also when publishing 
the final report. Since most research in the field of business and management usually involves people, it 
is of great importance that the authors consider the ethical implications of the study (Saunders et al., 
2012). Offering both confidentiality and anonymity to the participants is preferable when conducting 
research in order to reduce the risk of them being identified with their opinions (Collis & Hussey, 2014). 
The authors also made sure, at the beginning of each interview, to ensure anonymity for both the 
participant and their company if wished and that the participant was comfortable with being audio-
recorded. The authors also made it clear that the participants could end the interview at any time and 
that there was no pressure in answering questions they were uncomfortable with. Furthermore, it was 
clearly communicated to the participants that the study was going to be published after final submission. 

An email was sent to the participants during the later stage of finalising the thesis in order to get the 
final consent about the company names being published in the Acknowledgement and Method chapters. 
It was also clarified that the names of the participants were not going to be included in the thesis.  



 

 23 

4. Empirical findings  

 
The aim of this study is to explore if and how businesses create readiness for change towards becoming 
more sustainable. To investigate this matter, interviews were conducted. The findings are structured 
below in accordance with the components, dimensions and strategies presented in the theoretical 
framework followed by exceptions not covered by previous literature.  
 

 

4.1 Attitudes towards change for sustainability  

Participants representing the banking and manufacturing industry mentioned that regulations and 
policies have been the main reasons for initiating changes towards sustainability. Nevertheless, 
participants from both industries described that they in later years have experienced an increase in 
customer demands for more sustainable investments, services and products. One employee from the 
financial industry stated that the increase in external demand and raised internal awareness have 
resulted in a desire to stay ahead of regulation and be more proactive. Participants from these industries 
concluded that sustainable operations are crucial to stay competitive.  
 

Participants representing the energy industry also experienced an increase in external demand and 
policies, however they stated that since their services are heavily linked to sustainability, an awareness 
among the employees existed prior to the increased customer demand and new policies. Additionally, 
interviewees from the energy and manufacturing industry stressed the importance of considering that 
earth’s resources are finite and that it is necessary to adapt to this in order for their companies to survive. 
An example was given about a key resource in a company’s production which faced degradation due to 
climate change.  
 

4.2 The five components  

4.2.1 Discrepancy and appropriateness 
All participants said that it is crucial that employees understand both why the change is needed and 
what the desired outcome of the change is. The majority also stressed the importance of providing clear 
and understandable goals, and to express them early in the change process. However, only one 
participant emphasised the importance of also explaining why the change is reasonable and suitable for 
the situation.  
 

Three participants, representing one company from each industry, presented examples of change 
initiatives which had met great resistance from employees. All were minor, internal changes with the 
aim of becoming more sustainable. One of the examples involved a change in the waste management at 
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the office. The change implied that instead of external staff being responsible for emptying every 
employees’ bin, the employees were now supposed to handle their own trash. This to improve the trash 
categorisation system, but also to ensure that the bin was only emptied when full to decrease the use of 
plastic bags. The participant providing this example believed that a lack of explanation of why this 
change was needed and appropriate, led to the great resistance encountered from the personnel.  
 

In contrast, another minor change, which involved the removal of plastic lids for take-away coffee cups, 
succeeded in the sense of meeting no resistance. Instead, the participant described it as a natural change 
among the employees. The participant believed this was a result of a speech personally delivered to all 
employees during a conference regarding the use of plastic and its negative consequences.  
 

4.2.2 Efficacy 
Most participants described situations where they had encountered co-workers who felt worried about 
their ability to perform and adapt to new tasks and working routines which came with the change for 
sustainability. Some also experienced that co-workers had been unable to see how sustainability was 
related to their work and department. It was argued by some participants that if employees are unable 
to see how changes relate to their own work and still are asked to perform the change, there is a high 
risk of developing a lack of confidence in the person's own ability to execute the tasks. One participant 
meant that two people working in the same department can have different perceptions of how they can 
contribute in changes towards sustainability. An example was given about two employees in the IT-
department where one of them could clearly see how routines within the department could change in 
order to contribute to a more sustainable business. At the same time, the other employee could initially 
not see a clear linked and was because of this resistant to the proposed changes.  
 

All the participants representing the banking and manufacturing industry, but only one participant 
representing the energy industry mentioned education as one method to handle the lack of confidence 
in one's own capability. Based on experiences from their working place, they shared the view that 
confidence can be enhanced with increased knowledge.   
 

Additionally, the majority of the participants stated that employees’ confidence could be strongly 
enhanced by support from management. Having an open culture where it is encouraged and socially 
accepted to ask for help and support was mentioned as a way to allow and enable the employees to 
increase their confidence. Aligned with this, several participants stated that they appreciated having a 
competent manager to turn to for support.  Furthermore, in several cases sustainability consultants were 
utilised in order to support the organisational members in their work. 
 

4.2.3 Principal support  
Commitment and support from management are described by the majority of participants as essential 
since it is the management who sets the business strategy and then are responsible for its execution. 
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Several even argue that it would have been impossible to perform the changes towards becoming more 
sustainable within their companies without managers’ commitment. 
 

Some participants mentioned that people had been hired with the sole focus of working with 
sustainability which the participants said showed commitment from the top management. However, one 
participant said that the initiative and driving force actually had come from the employees, bottom-up, 
which resulted in a top management commitment and a change in strategy.  
 

4.2.4 Personal valence and the affective component 
Most participants state that it is important to explain the personal consequences of the change to achieve 
acceptance. One interviewee claimed that if there are uncertainties regarding personal consequences, it 
will lead to worries and hesitation and possibly resistance to change. Another participant emphasised 
the importance of distinguishing the individual roles and how they can contribute to the change which 
had also been addressed in the company. This, the participant meant, could reveal how employees are 
individually affected which can reduce feelings of uncertainty and lead to acceptance of the change.  
 

Most participants described that they have experienced feelings such as pride, joy and satisfaction from 
contributing to sustainable development. The majority also described how the feeling of pride was 
shared among their colleagues. However, some participants could not guarantee that all of their 
colleagues felt pride or genuinely cared about sustainability. One participant expressed that he did not 
have any personal reward but still performed what was asked from top management and regulation.  
 

Additionally, some participants explained that they had been promoted or delegated more responsibility 
within the area of sustainability. However, when discussing personal rewards resulting from more 
sustainable activities, positive feelings such as satisfaction received all the attention.  
 

4.3 The structural dimension  

All participants agreed that changes towards sustainability often comes with initial monetary costs, 
however, many rather viewed the costs as investments in their company and brand. Despite several 
participants stating that their company had been working with sustainability in different contexts for a 
long time, they still experienced a shortage of knowledge related to sustainability among the current 
employees. In some cases, this had led to re-education while one interviewee stated that it had resulted 
in personnel leaving the company.  
 

Several participants stated that newly recruited employees had applied to the company also because of 
its sustainability profile. Because of this, the majority of the participants stressed the importance of 
working with sustainability in order to attract appropriate competencies for all departments. 
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4.4 Strategies for conveying the change message  

4.4.1 Persuasive communication  
All of the participants confirmed that their companies had actively used various types of communication 
channels to convey relevant information about the proposed change. Intranets and emails were used as 
a way of sending out information both before new changes as well as updates during and after the change 
and this was mentioned by all of the participants. One participant also explicitly mentioned the use of 
the intranet as a collection point of information which employees can return to and seek information. 
Emails were also used to communicate more specific information to the specific employees affected by 
the change. However, some interviewees were aware that not all employees read the information sent 
out and stressed the importance of repeating the information from more than one source.  
 

Most participants described day-to-day conversations between managers and employees, both in groups 
and individually, to be the most important tool when informing employees and ensuring employees’ 
understanding of the change. Some interviewees also described that speeches could be held in front of 
the entire workforce at, for example, conferences but also at smaller occasions, such as lunch meetings, 
where dialogues between the employees and speaker were encouraged.  
 

Two participants argued that information about the change should be conveyed at multiple times, both 
before and during the change, so that employees understand that it is something important and not a 
topic that pops-up and later disappears. An example given was that if the CEO communicates the first 
message, it is important that other managers with a closer relationship to the employees reinforce it. 
Another participant did however express difficulties of ensuring that all employees have received the 
same information when several people are involved in conveying it. Even though managers have 
received the information from the same source they might interpret it differently which will shape how 
they communicate the information.  
 

4.4.2 Active participation  
All participants stated that their companies have a culture which promotes feedback. It was also seen by 
the majority of the participants as the manager's responsibility to collect and react on feedback from the 
employees once new changes are initiated. Opportunities to engage in the change and provide feedback, 
was according to some of the interviewees given at employee meetings and workshops. Many also said 
that feedback could be provided through intranets and emails. One participant mentioned that employee 
participation could result in feelings of ownership of the change. However, the same participant, along 
with a few others, expressed the difficulties of involving everyone in the decision-making and 
development of the strategies as well as that there is a limit to the amount of feedback that can be 
considered.  
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4.4.3 External information 
None of the participants stated that their company actively had used traditional or social media to 
influence employees’ view of suggested changes. However, some participants have seen that external 
medias’ publications have had both positive and negative effects on the employees both from 
newspapers but most importantly from social media. One participant described how employees were 
empowered by reading positive comments from the public on Facebook-posts made by the company. 
Additionally, it was foremost the participants from larger companies that had experienced the influence 
of traditional media while both larger and smaller companies experience the effect of social media.  
 

4.5 Type of change  

Most participants stated that sustainability has been present in their company for a longer time period, 
in some cases for decades, even if the word sustainability or equivalent terms in Swedish has not actively 
been used. Additionally, they described that developing their operations to become more sustainable is 
a natural process. However, the same participants described that they noticed a difference in the use 
and interest of sustainability during the last five to ten years and many noticed an increase in change 
efforts following this increased interest. Several described how the entire business must change and how 
sustainability is incorporated in the strategy which guides all operations. A few participants stated their 
companies put more effort into explaining why and how it is performed regarding a fundamental change, 
such as a new strategy. On the other hand, it was described by the same participants how the overall 
sustainability strategy is implemented step by step or in other words, as an incremental change.  
 

4.6 Exceptions  

4.6.1 Education  
Sustainability education was a recurring theme brought up by participants from the manufacturing and 
banking sector. The education usually included information about sustainability in general, how it 
relates to their business and how their business wishes to work with sustainability. These education 
programmes were usually mandatory for all employees, maintained within regular time intervals and in 
the form of E-learnings. The participants believed that education not only informed the employees of 
the company's view of sustainability, but also seemed to increase many employees’ personal interest in 
sustainability.  
 
Nevertheless, just one of the five energy companies provided sustainability education programs for their 
staff. Yet, the personnel that required additional schooling at the remaining four companies, was 
provided suitable education. When asked why no educations programs where active, one explanation 
was that the industry itself had a strong relation to sustainability and that it was already incorporated in 
the daily work of all employees. Another participant, representing the energy industry, argued that 
sustainability education programs would create a feeling of sustainability being a separate part of the 
business, thus not fully incorporated in the business.  
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4.6.2 Stories of success  
The majority of participants mentioned the benefits of demonstrating an example of a successful change 
initiative in order to motivate and inspire the personnel for change towards sustainability. This was 
mainly communicated through intranets and emails but was also something a manager could address 
during meetings. For example, in one of the manufacturing companies, one of their own product 
categories was constantly brought up as an inspiration as it had been successful in the area of 
sustainability which had also led to increased competitive advantage. One participant highlighted that 
it is not only internal success stories that are useful, since there in many cases there are no internal 
stories and therefore, participants explained that it is valuable with a broad network from where it is 
possible to collect detailed examples from similar businesses.  
 

4.6.3 Business strategy 
The majority of the participants agreed that it is necessary to incorporate sustainability into the core 
strategy and that it cannot be treated as a separate part or department. Once sustainability is included 
in the strategy it sends a powerful message about how the company should operate. The majority of 
participants described that when sustainability was incorporated into the overall business strategy, it 
clearly improved how the company worked with the topic. 
 

Further, the strategy is described by several as a crucial tool to ensure change readiness as this 
communicates why and how the company will work with sustainability. However, one participant 
mentions that the strategy is only an important tool if the goals expressed are strived for. The same 
participant gives examples of other companies who had sustainability in their strategy but then not 
worked with it. This had caused the strategy to become a less efficient tool in the creation of change 
readiness.  
 

4.7 The concept of change readiness  

None of the participants actively used the words change readiness when describing the initial stages of 
a change nor stated that they used it when directly asked about the concept. However, most answered 
that they considered the preparation and employee’ acceptance to be important, but also viewed it as an 
integrated part of the change process. Nonetheless, most participants could still distinguish and describe 
the beginning of a change, furthermore, some also mentioned the use of communication plans and could 
in detail explained the importance of explaining to employees why the change is needed and how the 
strategies had been used to inform the employees.  
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5. Analysis  

 
This chapter covers the analysis of the empirical findings following the same structure as the previous 
chapter. It explains how the components and strategies of change readiness are used within businesses.  
 

 

5.1 Attitudes towards change for sustainability  

There is a clear interest to work with sustainability within all participants’ companies for the sake of the 
companies’ survival. As stated by Armenakis et al. (1993), presenting contextual factors can strengthen 
the justification for change and if it the importance and urgency of sustainable development for the 
business survival it could ease the process of creating change readiness.  
 

5.1.1  Industry comparison 
Participants representing businesses from all the three industries mentioned regulations, policies and 
increased customer demand as reasons for incorporating sustainable practices. However, the banking 
industry did not mention the importance of considering that earth’s resources are finite in relation to 
their business operations, which the other two industries did. The direct use of natural resources in the 
operations within the manufacturing industry and the energy industry, one could argue, result in a 
clearer relation between the business operations and sustainable development. In contrast to the 
manufacturing and energy industry, banks’ impact on sustainable development is more indirect due to 
the nature of their operations. One could discuss if this can have an effect on how the people working in 
these industries are responding to changes with regards to sustainability. If the relation between the 
business operations and sustainability is not clear, it might undermine the creation of change readiness, 
which could be a reason why the banking industry has, as argued by Jeucken et al. (2017) and Weber 
and Feltmate (2016), previously responded slower to sustainable development compared to other 
industries.  
 

5.2 The five components  

5.2.1 Discrepancy and appropriateness 
All participants emphasise that explaining why a change towards becoming more sustainable is 
necessary when initiating a change. This confirms that discrepancy, as explained in theory, is important 
in practice. 
 

Armenakis and Harris (2002) treat discrepancy and appropriateness as two separate components, 
however, the authors of this thesis argue that these two are intertwined and difficult to distinguish. Even 
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though only one participant emphasised the importance of also explaining why the change is reasonable 
and suitable for the situation, the authors of this thesis argue that the component of appropriateness is 
used by the majority. This because, when explaining why a change is needed, the explanation of it being 
appropriate is often delivered automatically. The authors believe that this is the reason why most 
participants did not mention appropriateness of the change separately to why the change is needed.  
 

Although discrepancy is emphasised by all participants, it can be forgotten or neglected, the same is for 
appropriateness. The findings indicate that when the businesses failed to include both discrepancy and 
appropriateness when small changes were made, resistance towards the change followed. The example 
involving removal of the coffee-cup lids which met no resistance included an explanation of why it was 
needed which also led to that employees agreed that the change was appropriate which indicates that 
the component of appropriateness appears naturally. Thus, the context had been explained in advance 
informing the employees about why there was a need for change and that the solution was suitable.    
 

One can wonder why the components of discrepancy and appropriateness is forgotten or neglected in 
some of the examples given, since it contradicts the participants’ beliefs that explaining why the change 
is needed is crucial when initiating a change. The authors argue that when initiating smaller changes, 
both discrepancy and appropriateness may be disregarded in an attempt to reduce time and resources 
spent on the change. However, as Smith (2005) argues, failure to create change readiness might lead to 
greater spendings in the end due to the need of dealing with resistance among employees. Not using the 
components might indicate that the understanding of the potential results of using them is lacking which 
further can indicate that the components are not used as intentionally as the literature suggest.  
 

5.2.1.1 Industry comparison 

There was no difference found between the industries regarding the use of discrepancy and 
appropriateness as all emphasises on the importance of explaining why the change was needed.   
 

5.2.2 Efficacy 
The empirical findings show that employees find it important to be confident that they have the ability 
to perform the change for sustainability. This is aligned with the component efficacy described by 
Armenakis and Harris (2002) and Armenakis et al. (1993).  
 

Additionally, the participants mention education as a method used to increase the employees’ self-
confidence. The authors argue that since sustainability is complex and constantly evolving, it could be 
important to stay updated and further educate the staff on the topic to uphold a constant level of 
confidence. Depending on how the education is designed it could allow for active participation, which 
according to Armenakis and Harris (2002) and Armenakis et al. (1993) would give the opportunity of 
self-discovered knowledge and thereby strongly enhance the actual capabilities. One can argue that this 
could increase efficacy. It was also emphasised that support from managers and sustainability 



 

 31 

consultants is useful to build employees’ confidence, which could be linked to principal support as it 
indicates that management support the employees with resources needed, which shows their 
commitment. According to Rusly et al. (2011) and Weiner (2009) employees considered the availability 
of resources when it comes to their individual change readiness as it can influence how well the change 
is executed. By providing resources such as consultants it indicates that the company have made 
resources available which can increase change readiness among employees.  
 

Armenakis and Harris (2002) and Armenakis et al. (1993) mean that change readiness and motivation 
to change is dependent on the degree of confidence in one’s own ability to succeed with the change. 
However, the authors of this study argue that it is not only important to have confidence in one’s ability 
to execute the change, but also to clearly see how one can contribute and how one’s day-to-day business 
activities are related to the change. One participant argued that if the relationship between a employee’s 
work and the change is unclear, but the employee is still required to contribute to the change, there is a 
high risk of decrease in confidence. However, this aspect is not covered by previous literature.   
  
As the participants mention, their corresponding companies aim to incorporate sustainability into the 
core of the business which means that every department is affected by the changes. Despite this, it might 
be difficult for every employee to see how their positions could be linked to sustainability which became 
evident when a participant gave the example about the two employees at the IT-department, one who 
clearly saw the link between their tasks and sustainability, while the other did not. The authors argue 
that if you cannot see how your work is related to sustainability, it might be because your knowledge 
about sustainability is lacking and therefore, also your capabilities and thus your confidence in executing 
the change. Since sustainability is a topic covering a very broad spectrum, including social, 
environmental and social aspects (Elkington, 1994), it is reasonable to argue that every department can 
contribute, in one way or another. Because of this, the authors argue that education is a suitable tool to 
increase efficacy among employees which can increase change readiness.  
 

5.2.2.1 Industry comparison  

There was no difference found between the industries whether efficacy is important. However, when 
treating education as one way of increasing efficacy, the energy sector stood out. The majority of the 
energy companies did not use sustainability education programs as a tool because of the clear relation 
between the production of energy and sustainability.  
 

5.2.3 Principal support 
All of the participants strongly emphasised the importance of shown commitment from management 
when initiating a change for sustainability. This confirms the previous literature regarding principal 
support stating that there is a need to clearly convey that the management is committing to the change 
in order to enhance change readiness (Armenakis & Harris, 2002). Only one participant stated that the 
initiative regarding sustainable development had come from the employees. But the participant also 
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mentioned that it had resulted in engagement from the management which indicates that principal 
support is still important, even though there are bottom-up initiatives.  
 
Nonetheless, the authors could see a situation where employees will resist other suggestions not aligned 
with their wishes or possibility even leave the business unless actions are taken to achieve their wishes. 
The business could most likely hire new employees but is still a risk of damaging the operations and 
competitiveness.  
 
Furthermore, to have a sustainability department or position dedicated to the area, which the majority 
of the companies had, the authors believe increase the feeling of principal support since it indicates that 
the board finds sustainable development worth investing resources in. As also claimed by Armenakis 
and Harris (2002), principal support means that there is a need to convey that the management supports 
the organisational members with resources needed to implement the change.  
 

5.2.3.1 Industry comparison 

No difference among the industries was found, possibly due to the main reason stressed, that it would 
be close to impossible to successfully change if management would not be supportive and committed. 
 

5.2.4 Personal valence and the affective component 
As stated by Rusly et al. (2011), personal valence involves extrinsic as well as intrinsic valences. This 
could also be found in the empirical findings in the form of promotions and positive feelings, such as 
satisfaction from working with sustainable development.  
 
However, the authors of this thesis criticise the existing literature regarding the component of personal 
valence. Extrinsic valences could potentially be known before a change is initiated which then can 
influence beliefs and attitudes towards the proposed change and thus create readiness. For example, an 
employee can know beforehand that a raise in salary will be received due to the change. The employee 
can also be notified before the change that a negative outcome will not occur which can prevent 
resistance. As mentioned by a participant, if there are uncertainties regarding personal consequences, it 
will lead to worries, hesitation and possibly resistance to change. This is aligned with Armenakis and 
Harris (2002) statement that personal valence is influenced by the consequences, both positive and 
negative, that might be for organisational members. If there is a risk of negative outcomes, for example 
being dismissed, the proposed change will most likely be met with resistance (Armenakis & Harris, 
2002).  
 
However, the authors argue that intrinsic valences cannot be known before the change and can thus not 
affect acceptance or attitudes towards the change thus neither influence change readiness. An employee 
cannot with certainty know that a personal reward, in form of satisfaction or pride, will be felt from the 
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change before it is initiated. Because of this, intrinsic valences should not be able to influence the 
creation of change readiness.  
 
Rafferty et al (2013) stated that a positive attitude toward change could be created if a person imagines 
that the change will lead to a positive personal outcome. The authors believe that there is a possibility 
that previous positive emotional rewards are something an employee can remember and imagine to 
receive again when facing a change similar to the one bringing the feeling of rewards. This could then 
result in positive emotions in the present towards the new initiative, which can increase change 
readiness. This is aligned with the affective component as described by Rafferty et al. (2013). Based on 
this, the authors argue that the component of personal valence should be redefined in the sense that 
intrinsic rewards should not be included, and the affective component should be considered to a larger 
extent.  
 
Even if intrinsic rewards should not be included in the theory, empirically it still indicates that several 
employees experience positive emotions when participating in a change towards more sustainable 
practises. Sustainable development should lead to contribution, not only to the company, but to other 
stakeholders as well, which could mean that sustainability as a topic leads to an experience of positive 
emotions. However, one participant stated he did not experience the feeling of pride because of the 
changes for sustainability. Following this the authors believe it is reasonable to assume that not all 
employees will experience the same feelings as not all employees will have the same interest of 
sustainability. According to Weiner (2009) differences in attitudes could make it more difficult to create 
change readiness throughout the organisation. Therefore, you need to find other motivations or carefully 
explain consequences for those who do not imagine themselves receiving any positive emotions due to 
the nature of the change, to ensure a coherent level of readiness. 

 

5.2.4.1 Industry Comparison  

No difference among the industries was discovered in terms of the components of personal valence and 
the affective component. Everyone stated that it is important to explain the personal consequences of 
the change to achieve acceptance among employees and participants representing all industries have 
experienced positive emotions in relation to sustainability changes. 
 

5.3 The structural dimension  

Many participants stated that costs that occur from changes for sustainability are rather viewed as 
investments, and one could argue that this can influence change readiness among employees. Weiner 
(2009) mean that the individual readiness is determined by the individual's perception of the state of 
resources. These investments can also be viewed as having resources made available, which according 
to Rusly et al. (2011) can increase change readiness and is similar to content as described by Holt et al. 
(2007b). However, the authors of this thesis cannot, based on the findings, conclude if individual 
readiness is affected by this. Further, context and process as described by Holt et al. (2007b) could not 
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be discovered, however this is likely to be a result of the interview approach on such a broad scale rather 
than that contextual factors have no influence.  
 
As stated by Weiner (2009) and Rafferty et al. (2013), some attributes are more desirable than others 
regarding organisational development and also mentioned the importance of considering how to attract 
and recruit individuals who possess them. Based on the findings, one can conclude that this is highly 
applicable to sustainable development within companies. Several stated that there was a shortage of 
experienced employees within the area of sustainability, but several participants also highlighted the 
importance of having a sustainability profile in order to attract new talents. This adds another 
perspective to the importance of incorporating sustainability into businesses as it is not only necessary 
to meet customer demand, but also to attract employees who will develop the business and thus ensure 
the survival. Additionally, if new employees already have a personal interest in sustainability, it might 
be easier for them to accept new changes with regards to sustainability. This would make the attraction 
of such employees even more valuable, as they probably would have a high level of readiness regarding 
sustainability.  
 

5.3.1.1 Industry comparison 

With regards to structural dimensions, no differences between the industries were found as all viewed 
costs as investments and emphasised the importance of attracting the right competencies for their 
companies’ survival.  
 

5.4 Strategies for conveying the change message  

5.4.1 Persuasive communication  
 
The findings confirm the utilisation of persuasive communication as a way of conveying the change 
message. As argued by Armenakis and Harris (2002), communication in person should have the 
strongest influence on creating readiness when it comes to persuasive communication. Align with 
literature, many participants emphasised the importance of managers’ ability to communicate the 
change directly to employees, which allow for direct feedback which the participants also described as 
being encouraged. This is also aligned with what Armenakis et al. (1993) state, providing opportunities 
for feedback is beneficial when creating change readiness.  
 
Participants argued that change should be conveyed at multiple times, which is not covered by previous 
literature. However, it was also mentioned by participants that managers could convey incoherent 
information, even if they had received the same information. According to Weiner (2009), performing 
a change becomes easier when members share similar beliefs which mean that communication of 
incoherent could undermine the effectiveness of reinforcement, as it could lead to different levels of 
readiness among employees. The authors still argue that reinforcement of the change message with 
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regards to sustainability is highly appropriate as sustainable development involves constant change. As 
mentioned by several participants, it is important to communicate that sustainability is a topic to be 
sustained in the company over time.  
 

5.4.1.1 Industry comparison 

There were no differences found regarding the use of persuasive communication in the creation of 
change readiness across the companies. 
 

5.4.2 Active participation  
Active participation in form of feedback sessions is a recurring theme in the findings. Vakola (2013) 
argue that the purpose of active participation is to create ownership of the change among the employees, 
which one of the participants explicitly mentioned. However, Vakola (2013), Armenakis and Harris 
(2002), Armenakis et al. (1993) mean that active participation is the strongest and most influential 
strategy to create change readiness, but the authors of this thesis cannot confirm this based on the low 
presence in the findings. However, the expressed opinion from some participants that it is hard to 
facilitate, could confirm Weiner’s (2009) claim that it is hard to control the outcomes of active 
participation and that it is difficult to use.  
 

5.4.2.1 Industry comparison 

No differences among the industries were discovered in the empirical findings of this study regarding 
the use of active participation.  
 

5.4.3 External information  
As stated by Armenakis et al. (1993) external information is often regarded as objective and therefore 
seen as reliable by the recipients. The authors of this thesis argue that this is in accordance with the 
findings, as several of the participants find that statements done by external parties through media in 
general has an impact on employees and their perceptions. However, as no one had actively used 
traditional or social media or similar external sources of information to intentionally influence 
employees’ view of suggested changes, the authors of this thesis cannot confirm that external 
information is used to create change readiness. The authors can however see an opportunity for the 
participants’ businesses to influence the creation of readiness due to the experienced influence from, for 
example, social medias.  
 
Social media is used intentionally to reach customers, but not employees. However, businesses active 
on social media might need to consider the reactions to their posts as a form of external information. 
The authors can also see that the social media is even more complex than using traditional medias as a 
way to create readiness because of the unpredictability of how information is shared and reacted upon. 
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Following this, the authors suggest that the existing theory regarding external information as a strategy 
to convey the change message should be extended. Mainly due to the fact the social media as we know 
them today did not exist at the point when the theory was developed but also because of the influence 
social media can have on the creation of readiness.  
 

5.4.3.1 Industry comparison 

No differences between the industries were found as none used external information as a strategy for 
creating readiness for change towards becoming more sustainable.  
 

5.5 Type of change  

Sustainability is something that according Porter and Kramer (2006) and Elkington (1994), as well as 
the participants of this study, must be incorporated throughout a business. This could be seen as a 
fundamental change, which according to Armenakis et al. (1993) could result in difficulties creating 
readiness. However, empirically it is described how the overall strategy is achieved step-by-step, which 
according to Armenakis et al. (1993) should make the creation of readiness easier. At the same time, 
participants have described how smaller change initiatives met resistance. The authors of this thesis 
argue that there might be a risk that the different steps can be viewed as small and unimportant and 
therefore not receive the effort needed to create readiness. However, it is not believed that this applies 
to all situations and clearly communicated goals in relation to the desired end-state could decrease the 
risk of neglecting the importance of creating change readiness for all steps.  
 
Additionally, if new employees, attracted by the business’ sustainability efforts, has an initial interest of 
sustainability these changes might not be viewed as fundamental, and thereby have a higher change 
readiness.   
 

5.6 Exceptions  

5.6.1 Education  
Neither by Armenakis et al. (1993), Armenakis and Harris (2002) or Rafferty et al. (2013) is education 
brought up as a tool under any of the strategies to convey the change message. However, from the 
empirical findings, one could argue that education plays an important role in both explaining why a 
change is needed and whether the change is appropriate, thus discrepancy and appropriateness. The 
company can select what to include in the education and thereby communicate which parts are deemed 
to be important and mostly related to the company. It can also be designed to allow employees to learn 
how the company wishes them to work with sustainability. The provision of explanations and knowledge 
gained could also, as mentioned before, increase employee’s confidence in their own abilities, thus 
efficacy. 
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Education could also allow for employees to actively participate, and if designed in that way it could lead 
to self-discovered information. The participants also placed emphasis on the allowance of feedback 
which is an important part of active participation according to Armenakis and Harris (2002). Some 
participants mentioned the utilisation of workshops and lectures as a tool for engaging the employees 
and making them more participatory in the change. However, if the education is mainly in the form of 
E-learnings, the level of participation is considerably lower than in a workshop. This led the authors to 
believe that education can be a tool used for both persuasive communication and active participation.   
 
Principal support could indirectly be conveyed if it is deemed as managerial commitment to invest in 
sustainability education and allow employees to spend time on it. Additionally, personal valence could 
also be conveyed indirectly if the education leads to a realisation on how sustainability can affect the 
individual work or if it leads to an increased interest. An increased interest could potentially mean that 
employees have the opportunity to experience a broader spectrum of positive feelings from believing 
they can contribute to something greater.  
 
However, as the last two components, principal support and personal valence, are only conveyed 
indirectly, the authors argue that the strategies can convey each component with varying degrees of 
success. The currently literature by Armenakis et al. (1993) and Armenakis and Harris (2002) do 
however not consider if some strategies or tools are more optimal in communicating the different 
components. For example, one might convey information about sustainability through speeches, but to 
have the opportunity to learn it by yourself through a workshop strengthens the self-confidence. This 
led the authors to believe that each strategy and their accompanying tools can communicate some 
components stronger than others and that this needs to be considered in future frameworks.  
 

5.6.1.1 Industry comparison 

As previously discussed, the energy sector was clearly underrepresented regarding using mandatory 
education programmes about sustainability. The findings suggest that this is because of the clear 
connection they already have to sustainability aspects, especially the environmental. Therefore, the 
employees do not require education in order to understand the need for change. One can discuss if this 
is appropriate or not, but the evidence suggest that this is suitable for the energy industry as the majority 
of the energy companies had decided not to have sustainability education programs. One can discuss 
whether having an education program dedicated to sustainability could create a feeling of the topic being 
a separate part of the company, as one of the participants mentioned, instead of being incorporated. 
However, this was nothing the authors of this thesis could confirm based on the findings.  
 

5.6.2 Stories of success 
The majority of participants stated that it is useful to refer to examples of successful change initiatives 
sharing similarities to the current suggestion of change. This is not stated by Armenakis et al. (1993) or 
Rafferty et al. (2013) as a tool to clarify the change message. In the article by Armenakis and Harris 
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(2002) the authors described a practical example where they had assisted a CEO in designing a change 
message. At one point, the CEO had given examples of previous internal success which were 
communicated to strengthen employees’ belief in the suggested change. As it was only mentioned briefly 
in one article it was not considered before the interviews to be of great importance. However, the 
empirical data showed that this should be considered in the development of future tools.  
 

5.6.2.1 Industry comparison 

All of the industries used previous, successful change initiatives to enhance employees’ change 
readiness. This strengthens the importance of considering it as a future tool for creating readiness.   
  

5.6.3 Business strategy 
The importance of incorporating sustainability into the businesses overall strategy was not mentioned 
in previous literature by Armenakis et al. (1993), Armenakis and Harris (2002) or Rafferty et al. (2013). 
None of them explored the topic of sustainability in relation to change readiness nor stated that 
incorporating the topic of the change into the strategy could be beneficial when creating change 
readiness. However, as mentioned by United Nations Global Compact (n.d.) sustainability will be a 
major change and therefore it is important to consider incorporating it into the strategy. The authors 
believe that this sends a message of commitment from the top management, in other words, principal 
support, as well as being a tool to communicate why and why it is important, discrepancy and 
appropriateness. As it is described as crucial for the business survival to be sustainable by multiple 
participants, the authors of this thesis believe that the risk is limited that business will not follow through 
if sustainability is incorporated in their strategies. 

 

5.6.3.1 Industry comparison 

There was no difference as all industries emphasise the importance of incorporating sustainability into 
the core strategy.   
 

5.7 Interdependence 

The previous literature presents the components of change readiness as separate components and that 
the change message must include all components, otherwise there is a risk of a less efficient change 
message and thus weaker change readiness (Armenakis & Harris, 2002). The authors of this thesis agree 
with the latter but stress that the components are highly interdependent which the literature does not 
imply. For example, principal support appeared as an enabler which allowed the remaining components 
to be utilised. Because of this, a discussion can also be raised whether some components actually are 
more effective than others when creating change readiness. The findings show that all the components 
are perceived as important, but the component of principal support was most strongly emphasised. 
Participants explicitly stated that it would be impossible to go through with the change without it. Even 
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if principal support would be the most important, and enable the other components, the authors of this 
thesis agree that all components are necessary when creating change readiness. 
 

5.8 The concept of change readiness  

None of the participants were aware of the theoretical concept change readiness presented by Armenakis 
et al. (1993) and developed by multiple authors (Rafferty et al., 2013). However, as participants were 
able to provide details on how to enable the acceptance by preparations the authors argue that they use 
the major content of the components as well as two strategies and showed awareness of the potential 
influence of the third, external information. Nonetheless, the participants only expressed the wish to 
reduce resistance to ensure an acceptance of the change by the use of the components and strategies, 
not that their utilisation could lead to an active employee participation in the change. Following this the 
authors argue that the business represented by the participants could benefit from an increased 
awareness of the literature presented in the theoretical framework as it could lead to more engaged 
employees.  
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6. Conclusion 

 
This chapter includes a summary of the analysis and presents answers to the research questions 
addressed in this study.   
 

 
The purpose of this thesis was to investigate how change readiness is created in the context of changes 
initiated to develop more sustainable businesses. Existing literature together with the empirical data 
allowed for a deeper understanding of change readiness as well as the exploration of components and 
strategies used to create it.  
 
Research question: ‘’How do businesses create readiness for a change towards becoming more 
sustainable?’’  
 
The findings reveal that actions have been taken within the companies to enhance employees’ 
understanding of why there is a need for change towards sustainability (discrepancy), but also to some 
extent that the proposed change is suitable (appropriateness). Actions have been in the companies taken 
to support employees in various ways which have led to increased confidence in their ability to execute 
the change (efficacy). In addition, management support has been highlighted by all participants as being 
vital when initiating changes (principal support). Finally, participants express the importance of 
knowing the individual consequences (personal valence), as well as the experience of positive feelings 
from contributing to sustainable development (affective component). It is evident that participants find 
the above factors important and that they have been addressed within the companies when initiating 
changes towards sustainability. 
 
Furthermore, it is evident that two of three strategies presented in the theoretical framework to convey 
the five components are utilised, persuasive communication in form of intranets, emails and speeches, 
along with active participation in form of feedback opportunities and workshops. The third strategy, 
external information, is not actively used but could be a useful tool when creating change readiness due 
to the strong influence of social media. The findings also imply that education is a strong influencer of 
change readiness for sustainable development.  
 
Furthermore, the findings of this thesis suggest that the components are interdependent. For instance, 
it was found that commitment from management (principle support), function as an enabler for the 
other components to be established.  
 
The conclusion is that businesses are creating readiness for change towards becoming more sustainable 
by establishing the five components, as well as the affective component. Nevertheless, change readiness 
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as a concept is not consciously used by any of the companies represented in this thesis. The authors of 
this thesis could see the utilisation of the concepts but not with the intention the previous literature 
suggests. 
 
There were no major differences between the industries with regards to the use of the components and 
strategies when creating change readiness for more sustainable operations. Following these similarities, 
it is likely that the components and strategies can be used by all types of business and industries in 
relation to changes towards sustainability.  
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7. Discussion  

 
This chapter covers the implications and limitations of this thesis, followed by suggestions for further 
research. 
 

7.1 Implications  

The results of this thesis contribute to the existing body of knowledge on the creation of change readiness 
within businesses by empirically investigate how the components and strategies are used. Further, this 
thesis elaborates on how the components are dependent on each other and provides insights on how 
businesses can use different theoretical suggestions to create readiness for change towards becoming 
more sustainable. Moreover, this thesis suggest that each strategy can convey each component but to 
varying degrees of success and should be consider in further development of the literature.   
 
The empirical findings with support from the literature strongly suggest that the components of change 
readiness with accompanying strategies are useful for businesses to utilise when initiating change 
towards becoming more sustainable.  
 

7.2 Limitations  

The relevance of this thesis is restricted by the shortcomings and limitations the authors encountered 
during the development of the thesis. Following limitations has been considered.  

Semi-structured interviews were selected as a method to collect rich and descriptive data in order to 
create an understanding of people's beliefs and experiences. The semi-structured interviews allowed 
unexpected findings to be revealed. However, the authors recognise the risk of participation bias, 
meaning that there might have been underlying reasons for the participants to agree to be interviewed. 
The persons interviewed tended to have an interest in sustainability. This could possibly have led to 
skewed results of how important the business consider sustainability to be, due to the individuals’ 
personal beliefs regarding the importance of sustainability.  

As conducting the number of interviews in this thesis was a time-consuming process, it limited the 
authors to use other methods such as surveys or observations. There is a possibility that the participants 
were not consciously aware of how some aspects influence their change readiness which result in them 
being unable to explain or describe these during an interview, for example social norms, which could 
have been revealed through observations. Further, some opinions might not be comfortable for 
participants to reveal during an interview, which instead could have been discovered through 
anonymous surveys. 
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Another possible shortcoming arose from conducting some interviews by phone rather than in person. 
This could have resulted in not capturing the interviewees’ true feelings by, for example, not being able 
to see their facial expressions and body language. Nonetheless, the phone-interviews still gave 
interviewees the opportunity to tell their stories and experiences. 

Additionally, the small sample of businesses from each industry could be considered as a limitation. A 
larger sample from each of the three industries can be argued to better represent the entire population, 
and thus be more generalisable. With more time at the authors’ disposal, the authors would include a 
larger sample size from every industry.  
 

7.3 Further research  

Following the contributions and learning process of this thesis, the authors firstly suggest further 
empirical investigation of the influencers that determine change readiness, along with the components 
and strategies. To investigate this, other approaches than solely interviews are suggested such as 
observations and surveys. 
 
Secondly, further investigation of the components and their interdependence and also between the 
components and strategies used to convey them would be of interest as it could result in a more detailed 
guide and explanation of how change readiness is created.  
 
Thirdly, the influence of social medias could lead to a re-evaluation of what is considered to be external 
information, therefore, a further research suggestion is to extend the strategy. Social media could be an 
aspect that should be included in external information due to its accessibility for employees. 
 
Lastly, it is suggested to further explore to which extent change readiness can contribute to the 
achievement of desired end states and also empirically investigate by a mix of interviews, surveys and 
observations if there could make a difference from using the concept of change readiness consciously 
and with its intended purpose.  
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Appendices  

 

Appendix 1 
 

Goal  

1 End poverty in all its forms everywhere 

2 End hunger, achieve food security and improved nutrition and promote sustainable 
agriculture 

3 Ensure healthy lives and promote well-being for all at all ages 

4 Ensure inclusive and equitable quality education and promote lifelong learning 
opportunities for all 

5 Achieve gender equality and empower all women and girls 

6 Ensure availability and sustainable management of water and sanitation for all 

7 Ensure access to affordable, reliable, sustainable and modern energy for all 

8 Promote sustained, inclusive and sustainable economic growth, full and productive 
employment and decent work for all 

9 Build resilient infrastructure, promote inclusive and sustainable industrialization and 
foster innovation 

10 Reduce inequality within and among countries 

11 Make cities and human settlements inclusive, safe, resilient and sustainable 

12 Ensure sustainable consumption and production patterns 

13 Take urgent action to combat climate change and its impacts 

14 Conserve and sustainably use the oceans, seas and marine resources for sustainable 
development 

15 Protect, restore and promote sustainable use of terrestrial ecosystems, sustainably manage 
forests, combat desertification, and halt and reverse land degradation and halt 
biodiversity loss 

16 Promote peaceful and inclusive societies for sustainable development, provide access to      
justice for all and build effective, accountable and inclusive institutions at all levels 

17 Strengthen the means of implementation and revitalize the global partnership for 
sustainable development 

 
 Source: Sustainable Development Goals Knowledge Platform. (n.d.) Transforming our 
world: the 2030 Agenda for Sustainable Development. United Nations; Retrieved May 12, 
2019, from https://sustainabledevelopment.un.org/post2015/transformingourworld. 
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Appendix 2 
 

Areas of interest and interview questions  

The semi-structured interviews conducted were based on the areas and questions listed below. The 
questions were adapted according to the interviewee's position in the company.  
 
Areas of interest:  

1. Formalities (i.e confidentiality)  
2. The company’s sustainable operations 
3. Communication channels, strategies and tools  
4. Content of what was communicated    

 
Interview questions:  
  

1. Kan du beskriva en förändring mot hållbar utveckling som har skett eller sker i det företaget 
som du jobbar för? (Can you describe a change towards sustainable development which has 
happened or are happening within the company you are working for?) 
 

2. Blev du informerad om förändring mot hållbar utveckling skulle ske innan den genomfördes? 
(Were you informed about the change towards sustainability before it was implemented?) 

a. Var det en eller flera personer som informerade om förändringen? (Was it one or 
several people communicating the change?)  

b. Vilken typ av relation har den/de till dig? (What type of relationship do you have with 
that person/people?) 

c. Hur har den föreslagna förändringen kommunicerats ut (genom vilka 
kommunikationskanaler)? (How was the change communicated (which 
communication channels were used)?) 

 
3. Har det kommunicerats ut varför förändringen behövdes? Hur har det kommunicerats? 

(Was it communicated why there was a need for change? How was this 
communicated?) 
 

4. Har det kommunicerats ut varför den föreslagna förändringen var passande? Hur har det 
kommunicerats? 

(Was it communicated why the proposed change was suitable? How was this 
communicated?) 

 
5. Vad tyckte du om förändringen? (What was your opinions about the change?) 

a. Ansåg du att förändringen behövdes? Varför/varför inte?  
(Did you feel like the change was needed? Why/Why not?) 

b. Ansåg du att den var passande för contextet? Varför/varför inte? (Do you think that 
the change was appropriate for the context? Why/ Why not?)  

c. Uppstod det några känslor hos dig när förändringen föreslogs? (Did you encounter 
any emotions as a result of the suggested change?) 

 
6. Hur blev du påverkad av förändringen? Kan du ge några exempel? (How were you affected by 

the change? Can you give any examples?) 
a. Förstod du innan förändringen initierades vad förändringen skulle innebära för 

dig/hur den skulle påverka dig? Hur visste du det? (Did you understand before the 
change was initiated how the change would affect you? How did you know that?) 

 
7. Blev du inbjuden att ge feedback på den föreslagna förändringen innan förändringen 

genomfördes? På vilket sätt? Hur fick det dig att känna? (Were you invited to give feedback on 



 

 51 

the proposed change before the change was initiated? How were you invited? How did that 
make you feel?) 

 
8. Kände du att du var säker i att du själv kunde genomföra den förändring som var föreslagen? 

Varför eller varför inte? (Were you confident that you would be able to participate and go 
through with the suggested change?) Why/why not?) 
 

9. Upplevde du att du behövde stöttning i och med förändringen? (Were you in need for support 
with regards to the change?) 

a. Upplever du att du fick den stöttning du behövde innan förändringen skedde? (Did 
you feel that you received the support you needed prior to the change?  

b. Vilken typ av stöttning fick du? Hur fick det dig att känna? (What kind of support did 
you receive? How did that make you feel?) 

c. Hade du förväntat dig att du skulle få stöttning? Varför/varför inte? (Did you expect to 
receive support? Why/why not?) 
 

10. Upplevde du att det var tveksamheter rörande den föreslagna förändringen bland anställda? 
Om ja, vilka typer av tveksamheter? (Do you experience that there were doubts regarding the 
change among employees? If yes, what type of doubts?)  

a. Var dessa tveksamheter adresserade innan förändringen initierades? Om ja, hur var 
de adresserade? (Were the doubts addressed prior to the change? If yes, how were 
they addressed?) 

 
11. Upplevde du att organisationen var redo för den föreslagna förändringen på en strukturell 

nivå? Hur upplevde du detta? Påverkade detta din attityd mot förändringen? (Did you 
perceive that the organisation was ready for the change on a structural level? How did you 
perceive this? Did that affect your attitude towards the change?) 

 
12. Vad anser du är viktigt att kommunicera ut till anställda när man informerar om en förändring 

mot hållbarhet?   
(What do you believe is important to convey to employees when informing about a 
change towards sustainability?) 
 

13. Vad anser du är viktigt att förklara för att förbereda anställda för en förändring mot 
hållbarhet? (What do you believe is important to explain when preparing employees for a 
change towards sustainability?)  

a. Tycker du att det är viktigt att förbereda anställda för en förändring? Varför/varför 
inte? (Do you perceive it to be important to prepare employees for a change towards 
sustainability? Why/why not?) 

b. Hur anser du att man ska gå tillväga för att förbereda personal för en förändring mot 
hållbarhet? (What do you think is the best way to prepare employees for change 
towards sustainability?) 

c. Anser du att företaget du jobbar för adresserat detta? (Do you perceive that the 
company you are working for has addressed this?)  

d. Anser du att det påverkar resultatet av förändringen om man förbereder personalen? 
(Do you perceive that the efforts made to prepare employees for change influence the 
result?) 
 

14. Är konceptet change readiness något som har använts eller pratats om i ditt företag? (Is 
change readiness as a concepts used/talked about in your company?) 
 

 
 


