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Abstract  

Change is incorporated in our personal and professional lives and there is no argument about 

that. In today’s era of constant technological and economical evolution, businesses are forced 

to adapt to the new circumstances by leveraging efficiency, decreasing time of adaptability in 

order to gain competitive advantage and survive. For this reason, the change management 

field’s role is considered to be crucial for all organizations in all industries. The change 

management process obtains multiple components among others, communication, leadership 

and resistance to be the most significant but at the same time the most challenging and 

problematic. It is widely recognized that organizational culture does play a substantial role in 

the overall change management process, however culture is being defined by another attribute 

too; nationality. Thus, the purpose of this thesis is to investigate which cultural factors influence 

and challenge change management. Furthermore, this research intends to investigate how 

masculinity versus femininity as a dimension in Hofstede’s cultural framework is reflected in 

the change management process. 

In order to address there two research questions, a qualitative multiple case study took place by 

obtaining data from two international companies operating in Sweden and Greece. The results 

of this research indicated that national culture has an impact on the change management process 

throughout multiple dimensions of Hofstede’s cultural framework. Last but not least, 

masculinity versus femininity appeared throughout all the examined change management 

processes. Participation and inclusion are concepts substantial for the feminine cultures whereas 

competition and individual benefits for the masculine ones. All these concepts for each culture 

should be taken into account in order to reduce change resistance and enhance the leadership 

efficiency. Overall, companies should take into consideration the national characteristics of the 

country they operate when forming strategies and applying processes in order to work an 

efficient and beneficial way for their employees.  
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1. Introduction  

_____________________________________________________________________________________ 

This chapter presents to the reader introduction to the research, problem, purpose, 

research question, delimitations as well as key definitions. 

______________________________________________________________________ 

 

Change is unavoidable and it has greater importance in the present time than ever before. 

Change management is seen as a field with multiple opportunities for development within 

a business, that allows organizations to grow, increase return, develop and improve their 

competitive advantage (Lucey, 2008). The aim of change management is to embrace 

change, increase awareness about it and encourage people to adapt while it is guided by 

the change management leadership through the utilization of the organizational culture to 

safeguard the process (Al-Ali, A., Singh, S., Al-Nahyan, M., & Sohal, A., 2017). 

Metre (2009) underlines the importance of the organizational culture, a dedicated leader 

and the commitment from the people involved in the change management process 

unrelatedly to the nature of the change. According to Helpap (2016), change initiatives 

that induce an emotional response, build the foundation for a commitment from members 

of an organization. However, the refusal to embrace the urgency of change and lack of 

acceptance usually interfere change management process (Beer and Nohria, 2000). 

In order to enhance confidence in organizations from the employee’s side, 

implementation of the change management process is fundamental and the crucial role in 

this process belongs to employees (Were, P., 2014). Consequently, in planning, 

implementing and reviewing change management processes, employees cannot be 

ignored. 

Change process should be adapted and accepted positively by employees which is the 

result of coordination and control the way of the transition. Therefore, the organizational 

culture and the leader of the change are important in the change management process 

(Carter, 2008). 

Based on the constant change in the world, organizations should adopt responsive 

organizational culture to the change (Sarros, J.C., Gray, J., Densten, I.L. and Cooper, B., 

2005). However, Lakos and Phipps (2004) claim that the culture owned by organizations 

is fairly rooted and needs to be considered along the process and the leadership style. The 

significance of culture’s role is showed through the connection between different 
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departments of the organization together and guidance towards the desired goal (Fakhar, 

Rana, Ayesha and Lalarukh, 2012). Zhu (2000) argues that the culture itself is depending 

on the interaction and it is changing in a different context. Therefore, individuals, groups, 

organizational systems and culture in different levels and areas of organization must 

provide their input for the change management concepts (Hudescu and Ilies, 2011). 

However, Jones, R., Jimmieson, N., & Griffiths, A. (2005) argue that there are only a few 

studies covering the topic of employees change readiness in the organization, which 

comes in contradiction with adopting change management concepts that are aimed to 

success. 

1.1 Problem 

According to Prosci (2018), the level of maturity in change management has been 

increased in the past years and it seems to be the trend for the upcoming years. However, 

there are certain challenges that organizations face in their transformation journey. One 

of the obstacles is the change-resistant culture and organizational structure (Prosci, 2018).  

Readiness for change might be different in each organization, based not only on 

individual differences but also on cultural memberships, beliefs, and values (Jones, R., 

Jimmieson, N. & Griffiths, A., 2005) 

 Based on the fact that organizational change could activate positive and negative 

emotions from involved members, different factors should be taken into consideration 

like employee’s character and nature of leadership (Smollan, R. K., & Sayers, J. G., 

2009). Branson (2008) argues that organizational culture and values impact deeply every 

individual and shape their behavior within the organization. Dievernich F.E.P. (2015) 

adds that even the emotional conditions have been taken into account building change 

management processes  by Kotter (1996), in the unstable environment people should see 

themselves as stabilizers and act as functionalities in the change management process due 

to the fact that organizations lose the foundation of stability in the changing environment. 

It is proven by the research of Hofstede (1998), the alignment of values of the organization 

with individual values contributes positively to the success of the company. Employee’s 

commitment and efficiency would be strong at the organization where cultural values are 

aligned. Different studies support that one of the success factors of change intervention is 

individual and group values established in the organization (Burnes, B., & Jackson, P., 

2011). 
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At the same time, “when we talk about organizational culture, meaning culture or 

practices that are acquired while entering a company, more specifically the way we work 

here” (Hofstede, 1998). However, “we enter the company with already formed values of 

our own, that were build up as our “mental software of the mind” and based on the 

traditions, norms, and habits of the environment where we were raised” (Hofstede, 1998). 

Keeping this in mind, change management strategies, by taking into account people, could 

be improved by considering both of the cultural definitions – national and organizational 

(Janicijevic, N., 2014). Even though research pays attention to the norms and values, and 

connections to organizational culture (Lakos, A. and Phipps, S.E. 2004, Sarros et al. 2005, 

O’Donovan, 2018), there is a scarce amount of the research that is based on factors 

coming from national culture which influence organizational culture in terms of change 

management strategy (Janicijevic, N., 2014). 

Hofstede (1998) distinguishes organizational and national cultures by defining several 

types of organizations: the market, the pyramid, the family and the machine. While he 

differentiates it, he also mentions that several factors coming from the national culture 

impact the way that organizational culture is built, such as power distance, uncertainty 

avoidance and masculinity (Hofstede, 1998). 

In one of the current researches of Helpap, S. (2016), Power Distance (PD) implications 

on the change management communication were studied. As a result, Helpap, S. (2016) 

argues that Power Distance is not only a socially constructed factor but also an individual 

perception of the power distribution in the company, a reflection of which in change 

management communication would impact the outcomes. The expectations of the 

recipient greatly depended on their interaction with the change initiative while the success 

of the communication strategy is depended on the individual perception of the Power 

Distance, however further research would be required to support findings with qualitative 

data (Helpap, S., 2016). Dievernich F.E.P. (2015), argues that due to the social network 

development and the increasing collaboration between peers, Power Distance has been 

shifting from the top of the pyramid and hierarchy.  

As for masculinity and femininity dimensions of the Hofstede’s cultural framework, they 

describe the assumptions in the society for the effective frame for collective actions; the 

masculine society believes that the frame of task and activities would impact beneficially 

organizations while the feminine society is concerned with human interactions and 

relationships that positively affect organizations (Janicijevic, N., 2014). 
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O'Donovan (2018) supports that shared assumptions of what is important within 

organizations will directly reflect on how change management is implemented. Therefore, 

the importance of understanding common values, views, and assumptions before 

initiating a change is highlighted in recent studies (O’Donovan, 2018 and Prosci,2018).  

 

1.2 Purpose 

The purpose of this research is to investigate the influence of the cultural factors in change 

management through the comparative analysis of qualitative data gathered from two 

organizations. By examining the cultural factors in culturally different, multinational 

organizations we intend to gain an understanding of their impact on the change 

management process. This study contributes by its empirical evidence on offering 

possibilities to improve and adapt the change management process within culturally 

different organizations. 

1.3 Research questions 

1. Which cultural factors influence and challenge change management?  

2. How masculinity and femininity are reflected in the change management process?   

1.4 Delimitations 

The focus of this research is to investigate the influence of the cultural factors in change 

management through the comparative analysis of qualitative data gathered from two 

organizations that differ in terms of national culture. This research, since it is comparative, 

has been conducted in countries Greece and Sweden, which by taking into consideration 

the Hofstede’s cultural framework have opposite indexes regarding all its dimensions. 

Therefore, no other countries except for those two were included in this multiple case 

study or countries with similar indexes in terms of cultural dimensions. More specifically, 

this multiple case study took as a sample of two international organizations where in terms 

of employees were similar in size. The context of the research was specified in the IT 

field of the two companies while the collected qualitative data from the two companies 

were based on 4 interviews from each.  

Moreover, regarding the topic of this research and its questions, the identified key 

challenging areas of change management that were examined through cultural framework 
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were three: communication, leadership, and resistance to change, thus further areas of 

change management were not investigated in this specific study. The cultural framework 

that was used is defined by Geert Hofstede, therefore, no further frameworks were used 

in order to identify the cultural factors that have an impact on the change management 

area. 

Therefore, implications and findings would be limited to use in similar cases. 

1.5 Definitions 

Change management – is an approach that aims to prepare and guide people throughout 

the change in order to achieve the desired business outcome (Prosci, 2018). 

  

Cultural factor – set of assumptions and beliefs shared by people (Abdul Rashid, Z., 

Sambasivan, M., & Abdul Rahman, A., 2004) and influenced by national culture 

(Janicijevic, 2014). 

  

Change resistance. A phenomenon inherited from the natural human reaction and the 

fear of new. Resistance supported by rational factors as the change might not help the 

organizations to achieve desired results, or non-rational factors that are reflected in 

rejecting to change of individual or group routine (Sweers, Nicholas D., & Desouza, 

Kevin C., 2010). 

  

Change management communication – is the process of sharing information about the 

change in order to accomplish alignment of all stakeholders of the change and achieve a 

smooth transition from the current state to the future state (O’Donova, 2018). 

  

Change management leadership. It consists of the change strategy and leadership skills 

in order to guide people through the change with the ultimate goal to achieve the desired 

outcome by adopting the change (Hudescu, L. and Ilies, L., 2011). 

  

Power Distance – dimension in Hofstede’s framework, that reflects a dependence 

relationship in the country and ability by less powerful members to accept unequally 

distributed power (Hofstede 2010). 
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Uncertainty Avoidance – the dimension that reflects the level of the unaccepting 

ambiguous situation by structure, clear interpretation and predictable events (Hofstede, 

2010). 

  

Masculinity and Femininity – the dimension that is concerned with the desired behavior, 

where masculine cultures commonly select assertive behavior, while feminine desirable 

behavior – modest. It also defines the way to goal achievement, where in masculine 

culture is done by competition, while in feminine by collaboration and cooperation 

(Hofstede, 2010). 

  

Collectivism and Individualism – the dimension that explains the relation of the 

individual to the individual and society. In countries that have individualism culture, 

people are expected to look after themselves and do not have ties to the other individual, 

while in countries characterized with collectivism – people belong to the groups within 

society, that are aimed to protect them in return of the loyalty (Hofstede, 2010). 
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2. Literature review 

_____________________________________________________________________________________ 

The purpose of this chapter is to provide theoretical perspectives on key areas of the 

change management field as well as theoretical aspects of how change management is 

connected to the national culture. 

______________________________________________________________________ 

Research on the change has been divided into individual change and organizational 

change (Garg, R. K., & Singh, T. P., 2006). In our study, we are particularly interested in 

the organizational change. 

Organizational Change usually refers to the transformation steps for an organization to 

achieve its business needs (Elearn Limited., 2007). In order to accomplish the success and 

survival of the organization, change management is required (Mills, J., Dye, K., & Mills, 

Albert J., 2009). 

The area of change management has been founded from different fields of studies, such 

as psychology, business administration, economics, sociology, as the knowledge of these 

fields is integrated within change management (Garg, R. K., & Singh, T. P., 2006). 

In literature, there is most referenced work within the articles on change management: 

Lewin’s concept of Three Step Change Process and Kotter’s 8 steps to successful change 

(Mills, J., Dye, K., & Mills, Albert J., 2009). While both processes contribute to 

successful change management, Prosci (2018) underlines the importance of the people 

side of the change. Supported by Dievernich F.E.P. (2015) change management is 

impossible without considering humans. Several studies were conducted on the subject 

of success and failures of change management, emphasizing that employees are in the 

center of organizational change (Choi, M., 2011). 

According to Prosci (2018), the main obstacles in change management remain: 

-        Lack of sponsorship and support 

-        Lack of resourcing and buy-in for change management 

-        Resistance 

-        Change-resistance culture and organizational structure 

-        Prioritization challenges 

Based on those, we proceed with our research to narrow down to specific obstacles. 
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2.1 Openness and resistance to change 

A great amount of research has been conducted about the factors that affect employee’s 

receptivity on change, due to the fact that change in organizations have deep implications 

for the employees since throughout the process of transformation they need to cope with 

stress about changing working context, uncertainty, and larger work demands, while they 

are still the core of the change transformation (Bordia, P., Restubog, S. L. D., Jimmieson, 

N. L., & Irmer, B. E., 2011). According to Dievernich F.E.P. (2015), resistance is a 

common human attribute that actually reflects the participation in change, but it is usually 

perceived by managers rather negatively. 

Another term used to describe resistance is cynicism about organizational change, 

describing the absence of faith in the leadership and fatigue of employees, due to the 

unsuccessful past experience or attempts (Choi, M., 2011). 

 According to Sweers, Nicholas D., & Desouza, Kevin C. (2010), active and underground 

forms of resistance are the most dangerous for change management process, since 

employees are silent about how much they are against the change. Resistance 

management is considered as a big part of the change management process while dividing 

into winners and losers and developing strategies accordingly (Garg, R. K., & Singh, T. 

P., 2006). Even though, the identification of the resistance in early stages plays an 

important role for the successful change management (Sweers et al., 2010), the 

importance of the culture in the organization could also supply the organization with a 

high probability of resistance and low (Abdul Rashid, Z., Sambasivan, M., & Abdul 

Rahman, A., 2004). 

Jones et al (2005) claim that openness to change is higher when the organizational culture 

is supportive and participative with the human relations at the core. Employees that are 

open to change, characterized as creative, curious and artistically sensitive, are likely to 

be enablers of the change and support the change management process (Choi, M., 2011). 

In order to gain an understanding of how much the organization is ready for the change, 

change readiness assessment is conducted, which covers not only an organizational but 

individual readiness and personal impact as well (O'Donovan, G., 2018). However, Al-

Ali, A. et al. (2017) argue that the organizational culture, which is open to change, is 

harder to instill.  Research attention is drawn to the antecedents of openness to change, 
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such as adequate communication and participation in making decisions (Bordia P. et al. 

2011). 

The resistance of the change could be reviewed not only from the organizational culture 

perspective but from national dimensions from which some are more likely to be change-

resistance and others to be more open to the change (Kirsch et al., 2012). According to 

Harzing, Anne-Wil & Hofstede, G. (1996) study, the resistance of change is higher in the 

countries with high Uncertainty Avoidance dimension, Power Distance and Individualism 

then in the countries having low index within same dimensions. It is also suggested by 

the research that within countries with a high index of “uncertainty avoidance”, change 

projects should be taken at a slower pace with smaller scope since people would resist 

jumping ahead of them (Kirsch et al. 2012).  

2.2 Communication in the change management process 

Communication is considered as a necessary part of the change management process, 

enabling change readiness, reducing resistance and gaining the commitment (Matos 

Marques Simoes, P., & Esposito, M., 2014). Communication is defined as “a process of 

transferring meanings from sender to receiver” (Luthans, F., & Doh, J., 2008). 

According to O’Donovan (2018), stakeholder awareness, buy-in, understanding, and 

commitment are considered to be outcomes of the communication. Matos et al. (2014) 

argue that change would depend not only on the amount of information to be provided 

but on the way of communication and participation as well. Two natural forces that drive 

human, and rather opposite: declining and stagnation as well as growth and desire for 

moving forward, are reflected in the change management process while they have to be 

taken into consideration during the phase of planning communication with regards to the 

change initiative (Hugh Clarke, 2013).  

There are several studies providing guidance to the communication of the change 

(O’Donovan, 2018, Lies, J. 2012, Torppa, C., & Smith, K. 2011), such as:  

-        Explaining the transition need, from the current position to the position where the 

organization wants to be; 

-        Explaining how the proposed change will help to achieve the transition need; 

-        Ensuring the capacity to implement the change; 

-         Providing support of the management along the change process; 

-        Underlining benefits for the employees and the organization. 



 

 10 

However, communication issues are still causing organizations the failure of their change 

initiatives (Prosci 2018, Kitchen, P. J., & Daly, F. 2002). Dievernich, F, et al. (2015), 

claim that the digitalization process accelerates the interaction between people, 

consequently, it challenges the organization’s way of communication, collaboration and 

makes change management reality of everyday life. More open and independent from the 

location, communication is becoming more transparent, hence knowledge exclusiveness 

becomes obsolete; a fact that enables counter-knowledge and created counter-opinions 

(Dievernich, F, et al., 2015). 

Lies, J. (2012) identifies four different types of an actor in the change management 

process: skeptics, oppositionists, promoters, and decelerators.  However, only promoters 

influence the possibility of success (Lies, J. 2012).  According to Micu Angela-Elize, & 

Necula Ramona Valentina (2018), there is another classification of the different “profiles” 

that have to be taken into consideration when applying the change management: the 

expert, the fake expert, the saboteur, the mute, the late, the conservative, the critics, the 

chatter, intolerant, aggressive and so on. These profiles are depending on internal 

communication and culture within the company; therefore, managers should be aware of 

the organizational culture and profiles they would be dealing with. Dievernich et al. 

(2015) claim that society forms the structure and communication in the organization. 

Cultural assumption held by the change team should be aligned with policies, rites and 

rituals, processes that design change, otherwise miscommunication and misunderstanding 

will weaken the change initiative while only transparent thinking and key assumptions on 

the main issues will improve communication and make the change stick (O’Donovan, 

2018). 

In the study of Cross-National Impact on Change Management, it has been stated that 

communication differs depending on the national culture since one could prefer different 

ways of receiving information while others would pay more attention to the amount of 

information provided (Kirsch et al. 2012). Helpap (2016) claims in his work, two existing 

strategies of communication in change management:  participatory and programmatic 

strategies which vary depending on the “Power Distance” dimension on the individual 

level; however, both strategies aim to gain the commitment for change from the 

employees. Kirsch et al. (2012) define differences in communication about change on the 

Uncertainty Avoidance, Collectivism versus Individualism dimension and  Power 

Distance dimensions where cultures with a higher level of uncertainty avoidance would 
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need to receive more information regarding the change, collectivist societies are expected 

to link to the information received from rumors and manager, rather than in writing and 

Power Distance would affect the preferred means of the communication. Lastly, the 

strategy of communication is chosen depending on the leadership type and style (Micu et 

al., 2018). 

 

2.3 Leading the change 

Leadership in change has an impact on the change acceptance among the employees, 

reduces resistance and improves collaboration between the management members so that 

the transformation goal could be achieved (Al-Ali et al., 2017). According to Prosci 

(2018), change management leadership is divided into 3 main areas: 

-        Sponsorship; 

-        Managers and supervisors; 

-        Change Agents Network. 

O’Donovan (2018) claims that the change leadership capabilities influence the change 

initiatives although it does not matter whether it is business-as-usual or change project 

while it defines roles such as change sponsor and the broader leadership team.  Change 

leaders acting as a role model and by showing their positive attitude towards the change, 

facilitate with their attitude and behaviour the success of the change (Al-Ali et al., 2017). 

Indicators of transformational leadership styles are such factors as success by creating 

and communicating the new vision in order to achieve the organization’s goals, by taking 

into consideration the needs of the minorities and aligning those with the goals of 

management, while moving forward to the set transformation goal (Madhakomala, R., & 

Suratman, A., 2018). 

Change leader’s role is specified as to create suitable conditions for the change to take 

place and to facilitate collaboration between employees in an organization aiming to 

encourage them to change their mental model (Nilakant, V. & Ramnarayan, S., 2006). 

Al-Ali et al. (2017) argue that it is significant to understand the motivation of the change 

leader in order for the organizational culture to accept the change. The top management 

should be committed to the change, including the gain of the understanding of the mission 

and vision as well as to embrace the change and consequently reduce the level of 

resistance within the organization and make change acceptable (Were, Philip, 2014). 
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Change agents are the ones who introduce the concept or the idea that would lead to the 

change and they are the ones who would be involved in the implementation of the change 

and measure the impact of it (Al-Ali et al.2017). 

The range of leadership styles varies from coercive style to participative style, where at 

one end direct top-down approach is chosen and employees get instructions on what 

should be done, however their word does not count for the direction of the change; while 

in a participative leadership style, employees are engaged in making the choice and 

decisions on the direction of change (Ovadje, F., 2014).   

In addition to that, in Binci’s, D., Cerruti’s, C., & Braganza’s, A. (2016) study a vertical 

and shared leadership is being distinguished which depends on the change initiative. As 

for the vertical leadership, it is referred as a concept that includes establishing a team and 

keeping it within boundaries whereas the shared leadership is stated as a “bossless team” 

with everyone within the team involved in decision-making and engaged in the process. 

The result of their study implies the possibility to use both practices in change 

management to gain successful results (Binci et al., 2016). 

Harzing et al. (1996) review different national dimensions with regards to the change 

management strategies and leadership, where in masculine countries managers are more 

likely to choose power strategies while in feminine countries managers would rely on a 

consultative approach and choose more participative strategies. 

2.4 Change management and national culture 

According to Lut, among the multiple aspects that influence the organizational culture is 

the management and the way of dealing with the employees (Lut, 2016). Hofstede had 

previously defined management as the synchronization of people’s effort and the timing 

of economic and technical resources in order to achieve the desired outcome (Hofstede, 

1984). Therefore, Hofstede recognizes management as a ‘socio-technical activity’ where 

human and non-human resources are expected to be dealt with both on an individual and 

a combination base (Hofstede, 1984). 

As Podrug et al. state since management cope with the integration of people in some form 

of a joint venture, it is strongly deep-rooted in the context of culture. Furthermore, 

Prodrug et al. support that the new economy requires to have knowledge of other cultures 

and behavior in their organizations in order to be successful (Podrug et al., 2006). 
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Vukotich acknowledges that change is present inevitably in our personal and professional 

environment and the only control that can take place is on the decision whether to act in 

a proactive or reactive manner (Vukotich, 2011). Emily Carr (2014) defines change 

management as "a set of activities, processes, and tools designed to help people 

successfully adopt change."(Carr, 2014) 

 According to a comparative study between China and Norway of which the masculinity 

and femininity index were similar to Greece and Sweden respectively, conducted by 

Yang, the cultural dimension of Hofstede is linked to the role of leaders as an implication 

to change management (Yang, 2014). In masculine countries, leaders tend to be decisive, 

tough and aggressive as well as responsible for the organization’s success and achieve 

high economic performance (Yang, 2014). In contrast, in feminine cultures the managers 

attempt to be supportive, contribute to an effective collaboration leaving at the same time 

room for their employees to work while their main focus is on people getting the most of 

them (Yang, 2014). 

As Janicijevic observes, national culture based on its values constitutes a significant factor 

for the members of an organization on how to interpret the reality of their environment as 

well as their response and behavior to it (Janicijevic,2014). Therefore, the authors use that 

as an explanation for the assumption that national culture influences the way that an 

organization changes and a balance between national culture and change strategy will 

eventually enhance the efficiency of the change process (Janicijevic,2014). 

Janicijevic highlights that one of the two dimensions of the cultural framework of 

Hofstede is substantially important for the analysis of the influence that national culture 

has in order to determine the organizational change strategy and this is femininity and 

masculinity (Janicijevic,2014). The masculinity–femininity dimensions of national 

cultures follow the perception of the proper or efficient structure of collective action in a 

community and the organizations that belong to it (Janicijevic,2014). According to 

Janicijevic, masculine cultures promote the hypothesis that collective actions within the 

context of tasks in organizations will be the most valuable whereas feminine cultures 

support hypothetically that the social structure and human relations constitute the 

facilitators for the collective action in organizations (Janicijevic,2014). 

Adding to that, Kirsch et al. claim that national cultures greatly affect the structure of the 

organizations, the way that their employees are being motivated and the most important 

to our research to what attitude to change will be the most effective (Kirsch et al., 2010). 
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Moreover, Kirsch et al. admit that cultural dimensions have an influence on 

organizational change projects (Kirsch et al., 2010). Therefore, cultures that are  

distinguished by the dimensions of high power distance, low individualism and high 

uncertainty avoidance such as Greece will present high resistance to change in contrast 

with Sweden that will present based on its low power distance, high individualism and 

low uncertainty avoidance indexes low resistance to change (Kirsch et al., 2010).  
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3. Frame of reference 

_____________________________________________________________________________________ 

The aim of this chapter is to present the linkage between national  and organizational 

culture. Furthermore, through this chapter the Hofstede’s cultural framework is being 

displayed with an emphasis to the dimension of masculinity versus femininity while this 

framework will be used for the analysis of the findings. 

______________________________________________________________________ 

As Geert Hofstede supports in one of his articles, national culture is observed as a 

viewpoint that is placed earlier from the defined discipline of anthropology and had been 

firstly mentioned by scholars, such as Aristotle, Khaldun, Frederic le Play, Wundt who 

attempted to explain the different behaviors among the societies (Hofstede, 1984). 

  

Hofstede defines culture as “the collective programming of the mind which distinguishes 

the members of one group or society from those of another” (Hofstede, 1984). Thus, 

Hofstede et al. argue that in today’s era nations are the origin of a significant proportion 

of commonly mentally programming citizens (Hofstede et al., 2010). Culture as Hofstede 

et al. highlight is learned since it comes from the social environment and it is expressed 

through symbols, heroes, rituals and values (Hofstede et al., 2010). According to Lut, 

people are shaped by culture and form constantly their cultural perception which consists 

of values, mindset and hopes (Lut, 2016). Lut in her article about the influence of national 

culture on organizational culture supports that businesses look like individuals in the way 

of living and surviving: they follow and apply the same rules and present a set of beliefs 

and ideals, forming thus the organizational culture (Lut, 2016). Hofstede et al. had already 

supported that managers and the rest of the employees they work belong to national 

societies, therefore in order to acquire a deep insight into their behavior, there is a need 

for getting at the first place a deep understanding of the societies they belong to (Hofstede 

et al., 2010). Organizational culture is defined by Pompper as the way that employees 

interact and share specific perceptions, ideas, values and understandings (Pompper, 

2014). Pompper further elaborates on that by stating that organizational culture has been 

identified as “the way we do things here” and organizations are being distinguished by 

obtaining a unique identity and thus, create a connection between organizational culture 

and working efficiency (Pompper, 2014). 
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Furthermore, Dumitrescu claims that organizational culture is being universally 

recognized as a competitive advantage and one of the main factors for success in today’s 

business landscape (Dumitrescu, 2012).  Dimitrescu in her article highlights the 

importance of national culture on organizational culture since the values of national 

cultures forms individuals’ expectations and are being translated into specific attributes 

of organizational culture such as risk-taking, outcome orientation, a people orientation, 

stability, team orientation (Dumitrescu, 2012).  

3.1 National and organizational culture connection 

Luthans and Doh claim that there is a broader perception that organizational culture tends 

to decrease the expression of national culture (Luthans & Doh, 2012). However, the 

authors continue by supporting that rather the opposite fact takes place than this 

established belief (Luthans & Doh, 2012). Luthans and Doh point out that according to 

Hofstede’s research, the national cultural values of employees influence at a great extent 

their organizational performance, while “the cultural values employees bring to the 

workplace with them are not easily changed by the organization” (Luthans & Doh, 2012).    

The major difference between national and organizational culture according to Hofstede 

is that organization is a social system in which its members took a decision to be 

incorporated in it, are interacting with it during certain hours within the day, there is the 

capability to leave from the specific social system and lastly and the most important, the 

members did not grow in it alongside with their values (Hofstede et al., 2010). Moreover, 

the identifiable cultural dimensions are meant to be used in a useful manner for the better 

insight of the organizational cultures. 

  

3.1.1 International companies and Organizational culture 

According to Luthans and Doh, a significant factor that contributes to the form of 

organizational cultures of multinational companies is the cultural preferences of the 

leaders and employees (Luthans & Doh, 2012). 

 Luthans and Doh support that three features of organizational functioning are greatly 

important for shaping the organizational culture of a multinational company and those 

are: the relationship between employees and the company they belong to, the hierarchical 

system that implies the roles of managers and subordinates and the general perception of 
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employees about the values and goals of the multinational company they work for 

(Luthans and Doh, 2012). The authors recognize Trompenaars for his suggestion for the 

use of two continua where one differentiates based on equity and hierarchy and the other 

investigates orientation to the person and task (Luthans & Doh, 2012). As the authors 

indicate, Trompenaars examines four types of organizational culture as the graph below 

shows: family, Eiffel tower, guided missile and incubator which actually contribute to 

examine the way of how individuals behave, think, and learn (Luthans & Doh, 2012). 

According to the authors, Eiffel tower culture is a culture recognized by its great 

importance on hierarchy and orientation to the task while jobs and tasks are well defined 

and everything is managed from the top (Luthans & Doh, 2012). Moreover, the guided 

missile culture is referring to a culture that gives great emphasis on equality in the 

workplace and orientation to the task where job tasks are fixed and limited and employees 

do what is needed to get the job done (Luthans & Doh, 2012). The incubator culture main 

characteristic is its strong emphasis on equality and orientation to the person where the 

role of employees includes confirming, criticizing, developing, finding resources for, or 

helping complete the development of an innovative product or service (Luthans & Doh, 

2012). Lastly, the authors present the family type culture which gives great importance 

on hierarchy and orientation to the person. Within this culture, employees give respect to 

the individuals who are in charge and look for both guidance and approval. In their turn, 

management adopts a paternal relationship with employees and gives an attempt to ensure 

that they are treated well (Luthans & Doh, 2012). 
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Figure 1. International Management: Culture, Strategy and behavior  

 

Source: Fred Luthans and Jonathan P. Doh, International Management: Culture, Strategy 

and Behavior (The McGraw-Hill Companies, 2012), p. 175.  

 

At the next graph given by Luthans and Doh, who in their turn had used Trompenaars 

findings, it can be clearly observed that Greece is a more person and hierarchy-oriented 

society whereas Sweden is an egalitarian and almost between a person and task-oriented 

society. Therefore, based on the four organizational cultural types of Trompenaars, 

Greece is characterized by a family type organizational culture where according to 

Luthans and Doh is strongly characterized by power, by a leader who is considered to be 

a caring parent and he/she has the knowledge for what is best for the employees (Luthans 

& Doh, 2012). On the other hand, Sweden is considered to have an incubator type of 

culture which is placed significantly on the perception that “organizations per se are 

secondary to the fulfillment of the individuals within them” (Luthans & Doh, 2012). The 

building blocks of this culture is the belief that “the role of organizations is to serve as 

incubators for the self-expression and self-fulfillment of their members” (Luthans & Doh, 

2012), therefore there is a lack of formal structure.  
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Figure 2. International Management: Culture, Strategy and Behavior  

Source: Fred Luthans and Jonathan P. Doh, International Management: Culture, Strategy 

and Behavior (The McGraw-Hill Companies, 2012), p. 179. 

 

3.2 Hofstede cultural framework with an emphasis on femininity and masculinity 

As Podrug et al. mention management implications that are suitable for one cultural 

environment may not be applicable to another and this is the reason that modern 

management leadership needs not only to be aware of the culture concept but also to pay 

the necessary attention to it (Podrug et al., 2006). In order to highlight the influence of 

national culture differences on management, Geert Hofstede conducted a research study 

in 50 countries around the world (Podrug et. al, 2006).  In this research, it is crucial to 

mention that as Hofstede points out the survey data were gathered through a sample of 

employees of a multinational corporation in order to distinguish differences in the 

national value systems (Hofstede et al., 2010).  Hofstede identified four dimensions that 

represent a different continuum: power distance, collectivism versus individualism, 
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femininity versus masculinity, and uncertainty avoidance while long-term orientation 

versus short-term orientation was later added (Podrug et. al, 2006). 

 According to Hofstede et al., power distance is defined “as the extent to which the less 

powerful members of institutions and organizations within a country expect and accept 

that power is distributed unequally” (Hofstede et al., 2010). 

Furthermore, Hofstede et al. argue that “individualism pertains to societies in which the 

ties between individuals are loose: everyone is expected to look after him- or herself and 

his or her immediate family while collectivism as its opposite pertains to societies in 

which people from birth onward are integrated into strong, cohesive in-groups, which 

throughout people’s lifetime continue to protect them in exchange for unquestioning 

loyalty” (Hofstede et al., 2010). 

Uncertainty avoidance is described by Hofstede et al. as “the extent to which the members 

of a culture feel threatened by ambiguous or unknown situations” (Hofstede et al., 2010). 

One other dimension called “long-term orientation which stands for the fostering of 

virtues oriented toward future rewards while short-term orientation stands for the 

fostering of virtues related to the past and present” (Hofstede et al., 2010). 

3.2.1 Masculinity and Femininity dimension 

The dimension which will be given emphasis and used for this research is presented by 

Hofstede et al. and it is called masculinity versus femininity. By definition from Hofstede 

et al., “a society is called masculine when emotional gender roles are clearly distinct: men 

are supposed to be assertive, tough, and focused on material success, whereas women are 

supposed to be more modest, tender, and concerned with the quality of life” (Hofstede et 

al., 2010). In contrast, Hofstede et al. support that “a society is called feminine when 

emotional gender roles overlap: both men and women are supposed to be modest, tender, 

and concerned with the quality of life” (Hofstede et al., 2010). Hofstede et al. had already 

previously noted that male achievement enhances the degree of masculine assertiveness 

and competition while female care comes to strengthen nurturance and support values as 

well as a more specific interest for relationships and for the living environment (Hofstede 

et al., 2010). 

Actually, Janicijevic mentions that the masculinity–femininity dimension of national 

culture is connected to a society’s approach towards doing and being (Janicijevic,2014). 
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Masculinity Index has been recorded for 76 countries in the world based on Hofstede’s 

research where among them Greece’s index was noted relatively high (Index=57) and 

Sweden’s index was noted as the lowest from all the countries (Index=5) (Hofstede et al., 

2010). 

As Merkin highlights, masculinity seems to be the cause of the value that the working 

hours for the employees have (Merkin, 2018). Merkins elaborate on that by claiming that 

members of masculine cultures perceive work to be the main focus in their lives while for 

the members from feminine cultures work is expected to combine a high life quality and 

reasonable work hours (Merkin, 2018). According to Merkin, the values that connect 

femininity and masculinity with the workplace are displayed in terms of how many hours 

people spend at work each day, what happens when work and family life come into 

conflict and how much maternity leave people are entitled to have (Merkin, 2018). 

Hofstede et al. have defined the main differences observed in the workplace for feminine 

and masculine countries as the table shows below. A deep insight about perceptions of 

the working members of feminine and masculine cultures is presented through this table. 

Table 1.Main Differences of Masculine and Feminine cultures 

Main Differences of Masculine and Feminine cultures in the workplace 

Feminine culture Masculine culture 

Management as ménage: intuition and 

consensus. 

Management as manège: decisive and 

aggressive. 

Resolution of conflicts by compromise and 

negotiation. 

Resolution of conflicts by letting the strongest 

win. 

Rewards are based on equality. Rewards are based on equity. 

Preference for smaller organizations. Preference for larger organizations. 

People work in order to live. People live in order to work. 

More leisure time is preferred over more 

money. 

More money is preferred over more leisure 

time. 
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Careers are optional for both genders. Careers are compulsory for men, optional for 

women. 

There is a higher share of working women in 

professional jobs 

There is a lower share of working women in 

professional jobs. 

Humanization of work by contact and 

cooperation. 

Humanization of work by job content 

enrichment. 

Competitive agriculture and service industries. Competitive manufacturing and bulk 

chemistry. 

 Source: Adapted from Hofstede et al. (2010) 

 

As Luthans and Doh come to elaborate more on Hofstede’s cultural dimension of 

masculinity, the authors pinpoint that countries characterized by high masculinity index 

are greatly oriented on attributes such as earnings, reputations, challenge and within this 

masculine culture individuals are fostered with an independent decision-making approach 

while the workplace is related to high-job stress and managers believe that employees 

should be kept under control (Luthans & Doh, 2012). In contrast, countries in a feminine 

culture give a great emphasis on collaboration, friendly atmosphere, individuals are 

fostered with a group decision-making approach while the workplace is related to low 

job-stress and managers tend to boost their employees to be more responsible and free 

(Luthans & Doh, 2012).  
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4. Methods  

_____________________________________________________________________________________ 

The purpose of this chapter is to present the philosophical background of this research 

and its research strategy. Moreover, the data analysis takes place where the interviewees 

and case selection are being explained and justified. This chapter further includes the 

data analysis where the research technique is being displayed. Lastly, the research 

quality is being referred to the actions that took place in order to ensure it throughout the 

study as well as the ethical principles that were applied. 

______________________________________________________________________ 

Philosophical background of the research.  

Figure 3.Methodology 

Multiple case study

Social constructionism

Interpretivism

Deductive

Explorary nature

Semi structured 
interviews

Qualitative data 
collection

Comperative 
analysis

 

Source: Adapted from Saunders, Lewis & Thornhill (2009) 

 

Philosophical stances of the research are the ground of understanding how we are going 

to design our research and what methods we are going to use (Saunders, Lewis & 

Thornhill, 2009). 

Firstly, our ontological stance on how we view the world is greatly reflected by social 

constructivism. It underlines the meanings of the context and the understanding of the 

personal position of each individual within the context (Saunders, Lewis & Thornhill, 

2009). Since our topic states that we are interested in how culturally different 
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organizations perceive change management in the project context, we need to understand 

what meaning the change management has in different cultures. 

Therefore, our epistemology stance is reflected by interpretivism. To serve the purpose 

of understanding and to reach our research aim, we need to understand people and their 

differences as social actors rather than objects and that leads to an interpretive nature of 

the research (Saunders, Lewis & Thornhill, 2009). 

By defining the philosophical background of the study, we were able to define the 

appropriate research approach for our study. Generally, two research approaches are 

defined: inductive and deductive (Saunders, Lewis & Thornhill, 2009). 

As it is mentioned above since we would concentrate on understanding the meanings that 

people give to certain phenomena and how they vary in different contexts, deductive 

research with an explorative nature of study would enable us to understand insights, 

collect and analyse rich qualitative data. 

4.1 Research Strategy 

The research strategy is about how we did setup and managed our research activities 

during the study (Easterby- Smith, Thorpe, & Jackson, 2015). The problem, that we 

defined to investigate, aims at understanding the cultural behavior of people in a social 

context, therefore qualitative methods would help us to collect in-rich textual data. 

We chose a case study because it gives an in-depth understanding of the topic from 

different views and describes people experiences with a sort of reflection on the given 

meanings. As Thomas and Myers mention, case study is connected with the word of 

singleness. The reason for that as the authors state is that the purpose of the case study is  

the examination and analysis of a single phenomenon whether this phenomenon concerns 

a person, a group, a country, an event or a specific period of time (Thomas & Myers, 

2015). This comes to suit our study since the authors further elaborate and mention that 

the case study is about studying something from many different perspectives in its entirety 

by taking a close look at its different components (Thomas & Myers, 2015). Moreover, 

generalization according to Myers and Thomas is not a concept that belongs to case study 

but at the same time it is not a requirement for an inquiry; what is necessary about the 

case study is the analytical insight and the rich picture regarding the under examination 

phenomenon (Thomas & Myers, 2015). In our case, since the main purpose was to 

examine which cultural factors influence the change management process and the study 
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was conducted in Greece and Sweden, singleness and no-generalization were the main 

characteristics of our study. The rich picture as well as an analytical insight had to be 

gained in order to address this research question, therefore the multiple case study 

(conducted in two countries) would be considered best to be adopted and used as a 

research method. Since we aimed to study the cultural factors, which required extensive 

description and in-depth understanding, the case study was the most suitable strategy for 

the chose research purpose and questions.  Moreover, in our study we went for holistic 

multiple case studies to reconnaissance different angles of the chosen area. In order to 

fulfill the purpose of the study, we needed to collect data in organizations that belong to 

different national cultures, and therefore holistic multiple case study provided us with the 

ability to analyze data in culturally different environments thus to gain empirical evidence 

and understanding of the problem. We focused on two companies to have in-depth 

understanding about the topic and thus more value to our research, however, we limited 

our case study to the three challenging areas within change management.  

We built our research based on the comparative structure (Yin, 2018), as we replicated 

data collection and analysis about the same obstacles within change management in a 

culturally different environment, which enabled us to see the variety of the meanings that 

on the surface belonged to the same statement.  While having generalized models in 

change management, we examine the understanding of each participant reflecting their 

perception, a fact that allows us to understand how change management processes fit into 

different cultural perceptions. In a comparative research structure we were able to map 

the meanings for each statement and reflect the national culture influence on the provided 

meanings and thus contribute with empirical evidence to the problem defined in our 

research.    

4.2 Literature review 

According to Webster & Watson (2002), the solid foundation of the research is  an explicit 

review of what has been already done in a particular knowledge area. As the topic of 

change management goes back to the Lewin (1948) framework: “unfreeze, move and 

refreeze”, it has to be well-defined in order to get results. Firstly, we reviewed the results 

delivered by Primo with the words of “Change Management”. Secondly, we needed to 

narrow down the search to the cultural aspects. However, we faced a challenge as both 

terms “change management” and “cultural aspects”, are topics broadly discussed within 
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the literature, but independently the one from the other, thus we had to further filter 

received results on the linkage between two terms. While we were able to retrieve several 

articles and books of interest, we looked into the reference list of corresponding articles, 

which provided us with more relevant results. The chosen articles were peer-reviewed 

and had a high impact factor. 

 In addition, we were looking into studies on culturally different organizations and what 

research has been done in that area. The keywords we used were: “National culture”, 

“organizational culture”, “Values in the organization” in order to build our theoretical 

foundation about the cultural factor that might influence the change management process. 

As a base for our research, we chose Primo - Jönkoping University Library search tool, 

and additionally, we also looked into Google Scholar and Web of Science - well-known 

database resources. We have also looked in current research on the Change Management, 

which is done by Prosci (2018), Research Centre, that has developed their own Change 

Management framework. 

While conducting the literature review, we were able not only build fundamental 

knowledge about the topic, but it also enabled us to identified gaps in the literature and 

the needs for further research. 

4.3 Data collection    

4.3.1 Interviews  

It is important to set the structure level of the interview before conducting them, where 

there are many levels of interview structures, from unstructured at all to highly structured 

(Yin, 2003). For this research we decided to conduct semi-structured interviews because 

of the fact that guided open interviews offer to the researcher the ability to cover the whole 

subject and at the same time give the room to him to investigate even more into upcoming 

concepts during the interview (Easterby-Smith et al., 2015). 

In our research we followed the recommendation of Easterby-Smith et al. (2015) where 

in semi-structured interviews with a topic guide, we start with open questions, 

accordingly we continue with questions related to the specific topic and finally we end up 

with the closing questions. 

Moreover, we used open questions as an icebreaker between the interviewee and us, thus 

making the interviewee more comfortable with the subject. Open questions were followed 

by more specific questions related more to our investigation and research questions since 
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we wanted to dig deeper about the topic in order to find connections and more details 

about change management, the reflection of cultural traits, and their relationships. 

Moreover, closing questions were related to the hypothesis if we did miss anything or if 

they wanted to add something related to the topic that we had not come up with. At the 

end of the interviews, we expressed our gratefulness to the participants for their 

contribution to our study.   

There are many ways to conduct interviews such as phone calls, video calls, face-to-face, 

chat, etc. We decided to go for face-to-face interviews and skype interviews due to the 

fact that face-to-face interviews provide more insights on the topic, supported by 

“immediate contextualization, depth and non-verbal communication of a face-to-face 

interview” (Easterby-Smith, Thorpe, & Jackson, 2015). 

The questions for the interviews were designed based on the literature review and 

reinforced by our experience in the field.  

 

Interviewees selection 

Setting up the criteria for interviewees selection is a crucial step to be able to collect data 

that would provide empirical evidence to the research questions. As the purpose of the 

study is to gain an understanding how cultural factors influence challenging areas in 

change management, we have set the following criteria: 

1. The interviewee should have encountered change during his/her working 

experience 

Since the research questions of the study refer to the area of change management, it is 

important for the interviewees to have personal experience within the area, so that he/she 

could share their perceptions. 

2. The interviewee should have experience within the selected case study 

organization (company A or company B) 

We specifically defined the culturally different context in order to be able to compare the 

results of the findings and analyze them based on national culture, therefore it is 

substantial for the interviewee to belong to the chosen company. 

3. The interviewee should be working in an international environment. 
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The study took place on culturally different environments but within international 

settings, consequently in order to be able to replicate the study of each unit, it is required 

that the working conditions of the interviewees should be similar. 

Table 2.Interviews 

1. Participant 2. Position 3. Gender 4. Experience 
within the 
Company 

5. Company 6. Date 7. Duration 
of the 

interview 

Participant 
1 

Organizational 
Change Manager 

M 2 Company 
A 

2/04/2019 50 min 

Participant 
2 

Change Manager in 
IT process 

M 6 Company 
A 

3/04/2019 59 min 

Participant 
3 

Leader of IT PMO M 3 Company 
A 

4/04/2019 49 min 

Participant 
4 

Coordinator IT PMO F 4 Company 
A 

4/04/2019 27 min 

Participant 
1 

Consultant, PMO 
team member 

F 3 Company 
B 

15/4/2019 21 min 

Participant 
2 

Manager specialized 
in transformation 
projects for 
Telecommunication 
industry 

M 13 Company 
B 

15/4/2019 16 min 

Participant 
3 

Consultant, PMO 
team member 

M 3 Company 
B 

17/4/2019 20 min 

Participant 
4 

Associate Manager 
in Projects for 

Telecommunication 
industry 

F 5 Company 
B 

17/4/2019 16 min 

 

 

4.3.2 Case selection 

The selection of the most suitable cases is essential to have high-quality research and a 

greater focus on a specific topic rather than focusing on wider areas that may have less 

impact on the chosen field. Moreover, we defined criteria to choose the companies to 

ensure high quality and as much as relevant information as possible.  

Therefore, our selection criteria were: 

1. Companies that are located in two geographical areas in Europe but belong to 

different cultural groups defined by Hofstede.  
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Due to our interest in the masculine and feminine cultural background of the organizations 

where projects are conducted, we aimed to find participants that would belong to  the 

different ground in order to gain deep insight from both sides. 

2. Companies that have a certain degree on internationality (employees from 

different connections). 

As the environment within an organization defines the context of the given meaning by 

people, we aim to conduct interviews in equally international organizations. 

3. Companies that we would be able to conduct face-to-face interviews. 

In order to be able to get an insight for not only the verbal expression but for the non-

verbal communication as well, we would prefer interviews in person. 

4. The size of the companies is approximately the same. 

As mentioned before, context is important for the study and therefore the size of the 

companies is also considered in the selection of the cases. 

5. The companies had been in operation for more than five years 

The same level of seniority and operation experience is important for the context of the 

study. 

6. Companies that have many projects within the same field. 

Even though companies operate in different fields we would concentrate on the projects 

for both companies within the IT field. 

 

Company A 

A Swedish-based multinational company, that is a global leader within their area business 

with international operations. The company has a long history and rich traditions as well 

as an inventory spirit. The company has a history of radical changes in business direction. 

It is allowed to fail, as long as it is done fast.  Data collection was conducted within one 

department in the company, supporting organizations with IT functionality. 
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Company B 

A Greek-based multinational organization, operating globally. The company has been 

present in the market for more than 10 years. Operating in different countries and co-

operating with a different organization, the company has grown in previous years rapidly. 

Data collection was conducted in an IT project-based environment. 

  

We are unable to reveal more details on companies based on ethical considerations and 

privacy disclosure.  

 

4.4 Data Analysis  

The goal of the analysis is to convert the data into findings (Patton, 2002). Conducting 

comparative analysis is considered to be useful while an international comparison, 

particularly to answer research questions and objectives is connected to different cultures 

and countries (Saunders et al. 2009). Due to the chosen research design, we decided to 

conduct a comparative analysis by adopting a qualitative comparative analysis (QCA) 

technique (Rihoux, B., & Ragin, C., 2009).  

After conducting the data collection, we transcribed the interviews into separate 

documents for each interview. As the data collection was conducted by taking into 

consideration the predicted outcome, we received data and sorted it out into predicted 

themes. In the case of our research predicted outcomes are referred to as challenging areas 

within Change Management, more specifically Change resistance, Communication issues 

and Change leadership. We analysed each interview document separately by coding the 

patterns within the described themes reflecting on the meaning that participants gave to 

each theme. That was achieved by analysing data received from the conditional questions 

and the perception of the questions. 

Afterward, we organized patterns in the dataset per Company. Because during our data 

collection we interviewed 4 participants per company, each dataset of each company 

contained patterns mentioned by 2 or more participants.  

Further, we organized datasets of both companies accordingly to themes with extracted 

patterns, which enabled us to observe differences and similarities in each theme, that 

reflected patterns, which were assumptions and beliefs, about challenging areas in the 
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change management. Lastly, we were able to analyse similarities and differences in the 

given meanings to the themes based on the framework that was chosen for the study. We 

mapped (Appendix 1) received patterns in each theme to the dimensions provided by the 

framework.  That gave us more insights on why there are differences and similarities and 

how that is reflecting on the change management process.       

4.5 Research Quality 

Criteria measuring the quality of multiple case study according to Yin (2018) consist of 

construct validity, internal validity, external validity and reliability. In order to 

accomplish the first criteria, construct validity, researchers made sure to define 

challenging areas in the change management, in order to be able to achieve the aim of the 

current study by investigating the meaning provided by the participants. To ensure 

validity researchers conducted 8 semi-structured interviews and additionally to that, 

investigation on the previous studies within the same field. 

To satisfy internal validity criteria, analysis of the study followed a pattern matching and 

explanation building upon with the chosen frame of reference. Further, external validity 

followed with replication logic due based on the research design. In order to be able to 

generalize the study, researchers aimed to choose companies that would be known and 

operate internationally, therefore the same international working context was on place. 

However, the study was conducted within the local premises in two geographically 

different spots and this fact provided the study with the national influence of the 

participants. The results of the study reflect analytical generalization, supported by the 

frame of reference. 

Finally, in order for the participants to speak out openly and freely, anonymity was offered 

by the researchers. The study was documented to ensure the reliability of the case, 

however, due to ethical and privacy considerations, the documentation will not be 

publicly revealed.  

4.6 Ethical Guidelines 

 According to Flick (2007), the need for obtaining the proper knowledge about ethical 

issues and concerns has rapidly increased throughout the last decades (Flick, 2007). As 

Bloor and Wood mention, “ethics are guidelines or sets of principles for good professional 
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practice, which serve to advise and steer researchers as they conduct their work” (Bloor 

& Wood, 2006). 

In our study, we have followed the ten ethical principles in research by Easterby-Smith et 

al. (2015) that are shown in the table below (Table 3. Ethical Principles). 

The principle of informed consent constitutes amongst others is the most crucial for 

research ethics. As Wiles states, “informed consent is a central concept in ethical research 

practice and is one of the key principles underpinning professional guidelines for social 

scientists” (Wiles, 2013). The informed consent regards the presentation of clear 

information to the interviewees about their participation in the research so that they will 

make their decision whether or not to participate in it (Wiles, 2013). Wiles (2013) 

elaborates further on that by mentioning that there is a need for the researchers to make 

the participants being aware of the topic of the research, its purpose, the way that the 

results will be used and if they will be published, what will their involvement be and how 

the anonymity and confidentiality will be kept by the researchers (Wales, 2013).   

In our research, the informed consent was obtained before conducting the interviews since 

we contacted the interviewees either face to face or by email and informed them in detail 

about the purpose of the interview, the topics that we would like to discuss, and how we 

would use the collected information. This information was distributed in oral and written 

form in order to ensure that the interviewee is fully aware of our research while at the 

same time this action took place in order to apply a fully transparent approach to them. 

Since that process occurred, all the interviewees agreed and got aligned by giving their 

consent for the interview. Furthermore, the given information to the interviewees of how 

the results will be used and how their identities will be kept safe satisfies the principles 

of confidentiality and anonymity since according to Wales (2013) the issues of anonymity 

and confidentiality are key concepts in ethical research practice and are aligned with the 

informed consent principle (Wales, 2013). In addition to that, a confidentiality agreement 

was signed by the supervisor of this thesis and sent to the management of company B 

where it served its purposes as a statement of confidentiality regarding the data collection 

to ensure that the data will not be used for other purposes rather than for the research and 

only. The identities of the interviewees were kept throughout this study confidential and 

the participants were mentioned as participants 1, 2 etc. ... in company A and B while 

their roles were presented since the researchers acknowledge that the individuals will not 
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be identified. The reason for this is that the companies operate in international settings 

and their size (number of employees) will not allow by nature to identify the participants. 

It is worth saying that we did request their permission for the recording of the interviews, 

and the interviewees, before and at the beginning of the interviews, were informed that 

we would keep the records confidential between us and them, thus protecting their 

anonymity while reporting the collected data. 

Table 3.Ethical Principles 

1 Ensuring that no harm come to participants 

2 Respecting the dignity of research participants 

3 Ensuring a fully informed consent of research participants 

4 Protecting the privacy of research participant 

5 Ensuring the confidentially of research data. 

6 Protecting the anonymity of individuals or organization. 

7 Avoiding deception about the nature or aim of the research. 

8 Declaration of affiliation, funding sources and conflicts of interest. 

9 Honesty and transparency in commendation about the research 

10 Avoidance of any misleading or false reporting of research findings 

Source: Adapted from Easterby-Smith et al. (2015) 

 

As Rapley (2007) highlights, the research “should not cause any harm or distress, either 

psychological or physical, to anyone taking part in it” while he refers to that both for the 

fieldwork as well as during the writing up of the research (Rapley, 2007). This principle 

was kept during our research not only during the interviews but also during the analysis 

and the whole conduction of this thesis. The principles of transparency, avoidance of any 
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misleading and deception were fulfilled by providing clear information to all the 

interviewees. Lastly, regarding the principle of conflicts of interest since both researchers 

conducting this thesis were working at the time period at the companies where the 

interviews took place, this principle was significant and was followed with responsibility. 

Both researchers due to their ethos did not guide the interviewees or present biased 

findings or conclusions during this research.   
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5. Findings 

_____________________________________________________________________________________ 

The purpose of this chapter is to exhibit the findings deriving from the interviews that 

took place for this research. A short description of each company is given, and the 

findings are being displayed based on categories linked to the key challenging areas of 

change management. 

______________________________________________________________________ 

 

While analysing the transcripts of the interviews, several themes and patterns have been 

identified. The variety of the hold position gives different perspectives on the topic of the 

study. 

The following categories support the knowledge foundation of this research as well. 

5.1 Company A 

Company A is represented by a Swedish based organization, where interviewees within  

the IT department have been selected. They represent different teams within the 

department which provides the study with a variety of opinions. The employees of the 

company showed great responsiveness to the request of the interview on the subject. They 

have been willing to share their opinion, knowledge and collaborate.  

“We are huge, small IT department, in terms of people and in term of application we are 

supporting - we are huge IT department and we strive to do massive things, try to 

overachieve, try to be further ahead than we are; we are small because we are still 

working more or less in silos, even we have done, during my period 4 reorganizations ” 

(Participant 2). 

“One change is getting away from these silos and finding a way how IT and business 

work together” (Participant 3). 

It has been pointed out by the other participants as well, that working in silos have not 

been efficient and the need to shift from silos is acknowledged. But it is in order for 

reorganization to work, organizational culture and mindset should change as well. 

5.1.1 Change management perception 

Change management could be perceived differently by different people even within the 

same organization depending on their role. 
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 “[..] you have an organization which is ready to take a transformation journey from its 

current state, in between there is a state, we can call it, “a transition state”, and then 

there's a future state that you want to be in as an organization. [..]” (Participant 1, 

Organizational Change Manager). 

While another responder explains it as a part of different processes in the IT department 

while pointing out, that it is rarely done as a structured approach: 

 “[..] change was always part. But I can also say that it's very seldom it is done in a very 

structured and distinct way with a certain role and responsibilities[..]” (Participant 3, 

Leader of IT PMO). 

Another perspective from Global Change Manager in IT Changes, highlights the 

difference between change management as a technical process and change management 

as people management.  

“[..]difference of change managers, depends on the audience and context[...]. We need to 

differ from different change management process[..] Change management from the 

perspective ITIL that we define as define, measure, analyze, prove, control – a process 

then, Six Sigma. The other change management which is people, roles and 

responsibilities[..].” (Participant 2, Global Change Manager in IT Changes). 

While according to PMO Coordinator, change management is about aligning all people 

to the goal and make them part of the change: 

 “[..]is trying to get people into the boat, going the same direction. If there is a big change 

so people feel positive about it, not too afraid, so they feel they are part of the change and 

not just sitting by side and getting run over by someone”. (Participant 4, PMO 

Coordinator). 

All the opinions were based on personal and individual experience and perception. 

However, one goal was also to understand the change management within the chosen 

organization and what is observed from the employees’ view. Most participants agreed 

that there are a structured approach and an established process toward change 

management within company A, IT department.   

“Sometimes it works because we do it, and sometimes we don’t. It is both. [..]And usually, 

there is a change agent, that is super positive about the change, and when someone starts 

complaining about the change and that it would never work, change agent would try to 

change their mood to the positive outcomes of the change”(Participant 4). 
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The other participants support as well that is “[..]not quite mature comparable to project 

management.”(Participant 1) and  that “[..]So that might be several states 

communication but it's not a matter of whether we're using a structured approach for that 

in one sense[..]”(Participant 3). 

5.1.2  Communication about the Change 

Communication has been identified as one of the key elements in the change management 

process. Sharing personal view on the communication from the previous experience, 

Change Manager in IT Processes suggests a definition for the stakeholders within change 

initiative and different ways to approach them for success in the change management 

communication: 

 “You need to define what people You are working with, You have both earlier adopters, 

late adopters and big mass in the middle. And You always communicate differently to 

them. [..]” (Participant 2). 

One of the success factors in communication, according to participant is to be able to 

deliver the message within a short period of time spend with stakeholder, since another 

challenge faced by change projects or projects, in general, is to be able to get enough 

attention of the stakeholder on a regular basis.  

“Prepare the elevator speech, that means if you are going to elevator, how would you 

present You product, what You are doing in two minutes, based upon if it is a technical 

person- prepare a technical speech, if they are more of a feeling person – start with 

something good. Because then you can give a short update on where You are in a project 

to Your main stakeholders on a short base, because You will not get You stakeholders as 

often as You like. [..] (Participant 2).  

However, as this was an individual perception of how communication should be done, 

but it is not performed by company A. Another interviewee shares her experience on 

communication within company A, suggesting that communication has been improved in 

the past time, but it is not yet in the desired and defined process. Participants imply the 

negative effect of shifting responsibilities over a performed change to the person who has 

not been involved from the start, that causes rejection of the change initiative and loss of 

benefits that should be delivered by the project:  

“For a couple of years ago, we did not communicate too much, we get an order that we 

should do a change. We should have an application. And then we don’t talk anymore, 
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then maybe one person. And then we say: “Hei, now we have changed, now take this over 

– you will be the business owner of this” and then it  is a disaster” (Participant 4). 

“[..]People are saying – I did not know about this, I have not got the information, so I am 

not going to do it, why should I? Because it has not been communicated from the top, with 

the management attention. It is just the way we do it[..]” (Participant 2). 

Agreement among the interviewees was on the top-down approach, communicated from 

management supported by the middle managers down to the employees. However, it was 

noted that in company A this approach is not taken on a regular basis about the change. 

But company A is heading to the direction of improvement in collaboration and 

communication. 

When it comes to the way of communication, company A has different touch points for 

the more formal communication spread such as breakfast meetings – top management 

updates on the department changes, townhalls – updates about changes in the company 

overall, screen updates on the latest news, website and email updates. However, informal 

communication that is also driven by organizational culture, had been shared through 

different views from the participants. 

As the company A has more traditional organizational culture, due to the history of the 

company, the relationship and informal information spread is usually based on the 

personal acquaintances, therefore it is accepted that You are referred to as a new until 

You built your own network cross-functionally within the company, which effects 

communication in change management. For some that would be the fast delivery, for 

others it would take much longer time and feeling of exclusion. Participant 4 describes it 

as following: 

“It is quite hard to start here, it is really hard. If You start here, and sometimes You do 

not have a team, You are alone and your manager never has time with their schedules. 

So you are like: what am I supposed to do? Who am I supposed to talk to. You do not get 

that information and it is really tricky to find, because we don’t have that common coffee’s 

or like everyone going to lunch together, so You do not get that informal communication 

with people. So the culture is quite hard .” (Participant 4). 

While another interviewee underlines the role of informal communication in change 

management:  



 

 39 

“Change management could be pushed down as taking the simplest an informal coffee, 

when you stop stopping by at the coffee machine you can sync up with employees or 

colleagues, and you take a chat with them” (Participant 1). 

It was also brought up to the attention, that even though there are not always change 

managers in the company running change management activities, but instead sometimes 

project managers are taking that role and performing the activities of the change manager. 

5.1.3  Change resistance 

The resistance theme was raised by the participants along with the different parts of the 

interviews. While all agreed on the commonality of resistance for human behavior, some 

would have different self-evaluation of personal resistance, however, would still agree on 

the impact of resistance in change management general process:  

“[..] from resistance perspective, I would say, that being part of this area I wouldn't really 

resist per se. I would rather educate myself better about the topic, better about change, I 

will question the rationale, of course, but I think that's pretty logical, that's quite intuitive, 

but if it a change and it fit the framework- then, of course, that is something you have to 

adopt”(Participant 1). 

While if we talk about company strategy toward resistance, the most interviewees support 

that there is not the certain approach taken and there is a room for improvement, while 

indicating the role of organizational culture and avoidance of taking responsibilities: 

“I think we implement it anyway. I think we just push it through and then we say yeah, 

we will fix it later okay. [..] hands-on mentality I call it” (Participant 3). 

“I would say it more like freezing it…  So that point I would say, based on my experience 

at the Company A it becomes tug-of-war, but instead of pulling the Rope toward your end 

you are pushing it on the other side.” (Participant 1). 

The reason for resistance in company A is usually previous experiencing a failure of 

change initiatives. Therefore, people are not open to changes and meet the change with 

the expectation of it to fail.  

“Quite resistance to change. Often it has been tried before and it failed in some way, so 

the second time around people are like this and this time it failed and that will just happen 

again and stuff like that” (Participant 2). 

And the way to succeed in change is seen as “doing it all the way” (Participant 2), 

without compromising the scope and impact of the change and with the full support of 
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top management. Participation and being able to have input on the change that would 

have an individual effect, “the way it is presented” (Participant 2) would reduce 

resistance. 

 

5.1.4  Change leadership 

As it has been highlighted in the previous sub-chapters, participants of the Company A, 

see as successful approach – top down, from top-management buy-in to middle 

management clear and regular communication.  

“It is really important to have management buy-in, always. Because if You don’t, You 

will never ever have power behind” (Participant 2). 

“So I think change management is a very much top-down approach in the sense of 

sponsorship so it needs to be to come from the management the change management is 

important and you have to implement it. [..] good practices for change management 

where you actually have the typical components are strong sponsorships from top 

management strong sponsor call the coalition in the middle management for example and 

they communicate clearly what you want.” (Participant 3). 

Even though, according to the interviewees’, company A would benefit in managing 

process by stronger support of top-management and reduce resistance, the interviewees 

themselves felt comfortable having an idea for the change and suggesting it up to CIO 

level of management, supporting the statement that top management listens to the changes 

from down to top. 

“I mean, there is a formal hierarchy, but it's still per se, if You really a good idea and 

want to reach out to CIO - book a time. It is really that simple, it doesn't really have that 

close door policies” (Participant 1). 

There is a strong awareness of the level of the big picture depending on your role within 

the organization and respectful understanding of possible rejection of the change idea. 

Nevertheless, interviewees underlined the importance of understanding why there has 

been a rejection.  

“Well I think I could go up to CIO and say that I think, I have this idea here. But of course, 

if I do it a little bit more general, then it would be difficult to be quite concrete, right. And 

it might also need to fit into some wider agenda [..]” (Participant 3). 

At last, summarizing the importance of change management, seeing the necessity of 

having change manager and that would drive behavior changes, interviewees explained 
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how they see change management: “Success of change management - when you 

developed structure around not just a project,  but organization and portfolio what you 

are working with, change management is continuous even post project”(Participant 1).  

“Change Management the only way that it can work, that is if it becomes normal standard 

if it makes sense for everyone, and for the ones who do not see it – they are kind of forced 

to do it anyway” (Participant 2). 

The insights of the interviews with each participant gave an individual view on the change 

management and enabled the researcher to understand the change management process 

in the company, combine it with the context of culture through the interview written 

context as well as the non-verbal context. 

5.2 Company B 

Company B is represented by an international Greek-based organization, where 

interviewees within different focus fields and from different career levels across the 

company have been selected. They represent teams from different projects on different 

clients since the company is a project-based consulting firm and that fact offers different 

points of view. The employees of the company replied immediately to the request of the 

interview on the subject even though a more formal process took place for getting the 

consent from the Greek HR department in order to conduct the interviews. All of the 

interviewees showed their willingness to give their insight and cooperate by answering 

straight forward to all the questions. 

  

5.2.1 Change management perception 

All individuals gave their beliefs on what is change management and how they perceive 

it. Mostly, it can be said that their perception varied based on their career level and their 

working experience on different projects and with different clients. All  the participants 

were able to distinguish that the change management process within the company is 

structured and there are specific frameworks and processes to follow, however, their 

applicability depends to a great extent from the maturity of the client that the company is 

cooperating with. Specifically, the participants state that if the client is mature and open 

enough to follow these processes, then it is a matter of time for the company to apply 

those. According to the second participant, a manager that specializes in transformation 
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projects and thus, having experience on changes he gives his overview about change 

management in the company: “I see change management in two different contexts. One 

context is internal inside the company. The second context has to do with the work that 

we are doing in the client.” (Participant 2, Manager specialized in transformation 

projects for Telecommunication industry). At that point, the third participant declares 

that: “[..] With the client it depends on how mature they are to work ing in a structured 

way” (Participant 3, Consultant, PMO team member). 

 A few participants specified even more, that the structured approach to change 

management includes training, documentation and so on while some declared that there 

is a need for a smooth transition from the ‘as is’ state to the ‘to be’ state. As the Participant 

2 mentions: “[..] it is my job to ensure that the process that is followed is smooth, there 

is adequate time for the transition from ‘as is’ to the ‘to be’ and that all stakeholders 

adapt to the new systems and to the new overall model”(Participant 2, Manager 

specialized in transformation projects for Telecommunication industry). 

5.2.2 Communication about the Change 

Communication and introduction to change have been identified from all the interviewees 

as the key point to successfully propose and implement a change, getting everybody on 

board as almost all participants said. All 4 participants expressed the need for everything 

regarding the change management process to be clearly defined, explained and indicated 

while they cited that the benefits gained out of the change should be mentioned either on 

an individual basis or on a company basis. Regarding their need, the third participant 

states that “[..] I think that the most important one  is that it’s clearly explained [..]” 

(Participant 3, Consultant, PMO team member). As the first participant points out: “[..] 

what is the value for us and what is, in the long run, the things that our team and 

consequently our company will gain out of it [..]” (Participant 1, Consultant PMO team 

member). 

Moreover, a few participants highlight this urge for being aware of the change 

management process steps by giving emphasis on personal feelings and motivation when 

it comes to change. This according to the participant had a great benefit on the whole 

process and led the change to be easier for the people involved in the process therefore 

she declares that “[..] we had really quick checkpoints of how are we feeling, how we are 
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dealing with this change, what we wanted to improve, what we wanted to drop. Actually, 

this was easy for us [..]” (Participant 1, Consultant PMO team member) 

Lastly, a few participants highlight the need for a smooth transition and pinpoint its role 

on the overall change management process. In addition to that, the fourth participant states 

that “[..] The difference is how it is introduced, if it’s introduced smoothly or is it abrupt. 

I mean it has a major difference in how it is introduced.” (Participant 4, Associate 

Manager in Projects for Telecommunication industry)  

5.2.3 Change resistance 

 All the interviewees had a common perception to change resistance as a problematic area 

in change management. They could identify the human nature as the root cause of change 

resistance since there is a common belief that people resist change. As the first participant 

indicates: “[..] every time an employee in a way is challenged to get out of his comfort 

zone this creates some sort of anxiety and confusion [..]” (Participant 1, Consultant, 

PMO team member). 

Upon on that, the fourth participant comes to add: “I think that it is in the human nature 

to be afraid of the change and most people are negatively watching change [..]” 

(Participant 4, Associate Manager in Projects for Telecommunication industry). 

The majority of the participants could see change resistance in two different contexts as 

they did in the perception of the change management process: the internal one and the 

client’s one. A few said that when it comes to the client, the change resistance is 

significant, and their upper management is being considered as accountable for handling 

the situation. Based on that, the participant indicates: “When we try to have cm in the 

client, this is where we see mainly most resistance; [..]” (Participant 2, Manager 

specialized in transformation projects for Telecommunication industry). Regarding the 

internal, a few states that the change resistance is being reduced through discussions 

arguments while the majority said that the key for decreasing substantially and efficiently 

the change resistance is through the smooth transition by explaining the whole process 

and steps as well as through continuous communication throughout the process in order 

to be updated. Participant 4 mentions that: “[..] Smooth cm for me is to say we will do 

this change, we have predicted this and this and this [..]” (Participant 4, Associate 
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Manager in Projects for Telecommunication industry) while participant 3 indicates that 

“[..] through continuous communication of the change at different levels [..]”  

(Participant 3, Consultant, PMO team member) regarding the efficient handling of 

decreasing the change resistance. 

On top of that, the overwhelming majority of the participants point out that the individual 

and company’s benefit that will be gained out of the change should be in place all the 

time. 

5.2.4 Change leadership 

The opinions of the participants against change leadership varied depending on their 

experience but half of the participants agreed that change should be initiated by the upper 

levels of management. Upon on that, the first participant says: “The initiation and the 

commitment, of course, should come from the upper levels [..]” (Participant 1, 

Consultant, PMO team member). Participant 2 comes to confirm the previous statement 

by saying that: “[..] it should be someone that is accountable for the result that the change 

affects and should be someone usually with experience and authority [..]” (Participant 2, 

Manager specialized in transformation projects for Telecommunication industry). The 

rest of the participants underlined that change can be initiated from any level with the 

participant three indicating that it can start from any level but driven up to some extent; 

then the upper management should be accountable: “[..] it can be driven to some extent 

from any level [..]” (Participant 3, Consultant, PMO team member). However, all the 

participants pinpointed that there is a need for the upper management to support the 

initiative throughout the change management process by underlining their role on that. It 

can be clearly observed through the Participant’s 3 highlighted statement:  “[..] in all 

cases the executives should be onboard [..]” (Participant 3, Consultant, PMO team 

member).  



 

 45 

6. Analysis 

_____________________________________________________________________________________ 

This chapter aims to analyse the findings already presented in the previous chapter based 

on the Hofstede’s cultural framework. A further mapping of each finding to the relative 

dimension of the framework is taking place. 

______________________________________________________________________ 

Table 4.Change Resistance Analysis 

Change resistance Company A Company B 

Resistance 
plan/strategy 

Not exists Upper management to decided case 
by case 

Actions upon 

resistance 

Ignoring Communication & training 

Reasons for 
resistance 

Previous experience Hesitation & insecurity feelings. If 
the need for change is not explained 
and introduced properly.  

Trigger from 
resistance to 
acceptance 

Engaging employees & 
complete scope 
implementation, time 

Rationality & realization of 
individual’s, teams and company’s 
benefit 

Acceptance 
criteria 

Understanding why we are 
doing it 

Why change takes place, how it has 
been decided & what is the process 
and what are the benefits 

  

Both companies’ employees admit their fear to change but the reasons for that appear to 

be different. For company A, it is rooted in the employees’ previous unsuccessful attempts 

for change whereas for company B the insecurity feelings exist due to the improper 

introduction to change. This improper introduction includes the ignorance of the reason 

for the change, of the whole process that is needed to take place and for the benefits that 

the individuals will gain out of the whole change. 

Overall, employees of company A need to be aware of the reason that the change takes 

place for while company B needs to have a full described overview and details of the 

needed change. Therefore, communicating the change and its benefits from the early start 

to the very end is substantial for the employees of the company B. This fact as well as 
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that there is a structured strategic approach from the upper management can be referred 

to the high uncertainty avoidance that the country has in terms of the UA index. In a 

society with high uncertainty index as Greece, there is an emotional need of the 

individuals for rules and structure even if they will not work while in countries with low 

such as Sweden, there is tolerance to ambiguity and chaos as they offer a room for 

creativity (Hofstede et al., 2010). According to Jones et al (2005), there are few types of 

cultures in the organization: one that emphasis on human relation values and other that 

stresses on innovation and development. However, resistance to the change is more likely 

to be minor in cultures with emphasis on human relations values and open system values 

due to their confidence and capability to accept new working challenges.  

The admitted urge of the employees for the realization of the benefits that change offers 

on an individual, team and company’s basis reveals the connection with three dimensions 

of Hofstede cultural framework: collectivism, power distance and uncertainty avoidance. 

According to Hofstede et al., in a collectivist society such as Greece ‘employees are 

members of in-groups who will pursue the in-group’s interest’ and that can be shown 

from their need to know the benefits not only for themselves but also for the team and the 

company B (Hofstede et al, 2010). In large power distance societies as in case of Greece, 

“subordinates expect to be told what to do” as all of the employees admitted in their 

statements to know the process, the benefits and the benefits whereas in the case of 

Sweden with low power distance involvement of the employees throughout the whole 

process is expected to be more important (Hofstede et al., 2010). Lastly, the necessity for 

a structured plan from the employees’ point of view in company B is linked directly to 

the high uncertainty avoidance of Greece since according to Hofstede et al. there is a need 

for precision and formalization in countries with high UA index.  

Table 5. Leadership Analysis 

Leadership Company A Company B 

Change initiation Top-down approach 
preferred not always 
implemented 

Can start from anywhere but the 
consent and engagement of 
upper management is crucial. 
Preferably should start from 
employees with power and 
authority (higher levels of 
management). 
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Leadership strategy Participatory  Upper management decision 

Role of the change 
leader 

Not clearly defined  Commitment to the goal, 
guidance, communication and 
interest for those impacted by 
the change 

Sponsorship Lacking ownership  Upper management 

Hierarchy Formal hierarchy referring 

to the organizational charts 

 Upper, middle and lower levels 

of management 

Change proposition Open and welcomed, 
employees are confident in 
suggesting changes with the 

solid fundament for it 

 Open and welcomed but 
proposed with the right 
arguments in terms of 

measuring the benefits 

Rejection of 
proposition by the 

manager 

Accepted, as long as it is 
understood why 

 Trying to persuade for the 
benefits coming from the 

proposed change. Escalation 
path (talk to an individual from 
even a higher level). Or 
accepted if being aware of the 
reasons 

  

The opinion of the interviewees in companies A and B regarding the change initiative and 

the leadership strategy is connected strongly to the masculinity dimension of Hofstede. 

The responsible individuals that should take the decision for a change and imply the 

strategy should come from the upper levels of management for the company B. Current 

study of Kirsch et al (2012), supports the differences in responsibility taking and clarity 

of the role depending on the “Uncertainty Avoidance” dimension by quantitative results 

of the study.  Based on that and the fact that in masculine countries, such as Greece, 

management should be decisive and aggressive reveals that change management is 

affected by the national culture of a multinational organization (Hofstede et al., 2010). 

The interviewees in company B have the inherent need for employees with high authority 

and power to be in charge of such a process while for the leadership strategy in company 

A, that is located in Sweden and management is expected to be characterized by 

consensus and intuition, there should be a participatory approach (Hofstede et al., 2010). 

According to Hofstede insights, decision making is achieved through involvement and 

interviewees in company A confirm this aspect through their replies. As for the rejection 
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of proposal by the manager in company A, employees respect this fact if they have 

understood the reasons for this decision while in company B employees mention as well 

that there are escalation paths where according to those, the employees address the 

proposed change firstly to the manager and then if a conflict arises, they discuss it further 

with a person of an even higher level. Therefore, it can be said that while in company A 

the conflict is resolved through compromise if the reasons are properly explained, in 

company B there is the possibility to address the conflict to a higher level of management 

and according to Hofstede and its dimension of masculinity “letting the strongest win” 

(Hofstede et al, 2010). 

Table 6. Communication Analysis 

Communication Company A Company B 

Preferred 
communication 

Top-down, to have power 
behind the initiative, 

Consistent – receiving 
updates 
Be able to participate and 
influence the change. 

From upper management, 
Complete process with the 

reasoning, 
Highlight benefits of the change 
for individuals and the company, 
Opportunity to speak out loud 
with retrospective 
Defined process of 

communication flow 

Channels of 

communication 

Formal communication – 

established; 
Lacking informal 
communication. 

 Formal and informal 

communication. 

Content Why change is initiated, 
important to understand the 

roots. 

Necessary to know benefits of the 
change, where we are going and 

how. 

  

 In both companies A and B, the communication that takes place is top-down and it should 

be constantly on site. However, the difference, as already mentioned above, is that in 

company A the process is defined by the active participation of the employees while in 

company B a great emphasis is given on explaining the reasons for the change to arise, 

the process and the steps by providing details, and the overall value derived from the 



 

 49 

change implementation. Those are linked to power distance and masculinity dimensions 

of Hofstede since according to Hofstede insights decision making requires involvement 

and there is an urge for precision and formalization as Hofstede et al. mention (Hofstede 

et al., 2010). 

In company A, formal communication is established, and it presents a lack of informal 

communication whereas in company B it has both elements of communication. 

Helpap (2016) in his study investigate the influence of the power distance dimension on 

the chosen communication strategy, supporting the result of this study with the preference 

of the companies such as Low Power Distance of Company A and its preference of 

participatory communication strategy and High Power Distance index in Company B – 

pragmatic communication strategy. However, the lack of cascading downwards 

information about the change is negatively reflected in Company A. 

6.1 Cultural factors in the Change Management process via Hofstede’s 

framework  

 

Figure 4.Comparison of Greece and Sweden by Hofstede dimensions  

 Source: Adapted from Hofstede-Insights 

 

Based on the literature review, we decided to review cultural factor based on 4 dimensions 

of Hofstede (Hofstede, 2010), that are more relevant to our study, which are: Power 
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Distance, Individualism, Masculinity and Uncertainty Avoidance (Lut, 2016,  Janicijevic, 

2014, Kirsch et al., 2010, Yang, 2014, Vukotich, 2011, Carr 2014) . 

In Appendix 1, we mapped cultural factors that were extracted from the qualitative data 

collection to the dimensions. 

Power Distance dimension, which in company A- Sweden scores 31 and company B, with 

a score of 60, generally sets up a clear difference between the top and lower management, 

hierarchy and defined processes of communication between (Hofstede, 2010). Therefore, 

several cultural aspects differ in this case study and more specifically we can observe 

differences in Communication and Leadership. 

Uncertainty Avoidance (for company A – 29, and for company B -100) that reflects how 

people feel about the unknown (Hofstede et al., 2010), drastically varies in these 

countries. Therefore, countries with a high index of uncertainty avoidance would need 

more information, more instruction in order to foresee a future. As it is observed from the 

Appendix 1, this is specifically reflected by the collected qualitative data in company B 

where the country scores with the highest number in this dimension and the company 

employees have concerns and suggestions in the area of change management that are 

connected directly to uncertainty. 

Individualism vs Collectivism, for company A -71 and for company B- 35, represents 

management either of individuals (Individualism) or groups (Collectivism) (Hofstede et 

al., 2010). Therefore, the expectation of companies varies accordingly as in company B 

it is expected for communication to the team and management of the team to be in place 

while in company A, a person-approach would be preferred.  It has been noted that the 

Individualism dimension is influenced by the Power Distance dimension (Hofstede et al, 

2010) and that can be identified through the analysis. More specifically, company A notes 

a low score in Power Distance but has a high score in Individualism whereas the opposite 

is applicable for company B where it has a high score of Power Distance with a 

Collectivistic mindset which in its turn is reflected in the change management and 

specifically in the Communication area. 

Masculinity and Femininity dimension, which obtains a score in company B of 57 and in 

company A of 5 respectively, defines the grounds for work and achievements (Hofstede 

et al., 2010). For feminine cultures, it is more important to collaborate, cooperate and 
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work in order to provide means for living while in Masculine societies competition, 

assertive decision-making and aggressive problem-solving take place (Hofstede, 2010).  

Analysing received qualitative data by mapping to the dimensions of Hofstede by 

Companies datasets (Appendix 1) and supported by previous research of Janicijevic 

(2014), we draw generalizing conclusions regarding the factors influencing Change 

management in each challenging area. At the next subpart, we review this dimension in 

detail. 

6.2 Cultural Factors influencing Resistance and Openness in Change 

Management.  

Both companies view resistance to change as a natural human reaction, however, while 

interviewing the participants we could extract different viewpoints on the success factors 

for managing the resistance. 

Company’s A employees express their need to be involved and to be able to participate 

in the change activities while they need to see that the high expectations set by the primary 

scope of change are being achieved. While in company B, resistance would decrease if 

the clear plan of how to get to the goal is set, participants are assured that change will be 

safe for their working life and it will bring individual benefit for them. 

Therefore, cultural factors that should be considered in the change resistance plan are:  

• Inclusion & Education 

Depending on the national culture, different goals should be set in training and workshop 

for reducing resistance. In company A, workshops should be set to include participants in 

change activities, while in company B workshops should aim to educate about the change 

and clarify the way it will be done. In Janicijevic’s (2014) research, this factor was 

supported by hypothesis of preferences of re-educative strategy in femininity dimension 

and task orientation in masculinity dimension. 

• Participative behavior 

While in company A active participation would reduce resistance, in company B, 

competitive motivation for individual benefit would reduce resistance and increase 

commitment to change.  
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Participative behavior according to Janicijevic (2014) would be chosen in cultures with 

Low Power distance and femininity values, while Jones et al. (2005) distinguishes task 

orientation, productivity and efficiency which are valued in cultures where index of power 

distance is high. 

• The motivation for change and understanding the change 

Choi (2011) in his review underlines the importance of understanding the change, 

however as we see from our results background of the need is different depending on the 

cultural differences. 

Both companies highlighted that understanding why change is implemented is crucial for 

reducing resistance. However, for company A it would be enough to understand why, 

while for company B the information has to include the overall process from initiating 

the change to the defined future state. 

Based on the Hofstede’s framework (Hofstede, 2010), company B has a high score for 

Uncertainty avoidance and high score in Masculinity which means that the future state 

should be defined clearly as well as the way to achieve it while company A has lower 

score in Uncertainty Avoidance and low score in Masculinity which means that it does 

not have a great importance to have an overview of the final goal; instead it is compelling 

to be included in the change process.  

6.3 Cultural factors influencing Communication in Change management. 

Communication is a key issue for both companies. There is a necessity to receive 

information from the top management; however, if company A would be satisfied with 

regular updates while the process is ongoing whereas company B requires to be provided 

with an overall overview at once from start to the end. The reasoning of the change has 

been also brought up in the communication challenge. It has been also noted that 

communication channels vary in the companies. In company A, formal communication 

is set on a regular basis, but it does not improve the information flow since it is rather 

expected that it will be told personally. The informal message would have a much stronger 

effect than formal communication. In company B, communication channels are expected 

to be formal and preferable in a written form, which will have more power and would 

provide assurance and security for the employees. 
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 Helpap (2016) establishes that in participatory change strategies, communication is 

chosen to be interactive, where message receiver could influence the change and therefore 

individual message is preferred. While Janicijevic (2014), points out in cultures with 

higher power distance and uncertainty avoidance index direct, instruction-based 

communication would be preferable. 

Therefore, the cultural factors in communication are: 

• Communication channels 

Preferences in the communication channels will differ depending on the national culture 

and have a different effect. Company A would prefer individual message in an informal 

form while company B will benefit from formal communication in a written format.  

• Structure of messages 

Company B would prefer the informative type of messages which would assure the 

process of the change, would offer awareness of the ongoing situation and would be 

descriptive of the process to the final state. Instead, company A would elect more 

participative and inclusion messages in a verbal format, directed individually. 

• Consistency and longitude 

Employees from both companies highlighted the importance of communication on a 

regular basis. Change communication should be started from the initiation or even before, 

until the benefits’ realization which would provide a space for lessons learned and would 

create a positive experience with regards to the change initiatives. 

According to Hofstede dimensions (Hofstede, 2010), such as Uncertainty Avoidance and 

Collectivism, preference of communication channels and the message would differ. 

6.4 Leadership 

Kirsch et al. (2012) defines change leadership as a driver of capability area in change 

management distinguishing two clusters: management commitment and team leadership. 

We went even more into details and review this challenging area with four cultural 

factors.   
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Both companies pointed out that top management has a big influence on the success of 

the change initiative. According to the participants of companies, top management has to 

be involved in the change initiative granting power to the message and increasing trust. 

While the influence of the top management is clear, the leadership approach would vary 

in the companies depending on their culture. Different factors that have to be taken into 

consideration, while creating a leadership strategy: 

• Roles and responsibilities 

In company A there are no clearly defined roles for change initiative leader, therefore 

from time to time, a project manager in some cases could act as a change manager. 

However, in all cases the goal of a change leader is to include employees in the change 

activities, make them aware, offer the possibility to participate and contribute actively so 

that the change will actually take place. While company B, the leader has, depending on 

the client, a role defined as the suitable person for the employees to address. Change 

leaders in company B have to make sure that the progress of the change is on track and 

keep the participants informed of the next steps. According to Jones et al. (2005), the 

change management strategies would differ depending on values, assumptions and 

emphasis within organizational culture, which have effect from national culture. 

Therefore, cultures with task orientations will have clearly defined roles and 

responsibilities, while cultures with emphasis on human relation values will rely more on 

collaboration and cooperation. 

• Leadership and Management 

Participants from both companies expressed their confidence in suggesting improvements 

and changes to their management team while they were aware of the fact that the 

management perspective includes a better overview of the change, consequently, they 

stated their acceptance for a possible rejection from the management. This attitude 

indicates strong leadership and management context in A and B companies. Unlike Kirsch 

et al. (2012) study, having different indexes in Power Distance and Individualism and 

Collectivism, have not affected the current companies with regards to the trust to the 

management.  
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• Sponsorship 

Establishing sponsorship in company A would benefit the change initiatives, since it 

shows a lack of roles and responsibilities. This fact influences the progress of the change 

initiative as some challenges appear. Company B, depending on the client, has structured 

approaches and therefore, clearly defined responsibilities of each role. Jones et al. (2005) 

clarifies the differences in culture that would cause this cultural effect, relying on human 

relations would be negatively reflected in taking ownership of the process, while task 

orientation, performance and productivity would be clearly displayed in Masculine 

culture.   

• Failure 

Culture in company A is characterized by experimenting and having hands-on mentality; 

therefore, failures are accepted as long as it does not take a too long time. However, as 

we saw from the Resistance Analysis, this fact influences a future attitude towards 

change. In company B failures are not so acceptable; that is the reason for the solid 

justification for the change to be elaborated in terms of results and the change process to 

be tested for a short period of time against outcomes before the real implementation takes 

place.  According to Janicijevic (2014), Masculinity and Femininity dimension influences 

the assumptions towards the results, therefore masculine cultures are goal-oriented, and 

failures are not acceptable, while feminine cultures are process oriented. 

6.5 Masculinity and Femininity in cultural factors effecting change management 

Masculine culture is characterized by assertive decision, ambition, competition and 

achievements while feminine culture aims to collaborate, cooperate and enable 

“humanization of work” (Hofstede, 2010).  With regards to change management, 

masculine and feminine cultures are reflected in choosing a strategy and leadership 

approach. In the feminine culture, change management strategy is more likely to include 

a participative strategy and consultancy approach while in view of masculine culture – 

fast and independent decision making is more beneficial (Harzing and Hofstede, 1996).  

Based on our data collection from the participants in company A which belongs to the 

feminine culture, the interviewees highlight several times during the interview the 

importance of participating in the change process, being able to influence it, however, 
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there is a lack of the ownership of the change and consequently of the responsibilities 

since they rely and believe in the group decisions.  

While in company B that belongs to the masculine culture, leadership strategy is decided 

by the upper management. A fact that is partly rooted in the company's operational basis, 

nevertheless it represents the national culture influence. There are clear definitions of the 

roles and responsibilities of the individuals that should make the decision and be 

responsible for it.   

Furthermore, another difference of masculinity and femininity dimension that influences 

change management is the humanization of work (Hofstede, 2010). In masculine cultures, 

as in this study the culture of company B, humanization of work is done by job content 

enrichment, meaning more career opportunities, rewards, recognition, which is reflected 

in change management by change resistance and communication. It is of high importance 

for participants in company B to receive detailed information, defined processes of the 

change and benefit realization. Instead in feminine cultures which company A has, the 

humanization of work is done by contact and cooperation and it is supported by 

participants by expressing the importance of getting informal information about change 

and influence of the expressed opinion on the change initiative. Regarding the change 

resistance, participants of company A stated the need to be included in order to reduce 

the resistance.  

Moreover, in company B individual benefit realization plays an outstanding role as for 

the reduction of change resistance as well in commitment, motivation and change 

leadership since for masculine cultures rewards are based on equity. Therefore, in 

company B the problem with sponsorship of the change never came up, while for 

Company A which prefers participative and cooperation methods sponsorship is an issue.  

Another effect of Masculine and Feminine dimension is reflected not only in change 

management by in the overall organizational structure. During data collection at company 

A, one pattern that has appeared and has not been reflected in Company B, is “working 

in silos”, even though several re-organizational changes have been applied. That could 

also be reflected in the feminine dimension. Even though company A is a big international 

organization, the study was conducted in Sweden in the IT department. Employees from 

the feminine national cultures prefer working in smaller organizations. Therefore, even 
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there where there is a common understanding of the need to change from working in silos 

within a large organization, practically is difficult to implement.  
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7. Conclusion 

_____________________________________________________________________________________ 

The purpose of this chapter is to provide the conclusions as an insight gained from the 

whole research based on literature review, findings and analysis of the findings. 

______________________________________________________________________ 

The research purpose of the study was to investigate the influence of cultural factors on 

the change management processes in two culturally different international organizations. 

More specifically, our research intended to examine how masculinity versus femininity 

dimension has an impact on the change management processes.  

The study has shown that even though international organizations face similar problems 

within the change management field, however the needs, beliefs and assumption shared 

by the organization would vary depending on the national culture and consequently 

having an effect on the change management process. During the study, researchers 

extracted meanings for each challenging change management process and conclude that 

different goals and objectives have to be set to overcome obstacles in each area. Firstly, 

the resistance for the change could be reduced if the Uncertainty Avoidance would be 

taken into consideration within the organization. For organizations where the index is 

high, suitable objectives in the resistance plan would be to inform with details and to 

educate, while for the low score – it would be preferred to set a goal to include all 

stakeholders of the change in order to participate.  

Secondly, for communication challenge, it should be noted the importance of the top-

management involvement as well as the significance of the authority power behind the 

message. However, according to study depending on the several cultural characteristics, 

message structure and communication channels would have a different effect. Thirdly, 

change management leadership and strategy should consider different approaches 

depending on the national culture where change is implemented.  

Furthermore, our research indicated the impact of masculine and feminine dimension 

throughout the change management processes. Participation and inclusion in feminine 

culture are considered to be success factors in the challenging areas while for masculine 

cultures the competitive set of actions bringing individual benefits and acknowledgment 

would decrease resistance and improve leadership.  
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Consequently, the change management consideration of cultural factors and environment 

would not change the process in particular, however it would help to develop and align 

the already existing frameworks within change management with the needs and 

assumptions of culturally different organizations. Considering the fact that even though 

the study was conducted in international organizations, the influence of national culture 

is established and therefore, beliefs and assumptions of each nation would vary 

accordingly. By taking into consideration cultural factors while implementing the change 

management processes would improve the outcome.  
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8. Discussion 

_____________________________________________________________________________________ 

The aim of this chapter is to discuss the results coming from the analysis of the findings 

as well as the framework and the methods that were used. Furthermore, the implications 

for research and practice are being referred and the expression of the need for further 

researches on the specific topic. 

______________________________________________________________________ 

8.1 Results discussion 

The study intended to understand which cultural factors influence challenging areas in 

the change management field and the impact of Masculine and Feminine dimension to 

the processes.   

The change management field is widely discussed within scientific literature (Lucey, 

2008, O’Donovan, 2018, Prosci, 2018, Mills et al., 2009, Choi, M., 2011). Even though 

different frameworks, concepts have been developed over the past years and  the 

implementation of the structured approach has shown results (Prosci, 2018, Mills et al., 

2009), there is a scarce amount of research that has been conducted on the cultural factors 

influences change management (Janicijevic, N., 2014). 

The results of our case study have provided empirical evidence on the impact of national 

culture to change management. Since the cultural factors do not have a clear definition 

but rather uncover set of beliefs, traditions, rituals, language and moral values (Jones et 

al., 2005, Branson, C., 2008), the results of the study are relevant to the context and 

environment where it has been conducted. 

Current literature identifies challenging areas in change management and suggests 

different frames of actions, however by taking into consideration cultural factors different 

objectives within actions should be set. 

Al-Ali (2017) indicates the role of organizational culture in choosing leadership style in 

change management while in our study we were able to review what cultural factors 

would take place depending not only on the organizational culture but also on the national 

culture. 

Change resistance, according to Jones et al (2005), would be reduced by participative and 

involving change management strategies, however analysis and findings of our study 

would argue that resistance of the change exists independently of the chosen strategy; 
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however, it could be managed by setting up different objectives in the resistance plan in 

company A and B. 

Communication in change management is defined as a key challenging area and several 

approaches are suggested to overcome the challenge (O’Donovan, 2018, Lies, J. 2012, 

Torppa, C., & Smith, K. 2011). The analysis of this study confirmed the importance of 

the top-management involvement and top-down approach independently of the national 

culture that distinguishes the examined companies. While suggesting the variety of ways 

to deliver information to the recipient based on national culture, but not limited to it. 

Helpap (2016) suggested that the perception of power distance within the company would 

influence the outcome of communication and leadership strategy in change management 

and Dievernich F.E.P. (2015) argued that Power Distance would be shifted due to the 

increase of collaboration and cooperation in the social network. However, our study 

supports that power distance perception has not been loosening and have impacts on 

communication outcomes dependently on power distance perception and distribution 

within a company. 

Furthermore, Janicijevic, N. (2014) articulates that Masculine and Feminine dimension 

of Hofstede’s framework would be reflected on the assumptions in the society about an 

effective frame for collective actions, which is supported by empirical evidence in our 

study. Since in the masculine culture participants believe in the success of the defined 

tasks and activities clarifying the way of transition while in the feminine culture 

participation and interaction is the common assumption for the success of the change 

initiative. However, further research is required to cover aspects of gender differentiation 

within the Masculine and Feminine dimension characteristics.  

8.2 Framework and method discussion 

The theoretical framework of this study was based on Hofstede’s theory that was 

developed in 1980 and had further developed in the following years (Hofstede et al.2010). 

Even though Hofstede’s model is well known within the literature, it is not the ultimate 

model for studying culture influence (Nakata, 2009). The complexity of cultural 

phenomena has been covered by different scientific studies, providing several groupings 

and patterns (Luthans & Doh, 2012, Lakos et al. 2004, Dievernich et al. 2015).  However, 

the basis and roots of the studies would also refer to Hofstede’s research. (Nakata, 2009). 
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In terms of change management, the linkage between culture and change is more 

frequently seen on the basis of organizational culture (Smollan & Sayers, 2009, Lucey, 

2008, Zhu, 2000, Fakhar et al. 2012). However, organizational culture is built up on the 

national values and beliefs (Janicijevic, N., 2014, Hofstede, 2010, Kirsch et al. 2012). 

Hofstede’s framework enabled us to understand the roots of the meanings to the  

statements provided by the participants. The discussion on the fading borders of national 

cultural by Nakata (2009) argues with the concept of differentiating people perception 

from one another in the modern world of internationalization and globalization. That is 

the reason for the fact that the challenges faced by the companies in change management 

are advised to be solved with a defined set of actions. In the current study we observed a 

common knowledge and challenges in change management processes faced by both 

companies, however assumptions, meanings and reasoning provided by the participants 

was various. The result of the study shows that by considering the cultural dimensions 

defined by Hofstede, would enrich a defined set of actions designed to overcome 

challenges in change management, with various objectives and goals for change 

management strategy, leadership and resistance plan. However, since the study is based 

on two geographically different companies, that have polar indexes within the framework, 

it has a limitation of generalizing of the result in a different cultural context, as there is a 

different variation of indexes. 

Furthermore, the research was conducted based on the multiple case study methodology, 

which according to Yin (2018) provides more reliable empirical evidence. Another 

argument in favor of the chosen methodology is that in order to understand cultural 

factors, it is required to see their influence in a different context and therefore, there is the 

necessity of having multiple cases to be established. Even though during the conduct of a 

comparative study it is recommended to predefine outcomes and designed interviews 

accordingly (Rihoux, B., & Ragin, C., 2009) - fact that enables the comparison of the 

received data-, in our case could be translated to a loss of valuable empirical data due to 

the prediction of outcomes. The set of collected data in each company consists of 4 semi-

structured interviews since researchers had limited time and resources, while the study 

would benefit from additional data such as questionnaires across the whole company. 

 

 



 

 63 

8.3 Implications for research and practice 

8.3.1 Implications for research 

 

The purpose of this study was to examine what cultural factors contribute and shape the 

change management process and more specifically on the fields of leadership, 

communication and resistance to change. Moreover, the research has a focus on the way 

that the dimension of masculinity versus femininity from Hofstede’s cultural framework 

has an effect on the change management process. The main contribution of this research 

is that it examines change management from the national culture perspective by 

identifying factors while this takes place on certain key areas of the change management 

field. Furthermore, this study maps these challenging areas of change management such 

as leadership, communication and resistance to change with specific dimensions 

(uncertainty avoidance, power distance, collectivism versus individualism, masculinity 

versus femininity) defined in Hofstede’s cultural framework. Since it is a multiple case 

study, the research is based on the comparison of a sample of two countries with totally 

opposite indexes on all of these dimensions. 

In addition to that, this study contributes by its emphasis on the dimension of masculinity 

versus femininity from the Hofstede’s cultural framework and by providing an insight of 

how this dimension reflects on the change management process.   

On top of all, this research contributes further to the research field of change management 

and national culture by providing insights and empirical evidence. Lastly, the researchers 

believe that through this study a further great insight is given on the importance of 

national culture that plays on the organizational culture generally since change 

management can be considered to be a sub-area of the organization culture. 

   

8.3.2 Implications for practice 

The purpose of the study was to examine which cultural factors influence the change 

management process and to identify the way that masculinity versus femininity dimension 

affects change management as well. Based on our findings, it can be said that all the 

dimensions of Hofstede’s cultural framework have an impact on change management 

while based on the indexes of each dimension different for each country, change 

management face at some key points different challenges and issues. The areas of change 
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management that are in the main focus are: communication, leadership and resistance to 

change. From the results, some suggestions are possible to be addressed to companies’ 

management teams regarding their strategy on those areas. National culture is an area that 

needs further to be considered as a key point in forming strategies specifically in the 

change management field in international companies so that both employees and 

management teams are satisfied from the outcomes. Identifying through this study the 

main issues and opportunities on key change management areas coming from the national 

culture, can enhance the working life of employees of all career levels.   

8.4  Future research 

Since this research had a focus on the change management field by examining cultural 

factors from two counties with opposite indexes, a recommendation for further research 

would be to examine countries with similar indexes on the same field so that the issues 

and opportunities coming from the organizational side on the change management field 

would be comparable to this study and would give further insight on how national culture 

affects change management. From our point view, this kind of research would be 

supplementary to the field but necessary to discover more perspectives on the specific 

field of change management. Secondly, one possible further research should include a 

greater sample to take interviews from companies based in Greece and Sweden since the 

researchers due to their limited time did not have the opportunity to include. Thus, a more 

full overview will be provided on this topic. Moreover, further research is needed on 

examining other possible key challenging areas of change management except for the 

examined ones on this research. It would be interesting to research non-international 

organizations since organizational culture does play a significant role in the decision-

making process and the form of strategies on behalf of the top management. At that case, 

the national cultural factors would be easier to be identified in the specific field as well  

as the great influence it has on that.  

Lastly, a research by using a different framework would be suggested since it would 

provide the opportunity to compare the findings and include other factors that are not 

taken into consideration into this specific study. 
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Appendix 1 Mapping of cultural factors to dimensions 

 Power Distance Uncertainty Avoidance Individualism Masculinity 

High  Low High Low Indiv. Collect Masculinity Femin. 

Resistance         

Inclusion & Education   Importance 

to know 

how to 

implement 

(B) 

    Importance to 

be included(A) 

Participative 

behaviour 

      Competitive(B) Participation(A) 

Motivation for change 

and 

Understanding change 

      Individual 

benefits(B) 

 

  Detailed 

information 

(B) 

Why 

change is 

initiated 

(A) 

    

Communication         

Communication 

channels 

Formal 

(B) 

Informal 

(A) 

      

Structure of the 

message 

Defining 

processes 

(B)  

 Informative 

(B) 

 Individual 

(A) 

Teams(B)  Participative 

(A) 
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Consistency and 

Longitude 

  More 

details(B) 

and more 

frequent (B, 

A) 

     

Leadership         

Roles and 

responsibilities 

Progress 

and 

processes 

(B) 

 Defined (B) Undefined 

(A) 

   Include in 

change 

activities (A) 

 

Leadership and 

Management 

 Direct 

contact with 

management 

(A,B) 

  Individuals 

(A) 

Team, 

groups 

(B) 

 Acceptance of 

the rejection 

(A, B) 

Sponsorship   Defined (B) Undefined 

(A) 

  Competitiveness 

in regards of 

individual 

benefit (B)  

Lack of taking 

responsibilities 

of the change 

(A) 

Failure       Negatively 

reflected due to 

competitive 

atmosphere (B) 

Accepted (A) 

• A – company A 

• B – company B 


