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Sammanfattning 
Introduktion 

Det har pågått en diskussion om konsultverksamhet är ett yrke eller en hel industri. Många 
tänkare har kommit fram till att det är både och. Konsultfirmorna erbjuder idag också 
många olika typer av service, den här uppsatsen har sitt fokus på 
förändringsledningsområdet samt att beskriva managementkonsultens roll som 
förändringsagent. Trots att det ofta är svårt att se vilka effekter förändringar har på 
organisationer så är det viktigt att förändra. Förändringsledning är dock mycket svårt och 
därför misslyckas många förändringsprojekt. 

Syfte 

Syftet med denna uppsats är att beskriva managementkonsultens roll som förändringsagent 
samt att identifiera problem i och omkring förändringsprocessen. Vidare hoppas man 
kunna hitta exempel på problem och framgångsfaktorer för att förbättra 
förändringsledning. 

Metod 

Den här studien är gjord utifrån ett deduktivt synsätt. De empiriska data har sedan 
insamlats genom användandet av kvalitativa semistrukturerade intervjuer. Det främsta 
skälet till valet av en kvalitativ undersökning var att få en djupare kunskap inom 
undersökningsområdet samt att det ansågs vara bästa sättet för att uppnå syftet. Författarna 
undersökte tre olika projekt genom att intervjua en konsult och en klient inom vart och ett 
av projekten. På grund av uppsatsens fokus på förändringsagenter så säkerställdes att alla 
tre konsulterna hade denna roll när de ansvarade för ledning av förändring. 

Resultat 

Många faktorer påverkar implementeringen av förändringar i organisationer. I konsultens 
roll som förändringsagent är det viktigt att inte bli en implementerare, i slutändan är det 
klientens organisation som ska förändras. För att uppnå framgångsrik förändring har 
författarna kommit fram till några slutsatser som är vitigare än andra, bland dessa finner 
man, skapandet av involvering och gemensamt engagemang för förändring, hitta det 
verkliga problemet samt att man inte glömmer vikten av att involvera chefer och ledare. 
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Abstract 
Introduction 

Whether or not the consultancy business is a profession or an industry has been widely 
discussed. Many thinkers of today have agreed that it involves a bit of both. The 
consultancies are also supplying many different services; this thesis has its focus on the 
change management area and will also discuss the management consultant’s role as a 
change agent. Even if it is often hard to see what effects change has on organisations, 
change is important. Change management is however very hard and many projects do not 
reach their goals. 

Purpose 

The purpose of this thesis is to describe the management consultant in its role as a change 
agent and identify problems in and around the change process. It further aims to finding 
examples of problems and success factors in order to improve change management. 

Method 

This is a study made with a deductive approach. The empirical data has been gathered by 
using qualitative semi-structured interviews. The main reason for the choice of having a 
qualitative study was to get a deeper knowledge in the field of study and also because of it 
being seen as the most preferable in order to answer the purpose. The interviews were 
performed on three management consultants and three clients, which have all been part of 
three different projects. Because of the focus on change agents in this study the authors 
made sure that all three consultants had this role when managing change.  

Result 

There are many factors that affect the implementation of changes in organisations. In the 
consultant’s role as a change agent it is important not to become the implementer, in the 
end it is the client organisation that is supposed to change. To achieve change that is 
successful there are some conclusions that the authors have found more important than 
others, among these are; creating involvement and joint commitment for change, finding 
the real problem and also not forgetting the importance of involving managers and leaders.    
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1 Introduction 
After over 40 years of discussions about the concept of management consulting and 
different theories on whether it is a profession or an industry Vernon Ellis, head of 
Andersen Consulting’s Europe/Middle East division, concluded that it is probably both. 40 
years from now Stanley Hyman in his book, An introduction to Management Consultancy (1961) 
first presented the question and the, upon that, following discussion has raised a lot of 
voices through the years. Today most thinkers agree on that the concept is broad and 
complex and that it includes aspects of both profession and industry. To reach this 
conclusion though, involved readers have had to take master pieces like Agents of Change 
(Patricia Tisdall, 1982) as well as hundreds of papers from differing major consulting 
associations into consideration. From that point up until today the concept has been 
broadened even more and today it includes a whole lot of services. For example The 
Management Consultancies Association (MCA), which represents the major UK 
consultancy, see upon the concept of management consulting as follows: 

“The rendering of independent advice and assistance about management issues. This 
typically includes identifying and investigating problems and/or opportunities, 
recommending, appropriate action and helping to implement those recommendations.” 

This is one of the many definitions posted through the years and today there are probably 
as many meanings and definitions of it as there are consultants. Interesting in this study is 
the process which involves the consultant as a change maker and the implementation of 
different strategies and ideas of the consultant. And further, the problems that have to be 
dealt with, in and around these processes. It is assumed that consultants are being met and 
treated very differently within and between different clients and their representatives. 
However, most organisations welcome their work and the fact that they bring an outside 
spark. (European innovation programme, 1994) 

The management consultancy industry is today divided into several different services where 
the IT, corporate strategy, change management, project management, financial 
management and product and service management are the most common ones. (Curnow & 
Reuvid, 2003) In this thesis the focus will be on the field of change management. 

Today’s customers are in principle disloyal. They often seek their advantage in every single 
situation and therefore the organisations wishing to expand have to cope with this by 
continuously changing. Otherwise it is very hard to survive. The financial resources put in 
from outside the company, for example from institutions, helping entrepreneurship and 
change is very scarce. This has increased the importance of managing change in a good 
way. (Boonstra, 2004) 

When it comes to the issue of change management and organisational change there are no 
shortage of theories. There are according to these different approaches to organisational 
change. One distinction in sorting through these approaches is between change at the 
population (industry) level versus change at the organisational level. The population-level 
change is dominated by two schools of thought: population ecology and institutional 
theory, each with their respective characteristics and ideas (Newman & Nollen, 2002). 
However in this study the focus will be on the organisational-level change, changes within a 
company. 
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1.1 Problem discussion 
When trying to respond to the new economy, organisations are structuring themselves 
differently today than before. The management is different today and every organisation 
has to be competitive in order to survive. It has to be a learning organisation, customer 
focused and at the forefront of the technology revolution. A lack of competitive 
adaptiveness usually lead to that they are acquired or merged with a bigger stronger 
organisation. (Sims, 2002) 

There are books written that conclude and underline that change fails in fairly big number. 
Michael Hammer and James Champy in their Reengineering the corporation from 1994 argue 
that not even half of the changes undertaken by the Fortune 500 companies are successful 
and more recently a suggestion by George Day in 2000 is that only 30 % of all change 
programmes implemented by a sample of fortune 100 companies since 1980 led to 
improvements in result. (Sims, 2002) 

Perhaps Anderson (2001) sums up best what we know about change failures when noting:  

“Organizations’ track records at change are not very good. The vast majority of today’s 
change efforts are failing to produce their intended business results. These struggling efforts 
are producing huge cost to budgets, time, people, customers, and faith in leadership. 
Organizations are spending tens of millions of dollars on change efforts such as 
reengineering and informational technology installations, yet not obtaining their intended 
return on investment. Furthermore, the very methods used in these failed efforts are 
causing tremendous resistance and burnout in people, loss of employee morale, and turmoil 
in the cultures of organizations. Put simply, organizational leaders are falling short in 
their efforts to lead change successfully.” 

As seen above, change processes in today’s companies are not always as successful as they 
could be. Therefore, to improve the much needed change management it is important to 
find and analyse critical success factors and problems throughout the change process. 

One factor in today’s management consulting industry is that the relationship between the 
consultant and the client is not always as smooth as desired. (Personal communication 
Professor Flemming Poulfelt. 2006-03-13) 

Results of organisational change are very hard to see the effects from because they are 
rarely as closely linked in space or time as are other problems. For example if an order-
processing system is reorganized in a big company in London effects could be seen in the 
company’s production plant in Sydney but only three months later when the performance 
reports are printed. (Curnow & Reuvid, 2003) 

More specifically, these kinds of problems are related to how the consultants get along with 
the client and its representatives when proposing and trying to conduct changes in the 
organisation. There is of course diversity in every organisation and therefore it is crucial to 
make the best of these differences and deal with problems and dilemmas in the best 
possible way. Money and time is spent on solving problems and differences of opinions in 
every small little project. Hopefully this can be done better in the future. There are not 
enough research made with the purpose of allocating and describing what problems ought 
to be expected in these processes. As of today we know in principle that changes need to 
be done and why, the environment is so shifting, and we also know, on the other hand, 
that many projects are being successfully carried out. Yet we also see that many projects are 
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carried out unsuccessfully. (Boonstra, 2004) What are the reasons to that? What is getting 
in the way of change? 

1.2 Purpose 
The purpose of this thesis is to describe the management consultant in its role as a change 
agent and identify problems in and around the change process. It further aims to finding 
examples of problems and success factors in order to improve change management. 

1.3 Research questions 
• What does the role of the management consultant look like in the change process? 

• What critical success factors and problems can be identified in the change process? 

1.4 Delimitations 
The respondents are limited to companies in Sweden. 
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1.5 Disposition 
In the method part, there is a description of the methods used, the choices made and how 
the authors approached the study in general. The discussions about the reliability versus 
validity and qualitative versus quantitative studies will be clarified as well as a presentation 
of the respondents taking part in the study. The essence of the method is to work as a tool 
for fulfilling the purpose and see to it that the empirical study is made in a scientifically 
satisfying way.  

In the theoretical framework, all the different theories found necessary to be able to fulfil the 
purpose will be presented. The chapter includes theories on change management and 
management consulting as well as some brief additional discussions. The framework in this 
thesis is supposed help the reader understand the following empirical findings and analysis. 
Put sense to it and make it easier to interpret the data. 

In the Empirical findings chapter the relevant empirical findings will be presented. They are 
to be found divided into the three different projects studied in this thesis. These are the 
result which will be linked to the theoretical framework and thereafter will be analysed. 

The Analysis part includes the analysis and investigation made on the empirical material in 
order to answer the research questions and fulfil the purpose. This is where the authors will 
highlight important empirical findings with the help of the models and concepts found in 
the theoretical framework. 

In the Conclusion the authors present the most essential results from the analysis, presented 
in a brief easy-to-read way. This is what the authors’ feel they have contributed with 
through this thesis and the direct answer to the purpose.  

At the end of the thesis there is a brief discussion, consisting of some thoughts on the study, 
some criticism on the method choices and some ideas on further studies. 
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2 Method 
The way the report is made and what the process has looked like throughout the project is what is described 
in the method part. The authors will here present their choices and reflect upon them critically. 

The method is a description of how the collection and analysing of the data has been 
conducted (Jacobsen, 2002). A good method is important to be able to make the reader 
understand how, what and why things have been done. Further the method is a tool for 
helping the authors answering their purpose which they have set up for the thesis and also 
how one has reached the results that conclude the report. 

The authors started the study by performing a literature review to find out where and what 
the focus had been in previous research in the field. There was a clear focus of studies 
made on American consultancy firms and the issues that affect them. The researchers also 
found that the industry in Sweden as a whole has had an upswing in the latest years this is 
probably due to the improved business climate in general. This further strengthened their 
wish to achieve a greater knowledge in the chosen field of management consultancy. 
Theories found in the review of literature have helped the authors to find models and 
information which have been used in the deductive research that has been the source for 
the outcome of this paper. The method of this paper will be described in the section below. 
The discussion will be on why the specific method was chosen and how the study has been 
conducted. It is a qualitative study based upon interviews that has been made after the 
literature review. It was from the authors’ point of view important to get the perspective 
from both actors in the consultancy process. To get a more reliable and valid result the 
authors therefore decided to interview both the consultant and a client related to a project 
of theirs. 
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2.1 Scientific approach 
Two scientific approaches are generally discussed and they are the inductive- and the 
deductive approach. The inductive approach tell us that we in the quest for answers go out 
and search for data and through these empirical findings find out whether or not a  new 
theory can be developed or an old theory re-developed (Befring, 1995 and Ezzy, 2002). 
The Deductive approach on the other hand starts from a theoretical point of view where 
the researchers learn from these theories and create hypotheses or research questions 
which later will be answered by the empirical findings. Ezzy (2002, p.8) states the 
following: 

“The logico-deductive method builds down from abstract pre-existing theory. What 
actually happens –the events of everyday life, or data- becomes important only as a part of 
a test of hypotheses logically deduced from more general theory.” 

 

Figure 2-1 Inductive and deductive method (Ezzy, 2002) 

Following these statements it is clear that the study made in this paper is a deductive one. 
The authors have from the theory found out certain problem questions and based upon 
these the questionnaires for the interviews have been made. The theories have been the 
foundation for the following empirical studies. 

2.2 Hermeneutics and positivism 
Many people doing research in the ordinary life look for the truth, considering the 
hermeneutics approach it is said that there is no such thing as one final truth. This though 
does not mean that there is no truth at all (Ezzy, 2002 and Gummesson, 2000). Ezzy (2002, 
p. 24) argues that: 

“Hermeneutics is the art and science of interpretation”  

It is about the tension between the two persons perspectives that are considered in the 
hermeneutic study. Hermeneutics describes exploration as a circle where pre-existing 
interpretations and theories are the foundation for further research where new data and 
experience is found through exploration. This further leads to new interpretations and 
theories which lead to new motivation for further exploration. This is what keeps 
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researchers to further explore phenomena, new things will come up and the new 
experiences lead to new invention and ideas (Ezzy, 2002). 

Positivism can be said to be linked to natural science, this means that only the knowledge 
that is collected through measurable means can be considered to possess truth. It is a 
scientific paradigm which is as stated by Gummesson (2000, p.177) mainly:  

“…based on the statistical analysis and data collected by means of descriptive and 
comparative studies and experiments.” 

This report is based on a qualitative method and the scientific approach that suits it the 
best is the hermeneutics one. Having open-end interviews and qualitative data collection 
leaves a lot for the authors to interpret and the fact that one learns new things throughout 
the process and gets new perspectives through experiences strengthens this statement.  

2.3 Qualitative vs. quantitative 
There are two distinguished ways of collecting data, the qualitative approach and the 
quantitative approach. They are suited for different kinds of studies and should be chosen 
to fit the aim of the study being made. This fact is stated both by Holme & Solvang (1997) 
and Gummesson (2000, p.3), the later says:  

“I am neither a priori for nor against any methods. They should be used where they are 
appropriate.” 

Taylor and Bogdan (1984) also describe the two different ways to be tools for approaching 
the empirical findings. 

The qualitative method is not supposed to find the ‘truth’ it is supposed to get a detailed 
understanding of the specific research area (Taylor & Bogdan, 1984). Befring (1994), States 
that the qualitative method is applied on non-statistical data. The usual way of collecting 
information using this type of method is to use verbal data; most often this is done in the 
form of interviews with actors that are taken from the field of research. It is sometimes 
considered among researchers that this is a bit too subjective way of dealing with the data 
and trying to understand and analyze it (Hussey & Hussey, 1997). But as stated above when 
qualitative research method is used the ‘truth’ is not always requested. 

We have in our report decided to focus on the qualitative method because we find that in 
order to achieve our purpose this is the most preferable approach. This choice we have 
done upon the information and knowledge that we have got from reading and analysing 
the literature used in the above section. We wanted the in-depth knowledge that is given 
when using the qualitative method instead of the more ‘wide’ knowledge that is given by 
using the quantitative approach (Befring, 1994). Also Holme & Solvang (1997) stresses the 
fact that the qualitative approach makes it possible to get more profound information 
which is due to the respondent’s possibility to motivate and reflect more freely in the 
interviews than what is possible in a quantitative. The quantitative would instead lead to 
statistical conclusions and generalisations, but not, as stated before, to go into depth of the 
issues. Due to this fact the quantitative method would not help us solve our purpose and 
therefore the qualitative method was chosen. The fact that Gummesson (2000) is writing 
about the links in scientific research and the work of a management consultant also added 
interest in choosing the qualitative method. 
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2.4 Collection of data 
Since this is a qualitative study it is important to consider how to deal with qualitative data. 
As stated by Ezzy (2002, p.73): 

“Qualitative data analysis is an interpretive task.”  

Data analysis is not easily separated from data collection and the same problems arise when 
in the collection as well as in the analysis part. It is important to consider this in both stages 
when processing the data. The reason for high interpretation is because of the fact that 
many choices are possible when collecting and analysing the data. What to ask, who to ask 
and what to ignore are questions that arise during the collection of qualitative data. 

2.5 Primary and secondary data 
In this thesis primary data was used since the authors wanted to find out specific 
information relevant for solving the purpose and in hope of finding either new and never 
before realised information or proving old research to be correct. 

Primary data is data that is collected for the first time. It is the data that has the main 
purpose to be used as foundation for the analysis that is being made in the study. Often 
there are three strategies to collect the empirical information: observations, interviews or 
surveys (Befring, 1994). As will be described in the section below interviews were used in 
this thesis. 

To collect secondary data means that you collect data that has already been discovered for 
other purposes. This data is often found in journals, notes, protocols and also public 
statistics. But also such things as diaries and personal documents, depending in what area 
the study is being made. (Befring, 1994) 

2.6 Guidelines for the interviews 
In interviews there are two specific ways, the first one is the structured method which can 
take the form of surveys, opinion polls and questionnaires. Often scales and alternatives for 
answers are given. The interviewees can also be asked to answer open-ended questions 
with their own words. These types of interviews are often given to a larger sample group. 
Even though these two ways differ they are to a large extent part of a standardised format, 
this is due to the fact that the interviewees are asked the same questions where the same 
words are used all the time. This is to be sure of getting as comparable results as possible 
(Taylor and Bogdan, 1984). These structured data often gives an impersonal and artificial 
data that is not always suited for in-depth research, therefore it is not the best for 
qualitative research but as the subjectiveness of a qualitative research (unstructured 
interview) can be strengthened with some objective information from a structured 
interview. Through this it can be easier to satisfy the mainstream researcher (Gummesson, 
2000). Or as further stated by Gummesson (2000, p.126)  

“There is a substantial risk that informal methods of obtaining information may lead to 
superficiality.” 

Since the interview can be changed anytime during the interaction, one can loose focus. 
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The unstructured interview often leads to a subjective result, with consideration of the 
reactions and personal feelings of the person being interviewed. He/she can then explain 
and defend the statements to give a deeper understanding for the researchers. The fact that 
the information is less comparable between the interviewees it can be seen as a weakness in 
the method and is often what opponents to this type of method use to criticise it 
(Gummesson, 2000).  

In the case of this thesis the authors chose to work with a semi-structured method. A 
questionnaire based on the theoretical framework was presented to the interviewees. After 
that an open discussion was conducted. The questionnaires were used as a tool for starting 
the conversation and guide both parties through the interview. The interviews were 
recorded and later transcribed. The transcriptions were then sent back to the interviewees 
and they were able to comment, change or add information to their answers. 

When interviewing the clients in the different projects the interviews were about half an 
hour long and made via telephone. This was according to the authors satisfying for the 
purpose and gave enough of useful empirical findings. These interviews were held after the 
interviews with the different management consultants. Therefore the management 
consultants first gave their view on the project and the different factors which then was 
backed up or commented upon by the clients in the project. There would probably have 
been advantages but also drawbacks with doing it the other way around. 

2.7 Finding respondents 
This report studies change management in three different change projects, in order to fit 
the purpose the authors chose to interview principal/senior consultants from three 
different management consultancy firms. Due to the focus on change management the 
consultancy firms where our consultant respondents have been found were chosen because 
of them looking upon themselves as change agents. Because of the study being conducted 
on the relationship between them and their clients the authors also chose to interview a 
representative from one of their clients, this way three projects were studied and the 
authors could get a good insight into what, where and when problems in managing the 
relationship occur. Interviewing the clients also believed to better find what critical success 
factor that is important to consider when implementing change and having successful 
projects. 

The most important issue when it comes to sampling is according to Ezzy (2002, p.74): 

“That the sample is purposeful.” 

After some research of the firms they were found to suite the purpose of the study well. 
The firms were found from searching the internet (Affärsvärlden Magazine, 2006-03-15) 
after this the chosen firms were contacted through e-mail and the purpose and general 
ideas of the study were stated. After this they were evaluated and finally interviews with 
three consultancy firms were arranged. 

• Principal Consultant, Jan H. Johansson at Balanced Scorecard Collaborative AB, 
Gothenburg, Sweden 

• Management Consultant, Anders Löfgren at Preera AB, Gothenburg, Sweden 
• CEO/Senior Consultant, Dag Larsson at Ekan AB, Gothenburg, Sweden 
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All of the firms were situated in Gothenburg this has no special reason more than it was 
the most suitable area wise for the authors. Some of them have also got offices in both 
Stockholm and Malmö. 

The clients were given to us by our contacts in the consultancy firms and were interviewed 
separately after the interviews had been made with the consultants. 

The clients and the interviewees given to us were as follows: 

• Dean assistant Joakim Kindgren at Linköping University, client of Balanced 
Scorecard Collaborative AB 

• Internal coordinator Christin Ekström at Länsförsäkringar Stockholm AB, client of 
Preera AB 

• Head of IT Per Brantsing Karlsson at Akademiska Hus AB, client of Ekan AB. 

2.8 Reliability and validity 
These are two concepts that describe the trustworthiness of the paper from two 
perspectives.  

According to Gummesson (2000) validity and generalization is closely linked. This means 
that the study is being made in such way that the method chosen makes the authors study 
what they were supposed to study and not something else. Generalization often occurs 
when studying a small sample of cases. This is often done in qualitative studies and should 
be considered when analysing and gathering the data. The core meaning of validity is 
according to Gummesson (2000, p.93) 

“That a theory, model, concept or category describes reality with a good fit.” 

It shows if the model is a good description of the reality, kind of like a map or blueprint. 
According to Befring (1994) there are two kinds of validity, theoretical and empirical. In 
the theoretical one it is about testing whether or not what you have measured in the study 
is relevant and correct according to the studied theory. If not the study must be criticised in 
its measurements or how it was operated. Otherwise the quantification has not shown 
enough theoretical validity. The empirical validity is more about checking whether or not 
the method used for when gathering the data is valid enough. 

When looking upon reliability it is more of a statistical issue. Befring (1994) further states 
that reliability is about the precision of the measurements. The authors should ask 
themselves if they have been able to minimize the errors in the measurements and if they 
are stable and precise. This tells us that two independent researchers should be able to 
investigate the same thing and get approximately the same answer. This is not as current in 
qualitative studies as in quantitative. This is stressed by Taylor and Bogdan (1984, p.7) who 
stated: 

“Whereas qualitative researchers emphasize validity, quantitative researchers emphasize 
reliability and replicability in research …reliability has been overemphasized in social 
research.” 

The validity of this paper has been strengthened through some actions taken by the 
authors. Among other things the way that the method is chosen and described in this 
section of the report increases it by making it possible for the reader to follow the process 
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and thereby get a good understanding for why certain choices have been made and also in 
what chronology it has been done. The validity has also been increased by sending the 
questionnaires to the respondents in beforehand (not possible for one of the six 
respondents), Saunders et al. (2003) recommends this, since it makes it possible for the 
interviewees prepare for the interview and also collect documents that can help understand 
the information found in the data collected at the certain respondent. Further the choice of 
who to interview has been an important issue as well for the trustworthiness of this report, 
consultants with many years of experience has been interviewed. The reason for this is to 
increase the possibility of them having encountered different situations where problems 
and success factors are touched upon in the consultancy-client relationship. Also the fact 
that the authors chose to interview clients that have been involved with the consultants in 
different projects has in the mind of the authors increased the reliability and validity of the 
study. It is as stated by Befring (1994) harder to get reliable results from a qualitative study 
due to its open-end questions and the subjectiveness that can be seen in the answers due to 
both the interpretation of the people performing the study and also the fact that it in some 
cases maybe is hard for the interviewee to express him or herself in a satisfactory way. This 
is according to the authors something that has been considered when working with this 
report. 
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3 Consulting and change management in theory 
In this chapter we will present the framework of concepts and theories that we have used to conduct our 
analysis. These theories are most commonly created to aid and assist consultants in their assignments and it 
is our job to put these in relation to existing problems within the field of change management. 

The first section of the chapter includes the relevant theory on the management consultant 
as a change agent, the concept of change management and what factors are important in 
order to be successful when implementing change. The chapter will start of with a 
background to change and the management of change. It aims to address questions such 
as: Why is change necessary? How is change conducted in the most successful way? What 
is the role of the change agent in the process of change? What does the process of change 
look like? What are the most common problems and mistakes in the process of change? 
This is the framework which will be used in the analysis and it is important for the reader 
to think about these questions throughout the reading of the theoretical framework. The 
authors have chosen to first address the drivers of change, which includes what is 
important to know about the actual reason to change in today’s business environment, 
what the change comes from. This section might be interesting because the management of 
change and its needs might differ depending upon where in the drivers of change model 
(see figure 3.1) the reason to change starts. (Anderson, 2001) 

3.1 The drivers of change 
In the drivers of change model in figure 3.1 one can see the most obvious and common 
drivers of change. These changes have a clear internal order with one change early on in 
the sequence often leading to the next one and so on. The linear progression in the figure is 
according to Anderson (2001) important to understand for today’s leaders and therefore 
also for the change agents who are supposed to be the experts of change. The model 
describes seven drivers, four that most leaders today are familiar with and three that 
probably are relatively new to their leadership screens. It shows that the most obvious ones 
are external and impersonal, like environment, marketplace and organisation, and the ones 
harder to grasp are internal and personal, like culture and the people in the organisation. 
The rational of the model suggests that changes in external factors like the environment or 
marketplace demand a response in the organisational structure and design and strategy 
which then demands a change in people’s behaviours and way of thinking. Many of the 
current struggles in the change management are a result of leaders not attending to the 
internal, cultural and behavioural components of the process. Hopefully expert change 
agents could provide guidelines for leaders when it comes to how to address those 
problems with more person-focused drivers of change while simultaneously meeting the 
needs of the external drivers. (Anderson, 2001) 
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Figure 3-1 The drivers of change model (Anderson, 2001) 

3.1.1 Environment  
The environment contains the dynamics of the larger context within which organisations 
and people operate. These forces include social, business and economic, political, 
governmental, technological, demographic, legal and natural environment. (Anderson, 
2001) 

3.1.2 Marketplace requirements for success 
This part of the change process contains the set of customer requirements that determines 
what is needed by a company to succeed in the marketplace. This means everything from 
the actual goods or services to satisfying delivery, customisation of the product, level of 
quality and need for innovation. As mentioned above these changes often depend and are 
results of changes in the environment, for example, as the environment is becoming 
introduced with technology that makes speed and innovation more common, the 
customers will instantly demand better quality, and for example faster deliveries when it is 
possible. (Anderson, 2001) 

3.1.3 Business imperatives 
This part outlines the requirements of strategic changes that the company face in order to 
be successful, given the customers’ new needs. Examples of this are the company’s 
mission, strategy, goals, business model, products, services, pricing, or branding. 
Essentially, business imperatives relate to the organisation’s strategy for successfully 
meeting its customer requirements. (Anderson, 2001) 
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3.1.4 Organisational imperatives 
Organisational imperatives are changes that have to be made in the organisation’s structure, 
systems, processes, technology, resources, skill base, or staffing to implement and achieve 
its strategic business imperatives successfully. (Anderson, 2001) 

3.1.5 Cultural imperatives 
Cultural imperatives suggest how the norms, attitudes, way of working, and relating in the 
company, have to change to support and drive the organisation’s new design, operations, 
and strategy. All the steps as mentioned lead to the next one and so forth. For instance, a 
culture of teamwork may be required to support reengineering business processes 
(organisational imperatives) to drive the strategy (business imperative) of faster cycle time 
and increased customer reaction. (Anderson, 2001) 

3.1.6 Leader and employee behaviour 
In this part it is important to bare in mind that collective behaviour creates and utters an 
organisation’s culture. The behaviour of leaders and employees speaks to more than just 
obvious actions. It creates the tone and spirit in the organisation that decides what people 
do and how hard they work. It speaks to how the people must be and act in order to make 
change more permanent. (Anderson, 2001) 

3.1.7 Leader and employee mindset 
With mindset is meant the worldview, assumptions, beliefs or mental models that cause the 
people to behave and act as they do. It is important to be aware of these powers within the 
organisation. This step is often the hardest one but it is crucial to be able to build an 
organisation with the capacity to transform (Anderson, 2001). If you continue to think the 
same way as you have always thought, you will probably continue to get what you have 
always gotten (Ferguson, 1980). This means, that a changed mindset is a prerequisite to 
sustained change. (Anderson, 2001) 

3.2 Change Management 
In this section the authors will present the concept of management of change and what is 
especially important to take into consideration when creating sustained change in an 
organisation. The chapter is there to give a fundamental view of what the concept looks 
like in theory. The most important parts of it is the different forces that influence 
companies, the creating of joint commitment for change, the importance of information 
about the change, business intelligence, why change sometimes fail and the process of 
change. 

The change management field began to be discovered in the 1980’s, through the work of 
leaders such as Linda Ackerman and Daryl Connor, but it took until the mid-1990’s for 
leaders to see it as an absolute necessity. At this time the major consulting firms all started 
change management practices and started teaching about it. However, in the beginning the 
kind of mass-marketed approaches to change just scratched the surface of the concept of 
change. In most cases they just surfaced complaints from leaders, such as employee 
resistance, how to improve communication and how to manage implementation in a better 
way. This was hard in the beginning, the new ideas were not that accurate because the 
consulting firms had a hard time understanding the on-going internal dynamics of people 
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and culture. They were not able to form change processes that in a satisfying way dealt with 
basic human needs. Therefore the main reason to failure of change in this time was the lack 
of leader and consultant skill in the internal domain of people. (European innovation 
programme, 1995) 

The cultural aspect of change and the fact that this was crucial in the management of 
change was adopted already in the 1980’s but not used too much until later on. In order to 
change the culture or which it is usually defined as, the collective way people think in an 
organisation people must individually change first. Sometimes the change that has to be 
made to the individuals is deep and the whole mindset has to be changed the process can 
be very time-consuming but yet, it has to be done. Today this is pretty often the case when 
dealing with large corporation transformations. (European innovation programme, 1995) 

The next evolution of change leadership is already here, requiring the integration of 
organisation and personal change into one unified effort. This is seen as one of the key 
factors to be successful in today’s change work. (European innovation programme, 1995) 

Today, management of change related to management consulting is about the way the 
consultant and the client prepares the organisation how to cope with the change and how 
to implement changes into a company without endangering anything that is already a 
strong point in the company. The aim of all consultancy firms working as change agents 
should according to the European innovation programme (1995) be to: 

“Ensure long-term profitability by improving company competitiveness through improving 
the “development environment” within the client company” 

The change management field in the theory is a big source of revenue for most 
management consultancy firms today. (Curnow & Reuvid, 2003) 

3.2.1 Forces that influence companies 
In today’s business environment it is very important to be able to relate to and cope with 
the constantly changing world surrounding the companies. When making a plan and 
implementing changes, the following factors are important to take into consideration. 

• The plan should take all aspects of the company into consideration, not only focus 
on one part of it. 

• The plan should describe how it will affect each of the employees in the company 
and how they can be involved in the process of implementation. 

• The plan must be flexible so that changes can be done to it in a way that doesn’t 
lead to that the overall objectives are changed. 

What is the most important to include in the plan is according to the European innovation 
programme (1995) the following parts to be included in the plan of implementation: 

• An analysis of the company’s culture, strengths and weaknesses, traditions and level 
of education and commitment of the employees. It is in the process very important 
to keep the strengths of the culture. This analysis should be carried out before 
anything else. 

• The overall objective of the change must be clear to all concerned. 
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• An analysis of forces, both favourable and unfavourable, that will affect the change 
should be carried out. The strategy employed to bring about the change should take 
these forces as well as employee expectations into account. 

• The spreading of information should be carefully planned, taking employee interest 
and needs into consideration. 

• An analysis of available resources and any education or training needs should be 
carried out. This should be done in combination with those who have to make the 
implementation. 

• Finally, the effect of changes should be evaluated. The process used should also be 
evaluated. The impact on future developments should be considered. (European 
innovation programme, 1995) 

 
In today’s business environment the customer is in principle disloyal. He often seeks his 
advantage in every situation and does not have anything moral issues against changing 
trademarks every time. Therefore the manager or organisation wishing to expand has to 
cope with this by continuously changing. Otherwise they can not drive out competitors and 
survive. In addition to this the financial resources for change is usually limited which means 
that it is crucial to accomplish more with less. The organisations are getting more and more 
complex which leads to change requiring more complex strategies which sometimes 
involves all parts of the company at the same time. In the past change was in time 
something fairly isolated. Change was undertaken but was then often followed by a period 
of stability and continuity. Today change is a normal state. Change in all forms becomes 
more radical and increases in speed. (Boonstra, 2004) 

3.2.2 Resistance or joint commitment 
It is not uncommon that projects of change face resistance in that it may be perceived as 
being not in the best interest of those who will be affected by the changes. These conflicts 
may be either tangible or intangible. They are tangible in cases where it has got to do with 
new wage levels, work loads or benefits. But intangible when it concerns for example cases 
where the changes are perceived differently by different people. Every employee on basis 
on his or her role in the company perceives changes as not equally good or bad, achievable 
and what is desired. These differences in perception will decide whether the employees are 
motivated to take part in the implementation of change. It will for example depend upon 
whether an employee’s own area in the company is affected in a positive way of the process 
of change. The more employees interested and ready to try to contribute in the project the 
better the results are expected to be. The reasons behind a resistance to change is not 
always apparent – some employees’ concerns against the project may be legitimate to talk 
about openly while some others’ are being kept hidden, these more often raise problems in 
the project. This joint commitment that is wanted between management and staff is what is 
the hardest to achieve and uphold. The following points are conditions to achieve in order 
to gain this commitment: 

• The first condition is that the objectives of the project are understood and accepted 
by the staff. This is given through cleverly spread thorough information to all the 
different levels in the company. It is also important to listen to input from all 
different levels and pay attention to other points of view and be influenced by 
them. 

• The second condition is credibility and openness in all having to do with the 
project. It is here important to present the demands as clearly and frankly as 
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possible to be perceived credible. To be open about uncertainties in the project and 
take concerns from the employees into consideration is also important. 

• The third condition is that all those involved in the project should have very good 
knowledge of the areas affected. Thus, some training may have to be undertaken 
before the project is started. 

• The fourth condition is that the employees show their liking and commitment to 
the changes being implemented. This will depend to a certain degree on the 
traditions of the company and its culture. If employees feel that they will not be 
positively affected by the changes they will not show commitment. 

It is important to underline that changes do not happen in one instant. Even though all 
these conditions are not fulfilled the first time and the project fails fundaments could have 
been built which leads to a successful implementation sometime in the future. (European 
innovation programme, 1995) 

When creating commitment managing people has lately become more and more important 
because many other sources of competitive success are less powerful than they once were. 
It is important to recognise this in order to develop a new way of managing people and 
considering issues of management and strategy. Traditional sources of success such as 
product and process technology, protected or regulated markets, access to financial 
resources and economies of scale does not have the same leverage as before. Today the 
management of people is the most important. (Henry & Mayle, 2002) 

3.2.3 The importance of information 
Information is one of the most important things in the implementation of change. It is 
important to know to whom, when and how the information is to be given. The spreading 
of information is also one of the most difficult parts of the process and is a great reason for 
failure. On the other hand, sadly, a good spreading of information does not guarantee 
success in any way. It merely raises the chances. To be successful in spreading information 
it is important to make sure that the employees get the information as early as possible, to 
avoid rumours and misunderstandings and to make sure that information and actions 
coincide; actions always speak louder than words. It is also important to know that the 
information always seems clearer and better for those who wrote it than for those who are 
supposed to read it. When information, for different reasons is withheld from the 
employees this should be thoroughly evaluated and thought through. The benefits from 
this might not be as much bigger than the disadvantages as expected. When it comes to the 
way of distribution of the information, reading the information is quick and easy but the 
employees and other stakeholders are then not invited to ask questions to clarify certain 
points, therefore a more personal discussion meeting is often more giving. However the 
size of the meeting should be evaluated. Small meetings in the workplace seem to be more 
effective than big meetings as these tend to be more impersonal and formal. (European 
innovation programme, 1995) 

Argued by Johnson & Scholes (2002) it is also important to choose the right media for 
communicating the information. The effectiveness of communicating depends on the 
complexity of the changes as well as the type of media. For example there is a big 
difference in effectiveness between face-to-face interaction and general bulletins. 
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3.2.4 Anticipating the impact of organisational change 
Sometimes the expectations of change programmes exceed their achievements. This is 
often because the impacts might not be easy to spot or that the project has been 
mismanaged. Companies and consultants need to be more discerning according to Curnow 
& Reuvid (2003). Good results may be harder to spot than bad effects. This is what makes 
the services hard to grasp and understand. What much depends on is that the people 
involved are capable of adaptation and that the purpose of change is very much clear and 
stated. The control and review of the project after it is done has to be accurate. Otherwise 
it is hard to say what went wrong and what went right. A thorough discussion is needed 
about the potential consequences of proposed changes for employees, customers, business 
partners and investors. Introducing changes without thought of their consequences can be 
of much harm for the company. (Curnow & Reuvid, 2003) 

3.2.5 Business intelligence 
Business intelligence, or BQ, is defined by Cook, Macaulay and Coldicott (2004) as what is 
needed to be able to scan the business environment and make decisions that successfully 
shape the future direction of the organisation. It can more specifically be described as: 

• business expertise and competence 

• thinking ahead strategically 

• listening to and anticipating customer demands 

• planning to meet customer demands 

• developing customer-driven offerings and solutions 

• taking opportunities to improve the organisation for the future 

These points are according to Cook et al. important to think about when trying to teach 
employees in the client organisation to think in the right way and to be as open for change 
as possible. (Cook et al., 2004) This is why it is included in this chapter, it is a concept that 
prepares employees for change in a good way. 

3.2.5.1 Informing change 
Change in an organisation is never isolated or limited to only one event, programme or 
initiative at one point in time. It is a constantly ongoing process. It is often more complex 
than expected because it rarely consists of controlled events and happenings; it is often a 
series of ongoing boundless changes that are coordinated or depends upon, and are 
influenced by each other. 

As a manager in a financial services organisation commented according to Cook et al. 
(2004): 

“In the five years that I have been with the organisation not a month has gone by without 
some form of change occurring. Forced on us by external factors such as financial service 
regulations, we have also seen the change of CEO and every single one of the original 
senior management team have moved on. We have experienced change in technology, 
redundancy, relocation and restructure.” 
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3.2.5.2 Introducing change 
Markets, technology and products are constantly changing: customers are becoming more 
demanding, quality and service standards are constantly increasing. This is when people in 
the organisation have to use their business intelligence to make the right decisions. No 
matter really, what kind of change strategy below you are using, BQ and its definitions and 
what it involves will always have to be there to in-depth teach the people in the 
organisation how to look upon change and how to think, act and react, BQ helps initiate 
and drive organisational change. 

BQ involves: 

• anticipating the future 

• creating dissatisfaction with the present 

• mapping a path to the future 

(Cook et al., 2004) 

3.2.6 The process of change 
The process of change has by Cook et al. (2004) been described as consisting of four 
phases, set up, kick off, delivery and review. 

3.2.6.1 Set up 
The set up phase is a very important part of the process where the project is prepared and 
planned. Especially important within the boundaries of this phase is to prepare the people in 
the organisation for change. To let them know what is happening well ahead of time but 
not so early that they forget about the change project or become excessively concerned.  

The next step might be to involve those affected by the change in planning for the change. According 
to most theory it is important spell out how you see the change affecting individuals and 
employees as a whole. One should also try to identify the co-workers who will be most 
affected and approach them first and involve them in planning for the change. Discuss 
each stage of the way and ask for suggestions. 

After planning it is time to assess the organisation’s readiness for change. Research what happened 
during the last change, try to learn from past experience and use this to make change easier 
and run smoother in the coming project. Are people ready to undertake change? 

Another thing to consider is to make contingency plans. To try to foresee different reactions 
that the change might bring about is a good way to avoid disasters. 

Next part of the set up phase is to discuss what training is needed of the staff to implement 
and use the changes optimally. Anticipate the skills and knowledge that will be needed to 
master the change. 

Last it is important to create a timetable and objectives so that you can measure your 
progress. (Cook et al., 2004) 
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3.2.6.2 Kick off 
As change begins different authors have a lot to say on what is important to consider. 
Cook et al. (2004) suggests that the first thing to do is to create a project management group to 
oversee the change. The group should consist of key stakeholders in the change and all 
their different views should be taken into account. During the change process temporary 
policies and procedures should be created if needed to make the organisation as flexible as 
needed. Maybe some things have to be loosened up on control and more relaxed. 
Sometimes new channels of communication are needed in the organisation. It is important 
to trough-out the whole process remind people on why the change makes sense, for this all 
effective sources of communication should be used. The faster the involved people get the 
information the better, of course. The information should be easy to understand and clear 
and concise as rumours is something very costly. Some managers tend to perceive walking 
around and talk to involved co-workers as the best strategy, but that is, indeed, not the 
most time efficient one. It is often better to arrange frequent meetings to come around the 
communication problem. This is needed to get feedback and to check on what is 
happening. (Cook et al., 2004) 

3.2.6.3 Delivery 
The delivery phase consists of training and coaching others to make them informed on 
how to work in the new environment. To provide the appropriate training in new skills and 
develop new attitudes and behaviour patterns. It is also important to make sure to make 
the right people explicitly responsible for some aspect of the change. Feedback should also 
be thoroughly given at this stage to make sure nothing is forgotten in the process. It is 
important to know where people stand. 

At this stage it is common with a drop in performance due to all new ways of thinking and 
it is at this stage important to expect and allow for this drop to happen to gain it back at a 
later stage in time. It is also an important matter to expect resistance at this stage and 
people resisting should always be dealt with in a gentle manner to make them aware of that 
letting go of the old does not necessarily mean bad.  

One should according to theory also give people a chance to step back and look at what is 
going on and to encourage people to think and act creatively. (Cook et al., 2004) 

3.2.6.4 Review 
The review stage is for reviewing the learning points, recognising those who have made 
special effort during change and for celebration. 

Firstly, to review what has gone well and what could have been done differently. It is 
important to capture those points for next time. 

After the review the company should try to acknowledge publicly those groups and 
individuals who have helped in the change process to make things happen, both in the 
consultancy firm and in the client organisation. (Cook et al., 2004) 

3.2.7 Why change fail 
Everybody in today’s organisations stress the necessity of change but at the end of the day, 
they rather change someone else than themselves. To get around these difficulties Klaus 
Doppler, a well-experienced management consultant argues that the following questions 
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are the core of what you need to answer and state in order to be successful in sustaining 
change: 

1. What actually leads to the necessity of change? Do those who speak of change do so 
simply to make their name, or is it more than that? 

2. In which direction do changes normally go? Where the focuses and what are the 
experiences? What has proved to be good and what has not? 

3. If change is so urgently needed, why does it not come by itself? 

4. Are we truly powerful enough to make the critical changes? Is not this claim the result of 
the delusion - supported by the image of the manager’s role - of being able to do 
everything one wants to do, to be able to achieve anything, even complete the ‘mission 
impossible’? 

Only after you have discussed and answered these questions can you create a successful 
strategy of change.  (Boonstra, 2004) 

A very interesting result in research is that most errors do not happen by accident. They are 
part of the concept so to say. One might say that they are deliberate. They are the 
psychological part of the process. The results of the patterns of thinking and acting of the 
ones involved. 

In the management consulting industry and in the work conducted of change agents there 
are of course a lot of different dilemmas and problems that they have to face in the change 
process. There are a lot of different mistakes that can be made and are being made in the 
management of change. One important example is a jump start or a cold start. In a jump 
start, people are confronted with things they do not understand. They are usually in these 
situations already satisfied with what they have and do not require change. At least they 
have learned to live with the way things are. They therefore do not see the reason to 
change, they do not even spot a chance to change the current situation. Nobody in or 
outside of the organisation has told them the reason to change. They have not been told 
who are benefiting from the situation and how. The reaction to this is usually passivity, 
anxiety and rejection. (Boonstra, 2004) 

When we look at it with a psychological eye, some typical managerial problems become 
recognisable: 

• self-induced time pressure, resulting from insufficient planning 

• looking for short-term profits instead of long-term profits 

• self-admiration 

• ignoring the wishes of others, because ‘I’m the boss!’ 

• the anxiety of having to change one’s ideas, if a discussion arises 

• the primeval fear of managers losing control if one does not constantly apply pressure 
(Boonstra, 2004) 

According to Boonstra’s research from 2004 the most important things to consider in 
change management is to involve all the people who will be affected by the change. Often 
the problem is that one or a few people want to have the change done in a limited span of 
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time and therefore make the most crucial decisions alone which cause problems when 
implementing the changes. (Boonstra, 2004) 

3.3 The relationship between consultant and client 
The consultancy business is a service industry and in service industries managing 
relationships is an important factor. As stated by Grönroos (2000) these are also 
relationships that often go on for a long period of time. He further discusses that managing 
customer relationships is not a new phenomena but it has become more and more 
important since the competitiveness in many industries has increased due to several 
reasons. Often the firms managing their relationship the best are the ones most successful. 
This is because of the fact that new customers are harder to find the importance of keeping 
old ones are more and more important. Not only Grönroos (2000) but also Ford (1998) 
stresses the fact that a relationship as the kind between a consultant and its client, where a 
co-operation is important and they create value for each other, is in fact an inter-dependent 
relationship, meaning that they mutually need each other. 

3.3.1 The role of the consultant as a change agent 
It is also important to understand the role of the management consultant and the different 
task that he or she can undertake as a change agent. In this section these theories will be 
more thoroughly introduced. 

The management consultant can take on many different roles depending on what the 
objectives of the project are. Different consultancy companies are experts on different 
areas and activities. Some may for example be experts in strategic management and 
business development, some in marketing and some in organisational change. Others may 
be coach experts in mergers or acquisitions (Curnow & Reuvid, 2003). What the authors’ 
are primarily interested in and what is going to be examined in this study is the case of the 
consultant as a change agent. Change agents are experts on organisational change. The 
change agent helps the sponsor and the implementers to work together and support each 
other. The effectiveness of the role depends on how well the change agent can stick to his 
role as an agent and not becoming an implementer. Sometimes the sponsor abandons the 
change agent to the implementers which makes the change agent to over-function and 
makes the system ineffective. The main tasks of the change agent are data gathering, 
education, advising, meeting facilitator and coach. Usually there is no actual direct authority 
line between the change agent and the implementer and that is why the sponsor is needed 
to make the changes on advice from the change agent. (Cameron & Green, 2004) One can 
in this case say that the change agent works as a catalyst as stated by Czerniawska (2002). 

Wood (2002) take a step further to divide the concept of change agent into 4 different 
main tasks that can be undertaken, he calls these different roles: 

• Facilitators of change 

• Conveyors of change 

• Adapters of change 

• Initiators of change 
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The first one, facilitators of change refers to a change agent who supports a company with 
routine specialist functions such as legal, accountancy, patent or transport services. 

Conveyors of change are people conveying innovative ideas from other firms, sectors or 
countries to new clients and not developing these themselves. 

Adapters of change refers to people who instead of acting only as a messenger also adapt 
other experiences to new firms and new clients to satisfy specific needs. This includes a 
specification of the needs, a thorough analysis and a selection of options. 

The initiators of change are most often technical specialists who take active part in new 
product or process development with clients. The importance of such help is increasing 
with the bigger complexity of innovation. (Wood, 2002) 

 Managing change is a big issue and is especially important in consultancy business since 
this is what they do. Many change programmes fail, this even though consultancy firms 
have started to use systematic methods for change practices. Many blame the client for 
how they were unable to manage the change process. This is though not the whole truth. 
The consultants in many cases have a greater responsibility for the success in the change 
process than the clients. One saying is according to Curnow & Reuvid (2003, p. 215) that: 

“There are no bad clients, only bad consulting.” 

If a client is incapable of implementing the changes suggested by a consultant, the 
consultancy firm should not accept the mission in the first place. The role of the consultant 
is according to Curnow & Reuvid (2003, p.216): 

“To pilot the clients through the rough waters of change and to not loose them in the 
tides.” 

As you can see below Curnow & Reuvid (2003) mentions 10 markers to show the way. 

• match expectations 

• improve processes, not organisations 

• identify and expand purposes 

• use goals to measure, not to design 

• focus on the customer 

• involve stakeholders 

• sustain sponsorship 

• think forwards, innovate backwards 

• prepare people for change 

• monitor and control risk 

Starting with matching the expectations the most important issue is to educate the client in such 
way that he understands what the consultant want to do. In the same way it is of great 
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importance that the consultant also understands how the client works. It is not possible to 
implement change and get for example operational improvement directly. It takes time and 
the implementations must be carried out in such way that not only the different individual 
processes in the different departments work better; it also has to work in the organisation 
as a whole. If the education between the two does not work it is a big risk that the 
management of change fails due to mismatch in expectations (Curnow & Reuvid, 2003). 
To be able to match these expectations it is important for the consultant to know about the 
needs of the customer as well as it is important for the client to know that the consultant 
has the ability to solve the problems. (Ford et al, 2002)  

In the second marker about improving processes, not organisational functions it is important for the 
consultants to understand the processes that the businesses must perform. When they have 
an understanding they can start to redesign the different functions in the organisation so 
that they are more favourably achieved. It is important that the consultants do not end up 
in-the-box-thinking (Curnow & Reuvid, 2003, p.217), meaning that the consultants should not 
stay in old thinking habits but instead try to see the problem as a bigger part of the 
organisation not only in the specific function where the problem is first discovered. This 
can be described as by Curnow & Reuvid (2003, p. 217): 

“Look for breakthroughs in reengineering by identifying the larger system of which your 
engagement is a part, and then explore with the client opportunities to eliminate or 
radically reduce the function you were originally asked to improve.” 

The identification and expanding of purposes can be linked to the previous marker, when looking 
upon a problem one sometimes need to take a step back so that one can see the bigger 
picture. In this case it means that the consultant put purposes in hierarchy. After this they 
can focus on the expanded purposes by doing this one also expand the choices that can be 
made. This leads to a state where the problem and purpose can be identified and all 
stakeholders involved in the process can agree upon them. In the end this hopefully leads 
to a better direction in organisational change. This is often due to the fact that the focus on 
possible disagreements in solutions is shifted to an agreement upon purposes instead. 
Finally this is supposed to lead to a solution which all parts agree upon (Curnow & Reuvid, 
2003).     

It is significant that the consultants do not confuse goals with purposes. Why a process is 
being improved is the purpose but when measuring for example lower costs or customer 
satisfaction, these are the goals. The goals should be used to measure, not to design. It is not 
sure to say that if one reaches the goals, the purpose is fulfilled as well. Consultants should 
stress the importance of keeping the client focused on purpose of the improved processes 
instead of the goals. If the new processes are successful the goal has been met or is no 
longer useful (Curnow & Reuvid, 2003). 

As stated so many times before, satisfying customers is of great importance. This is the 
case even in the consultancy business. It is not only the client (the consultants customer) 
who is important, the clients customer are the ones who in the end will be beneficial from 
the changes made in the consultancy process. The focus on the customer is therefore an issue 
which is important for both parties. The consultant has to deliver to the client as the client 
to his/her customer after what they have ordered. The internal customers should neither 
be neglected. When the customer is identified, the question is what they want? Often it is 
important to come up with solutions before the customer knows they need it. This can be 
done by seeing oneself from the customers’ perspective. (Curnow & Reuvid, 2003). 
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To involve stakeholders is important in order to get input from others than just the closest co-
workers (e.g. middle managers). It requires that one knows who the stakeholders are and 
who they will be. The number of people involved and affected by the changes is often a lot 
more than what first is considered. It is very important to talk to the people in the field, the 
workers; they have often a better picture than for example the headquarters which are 
furthest away from the functional processes. The importance of communication in the 
work of the consultant is again stressed here. It is very important to see how the 
information in the implementation spreads so that the person that is in real need of it gets 
the information needed. This is a place when again the education of the client is very 
important otherwise the people closest to the process where changes are being made just 
uses his old knowledge anyway instead of upgrading the knowledge and makes the change 
easier and better implemented. Finally in the process of including all stakeholders is the 
validation process whereas the validation of the change is founded so that the purposes and 
visions can be validated by everyone that is affected by the change. 

It is very important to sustain sponsorship. Without sponsors there are no resources available 
for the team. This means that there is no change programme available either. There are 
three levels of sponsorship. The first is the sponsor; this means the one who provides the 
resources. The second one is the protector; he/she keeps the so called corporate immune 
system away from the programme so that it does not automatically shut it down. The final 
part is the one as a mentor, without any real authority this sponsorship deals with coaching 
(Curnow & Reuvid, 2003). 

In the think forwards innovate backwards process the old way of redesigning is criticised and 
instead it wants you to use breakthrough thinking. The old conventional ways like, starting 
with the present system, analysing and segmenting into sub-functions before puzzling 
together these and improving segment by segment. The breakthrough thinking instead tell 
us to start with several ideas that progressively moves towards an solution that from the 
beginning was not physically possible but now has become reachable through the 
narrowing of ideas to the final solution possible for implementation. The breakthrough 
thinking is based upon seven principles, these are: The Uniqueness-, Purposes-, Solution-
after-next-, Systems-, Limited information-collecting-, People design- and Betterment 
timeline principle. All these principle sums up to the thinking in such ways that one first 
has a broad area of ideas and later arrow it down in such way that it better suits the 
purposes. The purpose hierarchy is the starting point from where the team that works with 
the change programme selects the focus purpose and from there many ideas are generated 
that could fit the focus purpose. Many of the ideas that are presented are probably not 
feasible right know but will be in the future. All of these ideas are then narrowed down 
until in the end they create a more or less ideal new process. This will in the end lead to the 
team’s choice of a process which works as a target for re-engineering. When the different 
processes and hypotheses are tested some barriers will arise. Curnow & Reuvid (2003) 
mention that even though different barriers do arise. It is important for the teams making 
the different suggestions for process changes not to stop at the first couple of negative 
perceptions. There is often a possibility that even though there are barriers in the beginning 
the fact that the new process does work anyway, the core design of the process should be 
done first. This is important so that the aim or the target of the new designed is not 
overlooked too early. The consultant’s role here is to list the barriers, be aware of them and 
make the team work around the barriers. When this is done some of the barriers will have 
vaporized and solved in the core design (Curnow & Reuvid, 2003). 
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Preparing people for change is the ninth marker by Curnow & Reuvid (2003). In change 
programmes Curnow & Reuvid (2003) mentions eight system design elements: purpose, 
output, input, process, people, technology, information and environment. A design that ignores any one of 
these elements will have implementation problems (p.224). This is according to Curnow & Reuvid 
(2003) one of the greatest causes of change failure. It is also important to know that 
preparing people for change does not mean the same thing as involving them in the design. 
All the people that are involved and affected by the change need to be prepared for the 
changes that will be made. The role of the consultant here is significant, the interactions 
with the people in the organisation are as important as the involvement in technology and 
information issues. When and during what time the changes will be made and what will be 
done, what differ from the old processes are issues that are important to inform the people 
in the organisation about. It is important to target these people especially if the nature of 
their work or where they are assigned is affected by the change. Even though the changes 
may be good it can often be traumatic for the people involved. This is due to the fact that 
in general people are afraid of change, because it often means that one has to give up 
something that is related to the work. Sometimes it is needed to compensate for this loss. 
Often this is about belongingness, control or balance in the workplace. If this is done the 
possibility of accepting the change is increased. 

Finally the monitoring and control of risk is discussed. No matter how much planning and 
methods that are used to reduce risk, it will never be possible to take away all the elements 
that create the risks. By visiting and interacting with the involved stakeholders in the 
programme the consultant can work in such way that he/she monitor, control and manage 
the risk of failure. If this is not done the consultant may miss out on important information 
that can help in risk reduction. Visiting and listening to stakeholders makes it possible to 
identify and anticipate risks that has not yet or maybe would never been seen by the 
consultant him/her self. 

The relationship between the client and the consultant is a dual approach; it can be both 
scientific and artistic. The Scientific part provides the consultancy with knowledge and 
experience concerning models that help understand diagnostic and measurement tools. 
While the artistic view adds knowledge in relational process, the social relationships are 
strengthened through an expression of believes and values. Both are needed to create a 
good environment for the consultancies. A bit of both are needed to make the consultant 
function work in the best way. If it is used in a good way the social interaction and the 
mechanically performance will up-bring the best possible ground for a well working 
consultancy process (Saddler, 1998). 

Curnow & Reuvid (2003, p. 189) look upon the client-consultant relationship as follows: 

“The client– consultant relationship is the foundation on which all professional and 
business success in management consultancy engagements is built – both for the client 
organisation and for the consultants” 

There are several reasons for why someone hires a consultant. Curnow & Reuvid (2003) 
mention that there are some stages that is included in the consulting project. They are to 
understand: the problem, the constraints, the opportunities, developing alternative 
approaches, generating potential solutions, assessing and reconciling the power, politics and 
personalities. For these to work there is a need for partnership between the client and the 
consultant. A trust and understanding of the functions and reasons for their existence is 
essential. It is important to create an understanding about the purpose of why the 
relationship is taken in the first place. 
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3.3.2 Relationship phases 
The phases in the consultant- client relationship often differ from project to project and 
there are not always clear structures for how the different phases are different from each 
other often they overlap. An example of these phases are as in Curnow & Reuvid (2003), 
he mentions three phases: the establishment of the relationship, managing the relationship 
and transforming the relationship. Another one is the phases mentioned by Saddler (1998), 
below his way of looking upon the different phases will be described. But also some 
common ideas and differences between his and Curnow & Reuvid’s view will be discussed. 

Before the phase of actually working with the client, the contact phase occurs. This is 
where you sell your product. This means taking actual contact with possible clients either 
by their choice, coming to you, or you advertising, marketing or selling your knowledge. 
Before the face to face interaction starts, it is important for the consultancy firm to be 
prepared to address how the help that they provide is valid for the business that is 
supposed to use the services of the firm. What has been stated in the marketing process by 
the firm must relate to the clients business and in what way it will help them in their future 
processes. After the first contact is established and a deal is made the consultancy process 
goes in to four different phases that is suggested by Saddler (1998). 

• Orientation 

• Identification 

• Exploration 

• Resolution 

This is as Saddler (1998) says not the perfect or single way of performing a consultancy 
process but it is one way and can be used as a tool to find ones own way to deal with it and 
provide enough help to get started as a consultant. 

3.3.2.1 Orientation 
At first the client and the consultant are strangers to each other and they have to put 
themselves in the situation of the other part. This is the time of bonding for both sides. 
The relationship is founded in this stage and it is therefore an important phase, it affects 
the rest of the process since the roles are defines here and how the work will be performed 
is decided in this phase. One of the most important issues in this phase is the 
communication. The communication style between the client and the consultant might 
differ a lot. Since the culture in the two businesses might not be the same at it is a big risk 
of them communicating very different. But even such things as business, racial and national 
backgrounds affect the communication. Saddler (1998 p. 73) states that:   

“Marginalization of one another’s communication styles is a common cause of failure in 
consulting projects and relationships” 

For the consultant the orientation process means that he identifies who the client is (who 
in the organisation or what part of the organisation is actually the client) the position they 
have, how open they are and the willingness and readiness for the exploration of relevant 
issues. Also it is needed to find out what experience they have of working with consultants 
before. See if there are any misconceptions on what the consultant is offering. This is 
further stressed by Curnow & Reuvid (2003) as well, as he mentions the importance of 
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finding and earning the confidence of the right people in the organisation. For the client 
the orientation instead focuses on what similarities there is possibilities of collaboration or 
dependency but also such things as trustworthiness and competence at the consultant. The 
consultant’s communication skills and their sensitivity towards feelings, dilemmas and 
vulnerabilities are also issues identified in the orientation phase (Saddler, 1998). 

After the first interactions are over the aim is to have created an understanding and trust 
for the future collaboration. The values, attitudes and perceptions of problems should be 
tried to be agreed upon. As cited in Saddler (1998, p. 74)  

“Respect, congruence, empathy and unconditional positive regard were regarded by C. 
Rogers (1983) as the basis for a healthy helping relationship. Without authenticity, the 
relationship stays superficial and gamey and will tend to crack as the tensions of the 
consulting process impact on it.” 

3.3.2.2 Identification 
After the orientation phase it turns to identification this is the phase where trust is 
developed and the problems and areas were the focus should be are identified. The client’s 
role is to educate the consultant about the environment where the organisation is working 
and also about the purpose of them hiring a consultant, what the task is and how they look 
upon it. The consultant does in this phase educate the client about the possible purposes 
and tasks of the consultancy. This is the start of the planning and description of the 
strategies that will be used both for the task and the relationships. The perceptions and 
expectations of both parts of the collaboration are discussed. What can be done in this 
phase is also to try to find out how the client’s problem and the expertise of the consultant 
might fit together. The aim here is to make the underlying relationship issues as explicit as 
possible. Saddler (1998) mentions some questions that are useful at this stage: 

• Will the consultancy be done ‘to’ or ‘with’ the client as well as ‘for’ them? 

• Will the consultation be carried out autocratically, cooperatively or be self-directed 
(with the guidance of the consultancy)? 

• How will both parties participate and what roles and responsibilities will each 
contract into? 

• What will be delegated? 

• What access is allowed or denied? 

(Saddler, 1998) 

Often discussed here is also what type of relationship it is. Curnow & Reuvid (2003) give 
us five different kinds consultant-client relationship. The first one is Teacher-Pupil in this 
relationship the consultant works for educating and teaching the client within his expert 
area. The second one is Doctor-Patient this is where the consultant analyse and then diagnose 
the problems before he suggest how to fix it. Thirdly is the consultant as an engineer here a 
plan is created with the consultant as an architect/contractor of the specific plan. As a 
fourth example is the Coach-mentor approach, the consultant works as kind of a co-pilot. 
The consultant uses his expert knowledge to train and develop the skills in a manager 
whom himself later on can use this knowledge when he is capable. This kind of 
relationship often continuous but transforms during time as the consultants goes from 
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coach to mentor or even more in the future advisor or guide. Finally Curnow & Reuvid 
(2003) mention the Counsellor-therapist relationship. Here the consultant does not tell the 
client what to do instead he listens and gives advice as long as the relationship goes on. 

The different relationships are good in their own ways; the doctor patient relationship 
might in some cases be bad since it mainly says that the client can not help to solve the 
problem. Some of the others instead can be used in a collaborative form where the clients 
actually have an impact that affects the changes made by the consultancy relationship 
(Saddler, 1998).  

3.3.2.3 Exploration 
Before going into the exploration phase, the relationship has become a contractual one. 
Now starts the phase when the performance starts to count. The chosen strategies are now 
being implemented and feed-back can be used to decide future steps that they are willing to 
take in the change process. The relationship has now developed and it is important that the 
two parties have agreed upon what path to take. The relationship is now strategy-centred. 
The trust that the two have built for each other is now tested and the as actions are taken. 
The struggle for achieving their common goals has started. (Saddler, 1998) 

3.3.2.4 Resolution  
In this phase the consultant and the client start to withdraw from the relationship. The 
outcome of the consultancy is evaluated this completes the process and present 
relationship. Some unfinished business may be reviewed. The relationship has been quality-
centred and through this the new learning’s and the relationship is debriefed. It is now time 
to explore and see what has not been covered in the project. Maybe this leads to further 
relationships. Even if the work is terminated as such the relationship can go on in the 
future. If the relationship has been of such nature that the client has not been a part of the 
process the reporting can be difficult. Because of this it is important to prepare the client to 
receive the reporting and findings in such way that they are ready for it. It is more common 
nowadays that this preparation is done earlier in the process, often by client participation. 
This is also important since the collaboration can lead to engagement in future networks 
where future relationships and practices may be possible. (Saddler, 1998) 

Field & Keller (1998) stress in their studies on project management the importance of the 
last part of the project, the plan for its closure. This is sometimes called a phase-out plan, a 
close-out plan or a termination plan. 

3.4 Summary of theoretical framework 
The theoretical framework started of with the approach on change used in this thesis. The 
drivers of change model was presented including the environment, the marketplace 
requirements for success, business imperatives, organisational, imperatives, cultural 
imperatives, leader and employee behaviour and leader and employee mindset were. These 
are the forces that lead to change in one way or another. This is an introduction to why 
change is needed and where it actually comes from. The change management field began to 
be discovered in the 1980’s but it took until mid-1990’s before it was seen as an absolute 
necessity. This was when following the work of researchers and leaders such as Linda 
Ackermann and Daryl Connor all the major consulting firms started to teach change 
management. From then on, up until now, the field has been constantly improving. 
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A change agent’s task is according to the European innovation programme to: 

Ensure long-term profitability by improving company competitiveness through improving 
the “development environment” within the client company. 

Then important issues in successful change are presented. The project plan of 
implementing changes should most preferably take all aspects of the company into 
consideration instead of only focusing on one part of it, it should describe how it will affect 
each of the employees, and it has to be flexible to change. The plan should include a 
thorough analysis of the company culture, strengths, weaknesses, traditions and level of 
education and commitment of the employees, the overall objective of the project must be 
very clear to all concerned. There should be an analysis of forces that will affect change and 
available resources and the effects of change should later be evaluated. 

To create commitment for the change process it is important that the objectives and the 
strategy for change are very clear and understood. It is also crucial to be credible and open 
towards everybody in the project, to be frank about demands and that the employees show 
their liking and commitment to the changes being implemented. 

Information is another important factors, it has to be cleverly distributed down the company 
and given to the right people at the right time. Rumours and misunderstandings slow the 
process down. 

Business intelligence is a factor that leads to constant change and a good environment for 
change. It generally means the extent to which a person is thinking ahead strategically, 
listening to and anticipating customer demands, developing customer-driven offerings and 
solutions and taking opportunities to improve the organisation for the future. 

The process of change includes the following phases: The set up, the kick off, the delivery and 
the review. 

The role of the consultant as a change agent has as the most important tasks to facilitate 
change, convey change, adapt change and initiate change. 

In the relation between the consultant and the client the most important part is the 
chemistry and information between the parties. The relationship has the following phases: 
orientation, where the first contact is taken and bonding sorted out, teams are put together;  
identification, where the problems are defined; exploration, where the performance are 
delivered; and the resolution where the parties withdraw and finish business. 
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4 Consulting and change management in reality 
In this chapter the empirical findings will be presented. The authors have chosen to present it in the form of 
the three projects that have been investigated in this study. A brief description of each of the companies is 
also included. 

4.1.1 Preera AB and Länsförsäkringar Stockholm AB 
Preera AB is a management consulting firm with offices in the two major cities in Sweden, 
Stockholm and Gothenburg but they have customer all over Sweden and the other Nordic 
countries. They preferably work with change projects, leadership within organisations, 
business development etc. and have worked for many of the most prominent Swedish 
companies. It is one of the biggest independent management consulting companies in 
Sweden with about 28 consultants. They also possess a marketing agency to assist them in 
their different projects. Anders Löfgren, whom was interviewed in the making of this 
paper, has been a management consultant at Preera AB for almost 8 years and a project 
manager for several projects. 

Länsförsäkringar Stockholm AB is a major player in the Swedish insurance and bank 
industries. The Stockholm offices studied in this thesis employs about 600 people which 
was more or less all affected by the change project. For this thesis Christin Ekström was 
interviewed. Mrs Ekström was the internal co-ordinator of the change project at 
Länsförsäkringar Stockholm AB. 

4.1.1.1 About the project 
The project at Länsförsäkringar Stockholm AB was big. They got a new CEO in the spring 
of 2005 and a new strategy was then worked out. The goals with the new strategy was to be 
more proactive towards customers and to get a flatter organisation overall, instead of being 
hierarchically organised. This also includes that the co-workers are to be less dependant on 
management, and take more decisions themselves. They also aim to be more sales oriented 
towards customers. To reach these goals they have several small projects underway which 
together will lead to the overall objectives. This was a long way to go for Länsförsäkringar 
Stockholm AB from where they were before, being a sometimes slow and not very flexible 
company. They have in this process relocated some of their managers and employed new 
ones. They have restructured part of the organisation and physically moved around in the 
building. They needed help with a new business planning process and to gather the new 
people together to reflect upon the new strategies. 

As of today they are working on changing people’s perceptions of the company, making 
them used to the new way of thinking and trying to create joint pictures of the strategies 
and goals. They are also working on making people taking bigger part in the process and 
creating interest for change. 

4.1.1.2 Success factors and problems 
According to Mrs. Ekström, in the beginning of the change process a success factor is to 
reach through the different disturbances of the information. To get focus on the right 
information can be a hard thing because there is so much information out there and 
sometimes important information can be lost in the quantity. Mrs. Ekström: 
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“We felt that Preera could help us with the problem of getting the message out, reaching 
people’s mind and creating the right mindset in the workforce. Preera’s method of creating 
energy in the company felt good, it just takes a lot of time and work to have it done.” 

Being successful in this industry is much about being a teacher to the whole organisation, 
Mr Löfgren:  

“It is about transferring the right way of thinking into the organisation, to transfer an 
ability to analyse, teach them how to deal with diversity, differences and disturbance in 
general no matter where it comes from, the market, within the organisation or laws etc. It 
is important that it is not me as a consultant who deals with these issues but the 
organisation itself.” 

Mr Löfgren also thinks success depends on how well you get the organisation to work 
together and really think the same way and have the same goal and perceptions of things. 
He argues that: 

“The critical thing is to work with creating joint pictures of where you are heading, what 
goals and visions you have. This also means creating an ability to think together, no 
matter what background you have and what personal goals you have. To make use of the 
good things that diversity brings in an organisation. This makes you also think about 
common pictures and perceptions of these in the organisation. Following kinds of questions 
have to be answered jointly in the organisation: What is leadership? Why do we take 
certain actions in the company? Why do we plan our work? How do we follow up our 
work? Why do we do it?” 

According to Mr. Löfgren actions like these have not actually been thought about in many 
of today’s Swedish companies. The outside spark to the company is often appreciated. To 
have someone look upon the processes with a practised eye. And to make the organisation 
develop itself. If you do not do this the change will not be sustained very long he argues.   

This can be done in various ways though and sometimes the organisation needs extra 
input. As Mr. Löfgren puts it: 

“Sometimes there is a need for expert consultant to give some input. It is quite common 
that an expert makes the first input, an analysis or something else that the company can 
not do and not we as change agents either. Then we work from there with actually 
carrying out the change process. What the expert does is not what actually makes the 
organisation get better at change but what the process starts with. To make sure what is 
needed.” 

For Preera AB another success factor is their theory of change and their way of working 
with the change process. The theory will here be presented as a whole to get the insight on 
how they work and the obstacles most crucial to avoid.  

“Our theory of change is built upon a notion of creating joint pictures telling where the 
company is heading and where the process is heading. Therefore the success depends upon 
how many co-workers you can invite to participate in the process and how many you dare 
to invite. Because it takes courage from management to not just sit alone on the 
information and make every hard decision themselves. It is important that they loosen the 
harshness of leadership. The problem with making more people participate is that it 
increases the complexity in the process and it is going to take a lot of more time and effort 
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to succeed. But the result will be more lasting, that is what you have to make management 
understand. The complexity is what you have to teach them to deal with in the best 
possible way. To make all the co-workers understand this and to make them think 
together. It might sound easy but it is very, very hard.” 

At the same time as you work with the relations and the way people see the change process 
to teach them to perceive things the same way you also have to work with the actual 
processes in the company, the structure etc. Mr. Löfgren further states that: 

“We also work with a better communication in the company. Better relations and better 
ability to listen to each other and work together although their opinions are not always the 
same. We are trying to make people realise that the fact that there are people with 
different opinions and interests might be an advantage, at least to some extent. It is 
important to make people enjoy working together even though they have different opinions 
on things. We think that when a problem arises and there are different opinions it is 
better to make all the people, involved and affected by the problem, part of taking the 
decision what to do about it instead of a boss just making the decision himself. It is 
usually not that easy that someone can say what is right and wrong. We try to make it a 
joint decision.” 

Preera AB and Mr. Löfgren therefore often take initiative in their projects to establish these 
kinds of forums to make most of the co-workers participate in the change process. They 
create forums where people can be closer to the decision-making through communicating 
with each other and the management. At the same time, using the forums, people get closer 
to each other, the relations in the company gets stronger and people learn about 
themselves, how they are perceived by others and so on. They learn how they can improve 
in their role. 

Mr. Löfgren: 

“We have what we call a wheel of success. We always start from the profits, our clients 
with very few exceptions want higher profits. The profits depend on action, which we 
today are very good at actually, we are good at creating good structure, plans for our work, 
systems to secure quality and IT systems, we have almost exaggerated this part because it 
is slightly easier. That is the action part, what we actually do, and this leads to a certain 
result and profits. What do then the actions depend upon? Well, for sure the thinking 
of the workers affects the way we act. The way I think and my mental models of the world 
and what it looks like influence my acting. The way other people act towards me in the 
organisation affect my way of acting. As the last part of the wheel we think that the 
thinking is influenced by our relations with other people in the organisation. Our 
thinking gets better and more positive if we have good relations with each other. If the 
relations are not good we do not dare to ask, listen, understand and have a dialogue 
concerning work. High quality in the relations creates high quality on the thinking 
which leads to high quality action which gives high quality on the result. Then there 
are of course a lot of factors in between these parts but still, this is the idea. If the relations 
are bad at least you will not get the results that you could have.” 

 

 33



 

 

Figure 4-1 The theory of change at Preera AB 

This model is a big part of what Preera AB and Anders Löfgren see as success factors. To 
use this model and this way of looking upon change as thoroughly as possible. When using 
this model Mr. Löfgren argues that one tricky task is to identify the real problem in the 
company, the client himself might say that they need a new IT-system to increase sales, 
thus the problem is in the action part of the model, but the problem might instead appear 
to be in the relations part. Problems here or in the thinking part, which by Preera AB are 
called the invisible part of the model, are usually much harder to spot. Anders Löfgren 
continues: 

“It is therefore much more common that people come to us and say that they have a 
problem in their actions, their structure, their routines, procedures or different computer 
systems. Because these problems are easier to spot. It is much harder to find an intangible 
problem in the mental models of the co-workers, the culture and the thinking. But that 
might be just where the company needs help the leverage of help are usually higher here 
than in the tangible parts.” 

Mr. Löfgren also thinks that a success factor indeed is to make management at the 
client company understand that this is where help is needed. It is not uncommon 
that people do not cope with the fact that the culture is not good enough, they 
think that the only thing that matters is the actions and the tangible assets. 

Another important thing is to gather people at the same time, Mr. Löfgren says: 

“We often have to work really hard with creating a good environment for talking, asking, 
listening and discussing when the whole organisation or divisions of it meet up. Usually 
people do not take the chance to meet with each other and talk. To establish a way to 
unite the potential in the company and create joint pictures. That is why we have to create 
these possibilities and this is something they often have not thought of.” 

When it comes to the culture in the company it is also important to identify what is 
positive and strong about the current culture, it takes a while to find this, one have to take 
part in meetings, listen to and talk to different people in the organisation. Once identified 
people have to be attentive on the strong points in the culture to be able to use it for 
success. Often the clients do not explicitly know what their culture is about, they are just 
“in” it. This is another reason to why to take in consultants to have a look at your 

 34



 

company, things like these are hard to spot. And these things can not easily be drawn on a 
paper. Nevertheless, it plays a major role in becoming successful. From identifying the 
culture you then have to move on to trying to influence the culture to make it better, to 
remove part of it and improve it. This takes a lot of time Mr. Löfgren says, and it is 
something they are not used to. Often the culture has to be changed before the structure to 
make things work out. Mr. Löfgren states: 

“If you can make people care about the culture as much as the structure, make them 
believe that the culture is also important, that relations are important, create trust, safety 
and confidence in what the people in the organisation are doing together, you have a really 
good chance to change in depth.” 

According to Preera AB that is what the consultant has to do, teach the client these things 
so that they can work from there with their specific process of change, both culturally and 
structurally. Preera AB works with education in process-management.  

Tools such as balanced scorecard, six sigma and TQM is, according to Mr. Löfgren, 
something one use when evaluating what has to be done, to plan or to measure.  

“They have for us no actual part in the change process as such. They are good tools for 
expert consultants I would say. I would say they are part of a certain structure, they are 
methods and tools for specific purposes but they do not say anything about how we make 
the workers aware of what they should do. I do not think that measurement leads to 
action. I think that a different thinking in an organisation creates action.” 

It is much easier to have change conducted on things that are tangible than intangible. For 
example it is much easier to change an IT-system than how much people tend to discuss 
certain issues at the office or how they mental picture of the company look. This means 
that the structure is easier to change than the culture. It is also easier to see results from the 
tangible change than the intangible change. A change in people’s mind is hard to follow up 
in the annual sales review. But Mr. Löfgren and Preera AB believe in changing the 
intangible: 

“The leverage effect of change on the intangible side is much bigger than on the structural 
side.” 

Another hard thing that has to succeed to be successful is to convince the people in the 
organisation of what is true about the problem. It happens according to Mr. Löfgren that 
people do not agree with what the problem is and sometimes they do not want to go “all 
the way” with a certain solution: 

“Sometimes they do not believe in the process or the project. They agree upon that the 
result, profit or sales are not good enough but they disagree on our plan to make it better. 
This is especially often the case when we argue the problem is so to say, under the surface, 
i.e. in the intangible area of the company, in the culture.” 

Spreading the information down the client company is another factor that Preera AB sees 
as a key to success. In this project there were 600 people in the organisation. In these cases 
it is not very rewarding to gather all the people at one occasion. Preera AB decided to have 
six days with 100 people each to discuss the project. At Preera AB they can, with their 
methods for presentation and discussion they have, do this people with a very satisfying 
result. This is just done when the issue affect that many people of course. The hard thing is 
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to get high quality when doing this. That the relationship between the consultants and the 
people in the client organisation can co-operate in a good way. Mr. Löfgren about this 
issue: 

“Of course you try to work with as many as possible affected by the change at the same 
time. A good way is to have good contact with internal coordinators, who know the 
organisation and can easily move across boarders of the organisation, to help with 
spreading the information. They can also help me meet different people. Hopefully they 
make the people in the organisation gain even more trust for us as consultants. That this 
relationship works out good is a key to success I think.” 

During the project days they sat and discussed issues in the process, the company’s future 
and goals and possible strategies. They change discussion groups every 20 minutes or so. 
This made the workforce foster commitment and interest for the process. 

Mrs. Ekström on the project day meetings: 

”The projects days with 100 people each were rewarding and they created the necessary 
interest for the change process. It made people discuss possible solutions to problems 
without knowing the answer, which made them feel part of the process.” 

Using their marketing agency Preera AB can make internal advertising in the client 
company help creating commitment and interest in the change. They use the agency to 
direct the energy generated in the company on the right track to assist change. At 
Länsförsäkringar Stockholm AB they used the agency after the project days to create 
posters that reviewed what had been said in the discussion to show that the co-workers had 
a lot of suggestions and initiatives. They also used the companies’ intranet to post news and 
quotes. Later on in the process these quotes, suggestions and ideas were used by the 
management to show that the workforce had a big impact on how things were done. Mrs. 
Ekström: 

“I think it was success factor that management constantly came back to what had been 
said in the discussions during the project days every time they tried to conduct a change in 
strategy or introduced something new. They could often show that the workforce often had 
given praise to these thoughts during discussions and thereby created joint commitment.” 

The foundation of what Preera AB is telling their clients, and Länsförsäkringar Stockholm 
AB in this case, can be very basic things such as a good atmosphere for open discussion at 
the office, respect for each other and a good basic view of the human being. Mr. Löfgren 
argues that it is remarkable to state that we are not good enough at just listening to each 
other, but it is true. It is something that might have been left behind in the time of focus 
on the structural parts of the company such as structural systems, IT systems and so on. 
Sometimes problems on the structural side can be solved by changing people’s perceptions 
on how things are and digging deeper in to the cultural aspects of the company. 

Planning the process is often a source of problems because it is a hard and often forgotten 
part of a project. Mr. Löfgren talks about to approaches to projects: 

“One way to approach things is to sit down with a group of experts and the management 
of the company and make a strategy and a plan of action and then go to the employees, 
teach them the new way of thinking and implement the new ideas. This is by Preera called 
the short-long way, the process of coming up with the strategy is short but the process of 
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implementation is long because people tend to have problems just instantly accepting what 
other people decide. That is why it takes time to implement.” 

The other way of doing things is the way Preera AB use, the long-short way. To try to 
include the workforce and all affected of the coming change, in the discussions to create 
commitment and thereby making the implementation easier and faster. Mr. Löfgren talks 
of his own experience when stating that the long-short way more often creates constant 
change and is therefore shorter in its total time frame. He also thinks that this develop 
peoples minds to make their own ability to change better in the future. The backside of the 
long-short way though, is that it takes a lot of courage to undertake because it at the 
beginning feels like a very big project and a total remake of the way things are done in 
many organisations. Mr. Löfgren: 

“It takes a lot of courage from the management to let the workforce into the discussions, 
because imagine if they want to go in the opposite direction.” 

In the case of Länsförsäkringar Stockholm AB Mrs. Ekström thinks that the planning 
process could have been done better. They could have had a more clearly stated end of the 
project and they could have had more project days scheduled throughout the first year. She 
thinks it would have made the whole concept stick more in people’s minds if they would 
have met again after a couple of months and Mr. Löfgren agrees. They also agree on that 
the planning of the process is crucial for the result. It is important to have a well defined 
time to end the project, otherwise it is easy to just take up new problems and new 
discussion which makes the project grow bigger and longer. 

Other problems in the project were according to Mrs. Ekström that the management were 
sometimes forgotten in the discussions. She thinks that focus were maybe to much put on 
the other co-workers. The problem might have been generated from the company itself 
because they choose to have an internal coordinator, Mrs. Ekström, to skim the processes 
and write reports about the experiences to the management team instead of them taking a 
more active part themselves. This led according to her to that she clearly understood the 
methodology that Preera AB was using but the upper management of Länsförsäkringar 
Stockholm AB maybe did not. She states that: 

“That was maybe why they did not see the reason to organise one or two more project days 
to move the project forward even more.” 

On the other hand it is of course very time consuming and expensive to organise pleasing 
meetings in such a big company and the project as a whole has so far been a success. 

4.1.2 Balanced Scorecard Collaborative AB and Linköping University 
Balanced Scorecard Collaborative AB is a management consulting company situated in 
Gothenburg having, preferably, large companies from all over Sweden as their customers. 
They are part of an American company called Balanced Scorecard Collaborative and they 
are focused on using the balanced scorecard as a method for creating change strategy and 
leading change. The president of the American company is Robert Kaplan and the CEO is 
David Norton, both well-known for their research in the field and for coming up with the 
concept of balanced scorecard.  

The principal and project leader Jan H. Johansson took part in this study to contribute with 
his and their view on the change management in a project with the purpose to develop and 
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improve the organisation and strategy at Linköping University, one of the most well-known 
universities in Sweden. At Linköping University we talked to the dean assistant Joakim 
Kindgren who very much helped us give their view of the project. 

4.1.2.1 About the project 
The project at Linköping University is about developing its processes using the balanced 
scorecard. The objective of the project is to create a university with international 
recognition and superiority. They want to change their university from a regional one to a 
recognized international one. To reach this they have to create successful environment for 
students, doctors, professors and other researchers. They have to gather the resources and 
create collective thinking throughout the organisation. The scorecard is used to 
communicate these objectives and visions and to direct and follow up to make sure the 
direction is right. At the beginning there was scepticism in the organisation towards the 
project. The university have professors, teachers and other well-educated people who argue 
that they do not actually need the help. They also have a dean though who was very clear at 
that they needed the boost from outside and that the balanced scorecard really could help 
them achieving what they wanted. 

The first part of the project was very short, Mr. Kindgren and the dean Mille Millnert were 
both interested in the concept and were trying to sell it internally. They had been to a 
conference with Balanced Scorecard Collaborative AB and felt it could be something for 
them. Then there was a training carried out to show the balanced scorecard and the 
theories, it was good but not very good. Some of the people working at the university were 
still not convinced. After that there was one more training conducted where Mr. Johansson 
entered the project and relations were started to be built. A project started to take form, 
goals were created and strategies were drawn. They started discussing different aspects of 
the balanced scorecard. 

4.1.2.2 Success factors and problems 
Mr. Johansson, the leading consultant of the project at Balanced Scorecard Collaborative  
AB sees a lot of different key factors to be successful: 

“There are a lot of factors to pay attention to. At first, in the beginning of the project, the 
first thing we have to do using the balanced scorecard is to teach the people about the 
theories and concepts. Everybody has an idea of what the balanced scorecard is about but 
very few have the right understanding.” 

He argues that the balanced scorecard is not only a tool to measure and follow-up how an 
organisation is doing. It is important to know that it is also, used in the right way, a tool to 
implement a strategy. Included in the balanced scorecard are therefore a lot of different 
aspects of business and management. For example: what is my bonus system going to look 
like? How are my management group to be built? What is the connection between a 
management group and the business unit going to look like? What is the connection from 
these to the producing unit or maybe all the way to an individual? What is included in the 
scorecard does of course differ between projects and the objective of the project. To make 
the client buy the project the first thing to do is to teach them that the balanced scorecard 
is a very powerful tool. 

After that it is important to find the real problem in the project. Stated by Mr. Johansson: 
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“You have to find the problem in front of you? What is it that has to be done? That is 
always the key. It sounds easy but it is usually not.” 

The next thing to do when using the scorecard is the intermediate goals in the project. The 
balanced scorecard is about creating intermediate goals. As Mr. Johansson puts it: 

“Balanced scorecard is about building a map that tells the story about what is going to 
happen. How the university is going to be internationally well-known. What might 
separate us from other consulting firms though, is that we never build any balanced 
scorecard map ourselves, we always make the client build it. Other so called expert 
consultants, like for example McKinsey, often bring a solution to a problem and then 
make them implement it no matter what. We, on the other hand, only facilitate the 
process of change. We describe how to use the balanced scorecard but it is the company 
itself that does it.” 

Balanced Scorecard Collaborative AB usually helps the client to find the best measurement 
in order to reach the set goals. In this project the important thing was to develop the 
environment, make the likelihood to succeed for professors and other researchers as big as 
possible. They have to increase the incentives for the top student to stay in the university to 
conduct research. These goals were put up using the balanced scorecard so it is according 
to Mr. Johansson not only a tool for follow-up: 

“It is about building a map in the form of a balanced scorecard that tells us how to be 
successful. We help them build it but they fill it with contents. After that we usually ask 
them rough questions to challenge their plan and make it better. Is this really what you 
want? Do you believe in this? Why did you do like this?” 

In the beginning of the project the consultant therefore has more of an advising role. From 
then on they use a certain process with steps that they have tried out and improved for a 
long time. It is important to collect a view of the client company that represents the whole 
company, opinions might be different in the marketing division and the production. Then 
it is important to find out which view is the true one, if it is that simple, sometimes both 
may be true. Mr. Johansson also argues that it is important to find the right speed of the 
process. The speed usually depends on how big the corporation is and what the culture is 
like.  

It is important to know that also Balanced Scorecard Collaborative AB usually only work as 
process consultants or change agents and not expert consultants. They help the company 
to implement a strategy. They work more as catalysts. 

A major success factor is strong customer relations. This is the best PR available according 
to Mr. Johansson: 

“It is about adjustment to different customers and people. Adapting to different cultures 
and precondition is very important. Some think we are working too fast, some enjoy 
working fast, it depends on the culture and you have to live with it. Some changes have to 
be supported by a couple of different institutions which takes a lot of time.” 

Mr. Kindgren agrees on this and says that Balanced Scorecard Collaborative AB tried to 
adapt to the slower way of working at the university: 
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“They want things to happen all the time and tell us to work, work, work. They are used 
to the private sector where it is much faster than here. Here a lot of people need to take 
part in the discussions which can cause problems but I think it has been ok.” 

When it comes to the information and the way it takes its way down the organisation, Mr. 
Johansson believes in that this is being done by the company itself: 

“The dean Mr. Millnert did this, he went around to the 22 different institutions to tell 
them about the changes and the new strategies. It is very important that you are only there 
as an expert on change, a change agent, since it is not me who should conduct the changes, 
it is the university.” 

The ownership of the whole process is important and that everybody knows about this. 

The most obvious problems are the ones about creating a clear ownership in the project. 
To make everybody in the company strive for the same things and create commitment. 
Sometimes people thinks that it is too hard or it does not apply to their working situation. 
The hard thing is therefore to make everybody believe in that it can actually do something 
for them. This is especially a problem for Balanced Scorecard Collaborative AB as Mr. 
Johansson argues: 

“For us a problem is to make people really understand the concept of balanced scorecard, 
it is not a tools for measure and control, it is a tool for strategy, but many people do not 
know this as mentioned before.” 

He especially sees problem with this further down the organisation. People tend to see 
balanced scorecard as something useful only to the upper management. 

Most of the problems for Balanced Scorecard Collaborative AB occur when they are going 
from a vision state to a state of hard facts, when they ask themselves what practically is 
going to be done. What actions are to be taken in order to reach the goals but this is 
something that occurs in all projects and the balanced scorecard is according to Mr. 
Johansson a good tool to aid these problems.  

Another problem is obviously chemistry between people, if it does not work it can not be 
done, the consultants have to be good at what they are doing but also receptive, humble, 
stimulating and understanding. 

A problem mentioned by Mr Kindgren is that it can be hard to end the project: 

“There is a risk that consultants finish 90% of a project and then say that we still need 
to do this and that to make things even better, instead of finishing the process. This 
creates irritation and a situation where the goal is just moving further and further down 
the road.” 

Instead Mr. Kindgren would like to have some kind of de-consultation phase in the 
process: 

“I would love to see a part of the plan where the consultants make the last preparations to 
leave the company, to tell everybody what they have to do to prepare for taking action 
themselves instead of the consultant. That would be a good way of promoting themselves 
already in the planning of the process.” 
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In order to get better on these things in the future, Mr. Johansson argues that it is 
important to have reviews, questionnaires and discussions with the client after the project 
but also during the project: 

“We have three different kinds of review or evaluations with the customer, first when we 
get somewhat into the project we sit down to see where we are heading and if it is 
reasonable to reach the goals and make a plan. Then when we have finished a phase of 
the plan we send out a customer questionnaire to see what we have delivered. Then we go 
on with the next phase.” 

Balanced Scorecard Collaborative AB have both general questionnaires and personal 
questionnaires for each consultant. 

4.1.3 Ekan AB and Akademiska Hus AB 
Ekan AB is a consultancy firm that has been around for almost 25 years; Dag Larsson is 
both the CEO and a management consultant in the company. They work with change 
management and according to Mr. Larsson the word change management well summarises 
when something is being done in an organisation. What is being done can be done in many 
different areas, it is important to change and to understand why the change is being done. 
Nothing last forever, after something has changed it is almost always time for a new 
change. Changes can be done in both smaller processes and in the organisation as a whole. 
Ekan AB works within both fields whether it is changes in isolated processes or in overall 
strategy. 

The more tangible parts such as IT, controlling the business and other everyday business 
processes is where they put their most efforts. This is according to Mr. Larsson because it 
is the core of the business and it is where money is saved or gained. 

Akademiska Hus AB in Gothenburg is a property company focusing on creative 
environments for schools, researchers, companies and entrepreneurship. They started their 
current activity in 1993. At Akademiska Hus AB we spoke to their head of IT Per 
Brantsing Karlsson. He has got good insight in many of the different projects that had 
been undertaken at Akademiska Hus AB. 

4.1.3.1 About the project 
The project at Akademiska Hus AB is not only one isolated, Ekan AB have supported 
them with different change projects since they started in 1993 so the findings from this 
discussion will refer to all the projects involving these two companies. 

4.1.3.2 Success factors and problems 
Mr. Brantsing Karlsson gave his view upon a successful consultant: 

“We want consultants to ask about things that sometimes can be infectious if asked by us 
within the organisation. The consultants are not affected by the culture, instead they are 
able to interpret freely. We choose consultants to be able to create that level, and then it is 
important that they have a feeling about what happens in our industry, what problems 
there are etc. So that we can get help from the methods available. Otherwise they can walk 
down the halls and people just wonder what is going on. It is more about listening in a 
good way. Simply, we buy consultants to answer the right questions.” 
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There are different theories on how to build up a consultancy process, in Mr. Larsson’s 
mind they feel that there is not only one way of doing it:  

“There is always an orientation phase where you have to learn to know each other, 
otherwise it will not work, you have to in some way give something back to the customer 
before you start working with the specific issues.”  

Mr. Larsson also recognises a problem further in the process, when going in to a more 
collaborative stage.  

“…here there is also a question if one should make a project, almost every time that you 
start something new, you begin with a pre-study in some way.” 

In this phase it is important to set up what problem areas there are and what the consultant 
believes is possible to do in the specific project. Some directions are created along with 
some main goals and aims for the collaboration. Noone knows where both parties stand 
and the next phase is depending on in which area the work is done. Generally one can say 
that it is a lot of organisational issues and process development. Even though this is done it 
is no guarantee for success.  

“There are no genius solutions where we sit in a room and come up with solutions through 
drawing on the whiteboard and then believe that you have a general solution and everyone 
should act after that.”  

But it is a matter of making people aware of the problems and understand why the changes 
have to be made. This is something that Mr. Brantsing Karlsson also agrees upon, stating: 

“The information is interpreted by the recipient not the sender and that is always a 
challenge. Someone comes after a while and says ‘I have not got any information’. Then 
you have not been able to bring up an argument for them specifically. One has not 
adjusted the information; this can be one of the biggest challenges. If a good argument is 
given to everyone then we have come a long way. If these are found then most of the people 
get very interested they know what they gain from it, ‘what’s in it for me?’ ” 

Further it is also about following up and evaluating the work. This is not something that is 
done every time by Ekan AB. 

 “If we would have been ISO-certified we would have, but we’re not. If we do not get paid 
to do it, we only do it in such projects where we feel that an evaluation should be done.”  

Mr. Larsson instead thinks that it is much more important to make continuous evaluations 
during the time the project is in action. This is more important so that the customer feels 
that they are on the right path. It is in the end of the process that there is a big risk for a 
problem according to Mr. Larsson: 

“This we do through interviews and sometimes with surveys e.g. when working with large 
business systems, because here you deal with a lot of people.”  

The information that Ekan AB gets from the evaluations is later used in their propositions 
for new clients. 

Mr. Larsson also sees a problem with leaving the project as he argues that: 
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“When one or a couple of consultants has been involved at a client and you actually carry 
some of the solutions and the client is about to take over, somewhere around there one has 
to let go. That can be hard in some cases, especially if one has been working together for a 
long time. We have customers which we have had for 25 years.”  

This is also something that has been considered by their client Akademiska Hus AB. He 
means that situations where the project is undefined and the consultants want to affect 
things that they were not supposed to deal with in the first place. This makes the project go 
on longer than what was first said. Mr. Brantsing Karlsson says: 

”A problem is also that once you get started more questions surface than you had 
expected. It is important with limitations otherwise the project will grow bigger. The client 
wonders when it is done and the consultant wants to make a good job, add and improve 
other parts. This makes the project go on longer. The start is important, because the plan 
must be clear and the problem narrowed down. The one ordering (client) has a 
responsibility to define what is ordered. If things are done correctly from the beginning it 
works out in the end, with a bad start problems will occur. We do it like that, if there are 
questions they are handled outside the project. This way the project stays defined. One gets 
a lot of new ideas, you do not want to loose them but it is not what is supposed to be 
handled at the moment.” 

There are many factors that are important to make a successful work as a management 
consultant but there is one thing that Mr. Larsson believes is more important than the 
others and that is customer orientation. This is important because no situation looks like the 
other and it is therefore important to start from the clients perspective and find out where 
they are and what they need to do. There is no use in making up all different theories on 
what to do and how and then believe that the clients will use this by themselves. What 
should be done is that you look upon it from a problem oriented view, it is easy to have 
pre-made solutions and then sell it, but it is not that easy. Mr. Larsson: 

“It always goes back to the customer, in the end it is their company not ours. It is 
sometimes easy to get too involved and then think that they are dumb because they do not 
want to do as we say.” 

The consultant has to be humble and not believe that he or she knows everything the best. 
This starts a discussion about the next issue that Mr. Larsson believes is of great 
importance. Even though the consultant do not know everything best he has to be good in 
what he does. This is to be able to compete in the consultancy market and do a good job. 
To do this one have to be aware of all the new ideas and concepts that is currently in the 
business. To do this Ekan AB have connections in Gothenburg Business School Mr. 
Larsson was part of the foundation of Ekan AB which from the beginning was started as a 
consultancy firm at this school, from here a lot of information about current trends are 
taken. But also they pick up a lot of information when visiting their clients, especially about 
the specific sector or industry. 

Linked to this is the fact that the ambition level between the consultant and the client is 
often somewhat different. Often the consultant wants more things to happen. Larsson 
says: 

”We want so much so much faster, but our world is so much easier than the clients’.” 
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This triggers the discussion about the relationship between the two actors. Mr. Brantsing 
Karlsson stresses the importance of the relationship: 

”Consulting is a lot about relations and attitude. Equal values about how to perform the 
work is important. It is more important than most tools you use. If one can agree about 
what to accomplish, everything else often works out by itself. In the relationship norms and 
values should be shared. Everyone can carry the tools but if you do not have the same 
values it does not work out. These values are not something you discuss, it is just there if 
you have it. It arises due to the fact that you have gotten to know each other. It is not 
common to buy a service just because you have read that they are good in what they do. It 
is always someone that has a personal relation to someone.” 

When it comes to customer relations Mr. Larsson and Ekan AB has a clear view upon 
where they stand. 

“In this area I dare to say that we always work in a way that we involve the customer’s 
personnel.”  

It is as the fundamental thoughts for Ekan AB, as Mr. Larsson said earlier it is all about 
customer orientation. The first important question for Mr. Larsson when it comes to 
customer relationships is to be able to inform the client why changes have to be made.  

“It is a part of the process to bring forward an understanding for why one should change. 
As you can understand by yourself, if you are a part of identifying a number of problem 
areas and find a way to solve them, then it becomes a certainty to change. This means that 
involvement is very important.”  

This is also something that was stated by Mr. Brantsing Karlsson, he also spoke about the 
importance of explaining why the change is being made. He states: 

“It is important to get everyone to understand that change is needed. Management is what 
drives the change. It is important that the consultant does not do that; to create 
involvement is hard. Nobody wants change, it is important to find out how to present it to 
different individuals. One is accurate in who to talk to; you can not come with standard 
solutions. Not everyone buys that, some buy that money is created, some buy that the all-
day work is being simplified etc. It is good to use the consultant in the role of describing 
that it is logical to do this change because others has done the same in the same situation 
before. The people working within the organisation is not as reliable in telling how things 
are being made in other places, even if they now it. It is better to let an external part say 
it, i.e. a consultant who has been in other places and seen it.” 

All this about involvement is though dependent on what kind of organisation you work 
with, you can not involve 20 000 people in an organisation, but on the other hand it is not 
often that you work with all of them at the same time, Mr. Larsson mentioned an example 
from SAS: 

“When Jan Karlsson entered as CEO for SAS he wanted to change the way people 
travelled and in those days it was the business travellers that were most important. All 
this was done very fast and was implemented through advertising in new papers and 
TV.” 
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This way the same method for marketing was used for informing the employed as well, but 
some of the internal marketing was overseen and when the travelling went in to recession 
they lost a lot because this was not done properly. The involvement and commitment to 
the change is created in different ways but it is a very important part to Ekan AB and to get 
this it is important to have more of a two way communication. It is easy just telling the 
people involved what to do but to get a good result the employees need to be a part of the 
process. An important thing in this case is according to Mr. Larsson to listen to everyone 
more or less.  

“You can not have everyone at the same place and let them speak totally free, one have to 
give everybody the chance to be heard, individually…this is because if you have been 
involved you automatically take responsibility for what you have been a part of 
developing.” 

This is something Mr. Larsson calls Train the Trainer concept. This is one way of working but 
in Ekan AB they are careful with just handing over the responsibility to the managers in the 
firm. They do not want the line managers to do the work that they should do themselves as 
consultants, all though it is an important issue that they discuss here and that is the 
question of who should be responsible for the change after the consultants have left the 
project. Then the line workers and managers have a responsibility. 

“One can not be like a driving tutor, the clients managers are no idiots, they are very good 
in most cases, so they are able to handle situations like these.” 

Even though the managers are generally good it is when the leaders do not stick to the 
strategy that is decided upon that problems occur and the change has a hard time to be 
implemented. Mr. Larsson said it like this: 

“You ask where the problems occur. And I actually believe that it is the leadership that is 
lacking in most cases. It is the leaders that stroll away and do not keep to the decided 
path.”  

Visible top management support is something that is important here. It is so much harder 
if the managers/leader do not stand up and put believe in what is done. It is according to 
Mr. Larsson easier if the board stands up and says that these are important issues, it is their 
job to do that. 

Mr. Larsson has got that impression from his experience that they get great confidence 
from their clients. When they are in the project they are a part of the organisation but when 
it is done they disappear totally. A big part for the managers to be able to keep up the 
change after the exit of the consultants is that Ekan AB tries to educate them in such way 
that they are fully aware of the methods being used in the change process. This works most 
often well because in Mr. Larsson mind it is not very often that these are hard for the 
managers to learn or the consultants to teach. The worst thing is instead people that have 
read too much before, because then sometimes they do not understand because not exactly 
the same words are being used and this creates misunderstandings. 

Except for involving people in the change process Ekan AB use something called 
’vernissage’ when spreading the information in the organisation. This happens in the end 
when the project is done so that the people involved can walk around and discuss what 
they have accomplished. Mr. Larsson describes this as:  
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“…then we make several screens with information, and then we present it as in a 
vernissage and let people walk around watching it with a cup of coffee and discussing.”  

They also use more conventional methods in spreading the information such as ordinary 
documentation even internal marketing through folders and intranets is being used also 
general marketing like in the SAS-case mentioned by Mr. Larsson earlier. 

Further the importance of setting goals throughout the process is discussed by Mr. 
Larsson:  

“Yes, intermediate goals have to be used, otherwise it will be tough.” 

This is so that the people involved in feel that they make progress and have something to 
work towards. It is linked to the fact that one should fetch ‘quick wins’ there are two 
expressions for this according to Mr. Larsson: 

“Quick wins are important so that one see that something is accomplished, today and not 
in two years. Today the focus on everything is often for a long period of time. This is why 
it is important to be able show what has been done as the project goes a long, picking 
‘Low hanging fruits’ as the Americans call it, meaning that you pick the fruits closest to 
the ground first.” 

It is also important that you have the same goals; conflict of aims is a big reason for failure 
according to Mr. Larsson it can be both hidden goals and regular formal ones. But not only 
are the goals important, further the visions have a great importance for successful change 
according to Mr. Larsson:  

“One has to have a clear vision because then you do not have to sell that many details 
later.” 

Mr. Larsson continues: 

“The best example of a vision which I have seen was in a project we had here. We did not 
come up with it instead it was the president of the client. They printed a poster that 
looked like the front page of Dagens Industri (A Swedish business magazine) and dated 
it 5 years forward in time and wrote several headlines. Not all of them were fulfilled but 
they used it. Visions if they are supposed to work they have to change, you can not fulfil a 
vision then it is over. It is like politics in this country. So many of the visions that were 
current many years ago are already fulfilled, so one has a hard time finding out what to 
say today. If consultants would have been hired of course they would have been thrown 
away.” 

Further Mr. Larsson mentions several factors for success in managing change. Lack of 
compelling reasons is something that he agrees upon and adds: 

 “Another factor is that too little planning can affect the implementation of change. Not 
when it comes to us, we plan our projects very well. But we do it because we have read that 
once. We have noticed that many American companies have this as a special sales 
technique to set unrealistic time plans. One never know if they hold, but after you got the 
ball rolling and you find out you can not keep within the time frame, then you come to a 
point when where you put in extra consultants. Then it works as a sales technique to be 
unrealistic. After this you blame the fact that you were not given enough resources.” 
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Concerning resources it is something that Mr. Larsson also sees as an important issue. Both 
when it comes to sponsorship and resources in general. 

“We work hard to be sure that there is enough sponsorship. The worst thing that can 
happen as a consultant is that you start planning, working, keep up the work and in the 
end you do not have a mandate. So when everything gets going it gets cancelled and we 
stand there without anything to do. The set-up times in this market are very long. The 
question about resources, concerning people in the project having too many things to do, is 
something that differs a lot. Many companies handle it very well.”   

In Ekan AB there are a number of recipes for how to manage change. There is no special 
tool that is used more than the other. Mr. Larsson believes that there has been a bit of 
inflation in these three letter constellations and it was mainly from the Americans that these 
concepts came from, this in order for them to have something to sell. They work after 
some of these models but no one can be said to be the right one, instead they use the tool 
that they feel suit the client and the project best at the moment. This is further 
strengthened by Mr. Brantsing Karlsson as he states: 

“Tools are something you use parts of. Not whole BPR or TQM etc. The process 
viewpoint can be good to find needs of change for example. You never use methods fully 
instead you use parts of them to reach wanted effect in some part of the business…you use 
parts, one adapt the pure model to where you are at the moment.” 

As said before they do not use all of the tools, but Mr. Larsson told us about a specific way 
of working that they had used for a while, it is regarding dialogue techniques.  

“When it comes to keeping a dialogue in organisations we work with a concept called 
‘meta-plan’. We use big screens and paper, everyone participating is then walking around 
with notes and figures after that, different issues such as problems and questions are put 
up. Say that it is about setting up a plan for strategies then they are set up from how to 
do that.”  

This way a discussion is created and questions, problems and solutions are found through 
the dialogue. Also problems and issues are tried to be found through traditional ideas such 
as SWOT-analysis. 

Further about the process is that instead of only working with either processes or 
organisations Mr. Larsson stresses the fact that they see it as very important to work with 
both at the same time: 

“What can be seen now in many businesses is that one has only worked with processes not 
with the organisation. Then one want to see if it is a process based or a functionally based 
organisation and I do not really know where the difference is. We work with both process 
and organisation, but what you mainly work with is processes. Then the question is what 
does the process do that is supposed to match the organisation. If one reads the book ‘good 
to great’, where studies have been made from successful American companies and 
measured them from their stock value. This was in America where they really do not 
know more about the companies than through the stock exchanges. The study was made 
on businesses that had been successful for 20-30 years, there one have found the 
methodology that one finds the right people first, then one goes further and finds out how 
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to work from there and so on. I think that in the future we might end up there again, one 
forgets about the people.” 

Important is also to find the right people, there are different ways to do this at Ekan AB 
they use two. Either you find the right people organisation-wise or knowledge-/political-
wise. To find the right strategic persons means that you look for people who have a great 
impact because of their rolls in the organisation. It can be strategically important persons 
or people that have a lot of opinions or impact on the people he works with. It is 
important to create a good team. The other way is to find people that have essential 
knowledge or position that can help implement the change. These Mr. Larsson call resource 
people these work hard have opinions and strive to bring the business forward.  

“In the sense of development these are the best to involve, but sometimes the culture of the 
organisation is such that one has to choose them from the formal structure. Then you pick 
the ones that have responsibilities in one way or the other, in terms of leaders, you can be 
a leader both in the top and further down in the organisation.” 

This is something that Mr. Brantsing Karlsson also agrees upon the importance of finding 
the right people: 

“In educating it is important to find the key players to run the project. One teaches things 
as it goes on, if it is not utility, then it is more training so to say. Further a problem is 
that change management often collides with the every day work. Often it is about 
allocating time and being able to come in and be allowed to use the employees in the 
change process. It is a scenario of competition that is hard to handle, to get the resources 
working fully with the project.”  

There are some factors that slow down the change process and according to Mr. Larsson 
the most critical one is ‘the reality’ as he stated:  

“Working with these issues it is easy that when you draw on a whiteboard how to do, it is 
easy but then it is not like that at all. There is a lot of other stuff and you always miss 
out on some things.” 

Previously in the work of consultants it was popular to first change the organisation and 
later focus on the processes. This has changed and now it is more important that start with 
the processes. But as said before there are some things that slow down these changes and a 
big part of the reality is the people but also changes and inventions such as when IT started 
to be used to a larger extent. These are issues that can be an obstacle in change. If the 
reality is considered and the process view is used (starting with processes not the 
organisation) it is easier to make a good job from the beginning. If not then corrective 
actions must be taken, if a good foundation is created then it is easier and less corrections 
need to be made. A good example is the implementation of a new IT system, as when such 
systems as SAP came, the description of how much that would improve the organisation 
lied a bit, it did change it to the better in many cases but the effect was not as good as 
stated. Mr. Larsson said:  

“It takes time; it is like a fine wine. It takes a long time even if you do not work with it 
every day. You do not do everything right from the beginning you have to be ready to make 
corrections. It is better if you as consultant sell it like that, so one really can come back, 
the cards are on the table from the beginning, then one know that what is done is natural. 
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If this is not done some corrective actions are made automatically, but maybe not to a 
100%.” 

The issue of getting rid of old habits is something that was discussed during the meeting, 
whether or not it is the old employees that mainly restrict themselves from implementing 
change. This is not true according to Mr. Larsson instead:  

“The problem with the old workers is instead that they are so experienced; this means 
that their ideas have such impact. That is something that is hard to take when you want 
something else. Everyone that feels some threat oppose to change and of course everyone 
that does not understand, though there is never any special group. Starting with the 
understanding issue first then that is ok, with understanding I mean that you believe in 
the change and think it is good and so on and thereby accept it. Then there are who 
understand but does not want to from several reasons, their position is threatened. That is 
hard to get a hold of.” 

When oppositions are taken against the changes, it is important to find some ways to deal 
with this. It can be believed to create debate and conflict but that is something that Ekan 
AB and Mr. Larsson try to avoid: 

“…we have some consultants that we collaborate with that use more of a psychological 
consulting, we do not. We speak freely and work with workshops and so on but we do not 
take open debates unless they are positive. You do not take a debate if there is one man 
that does not play along, you can not use the group to pressure someone else it does not 
help to the better. That person might agree at the moment but that is just to get through 
the meeting. That kind of schoolyard management is nothing we use.” 

Cultural barriers can be a reason why change goes slow. It is not always like that and Mr. 
Larsson says that the cultural environment in organisations today is a lot different from 
what it used to be. 

“Concerning cultural barriers, it is very hard if not impossible to change the culture in 
organisations. Even if some people say that you can. Then one look upon it as an obstacle 
and it does not necessary have to be that way. You could turn it around and use the 
culture to be able to implement the change. Swedes are so good workers, or what ever the 
Swedish culture is about, then you could stress this culture. Then it is easier to perform the 
change than saying that we have to change the whole culture. It is almost impossible, it 
works in a small group but then you need new people in it. This will occur in the public 
sector because within the next ten years a lot of people will leave (retire) and then new 
people will enter of course this changes the culture. Old businesses were more closed than 
new ones, before the culture differed more between companies, nowadays they are more or 
less the same. People move around more and it is more open, everybody knows everything 
about everyone.” 

Even if there are not as big differences in the cultures today it is in Mr. Larsson’s eyes 
important for the consultant to adapt to the clients culture, then it is easier to fit in and 
possible to affect the key players more easily. 

The biggest challenge in change management today according to Mr. Larsson is the fact 
that the client and the consultant has to have the same view upon what is about to change. 
He believes that even though they do not feel the same way that is how it is supposed to be 
and then they can come up with solutions that suite the both. He states: 
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”We and the client do not always think about the same things and that is probably how 
it should be. We are sitting here thinking more about how they should do than what they 
do themselves. In that sense we probably do not have the same view upon the challenge. 
For us the biggest challenge is that we dare to take challenging actions when changing, and 
that you create a space, so that you can work from the beginning and all the way to the 
end. You do it thoroughly and do not use any shortcuts. This is a part of our sales 
problem; we often have greater competence than the client when it comes to implementing 
change.” 

Dealing with this Mr. Larsson also mentions a problem of when the client intervenes in 
what is done and wants to exclude some parts in the change process. This is something that 
Mr. Larsson compares with if at a construction sight you want to remove something from 
the foundation. This can lead to a risk of it falling a part, so here it can not be done. But 
when dealing with consultants in the change process, they do not always hesitate to affect 
the process. It is usual for clients to say that they do not want this and that part to be 
included. This is according to Mr. Larsson an issue that can affect the change process 
negatively.  
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5 Analysis 
The purpose with this chapter is to interpret and analyse our empirical findings using the different theories 
collected in the theoretical framework. The authors will shine light on the different aspects of the empirical 
material that are most interesting in order to fulfil the purpose of the study. 

To make the interpretation and analysis as powerful as possible the rationale used by the 
authors in this chapter is to analyse findings both using findings from other respondents 
and also using existing theories. Another point with this analysis chapter is to present the 
process of change chronologically and in accordance to the existing theories on the process 
of change to make it even easier to read and understand. During the ongoing process 
interesting and important pieces will be taken up for analysis and explanation as well as 
looked upon through the goggles of existing theory. 

5.1 The consultant as a change agent 
It is according to the theory by Cameron & Green (2004) important that the consultant 
does not become an implementer instead of his role as a change agent. They should work 
for making the change possible, since they are supposed to be experts in organisational 
change. As mentioned by Mr. Johansson the consultant often comes in to an organisation 
and works as a catalyst for change. This is strengthened in the theory by Czerniawska 
(2002). This means that the company has often hired a consultant because they need the 
input from an external actor. This might be because one is stuck in a position where the 
behaviour and strategies are hard to get out of. Old habits might have become a problem. 
All of the consultants we have spoken to agree upon this and as said by Mr. Johansson they 
do not change the organisations themselves instead they help finding problems and as in 
the case of Balanced Scorecard Collaborative AB they provide a tool for implementing the 
change (the balanced scorecard). This is not the case in for example Preera AB; Mr. 
Löfgren instead mentions the importance for them of finding underlying problems in the 
organisation which can have a greater leverage on the change. This is further discussed later 
on in the analysis. At Ekan AB they do not use a specific tool instead they adapt to the 
client and use the tool that is best useful at the specific situation. All of the different 
consultancies are aware of the different tools that are available, only Balanced Scorecard 
Collaborative AB are specialised in one of them. The consultant needs to deal with many 
issues in order to be able to find solutions and help the organisations through the change 
process. These will be discussed further in the coming sections of the analysis. 

Another important role of the change agent is according to Mr. Brantsing Karlsson to 
supply the client company with trustworthy statements about what is going on and is 
successful in other firms. It is just so much more power in a statement from a consultant 
who work with change all the time, than from someone within the own company, and this 
power might be what is needed to create commitment and energy in the co-workers. 

5.2 Critical success factors in the process of change 
In the following section the different critical success factors will be discussed and analysed 
in the chronological order of a change process. 
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5.2.1 The first phase of the project 
From what the authors have learned from interviewing the consultants it seems like most 
part of their clients are retained ones. This means that they return to them as clients and 
often use them in more than one project. This is in the mind of the authors a proof of the 
consultants create useful value for their customers. This is important also according to 
theory as Grönroos states (2000) that companies today work on retaining old clients to a 
greater extent because it is getting harder and harder to get new ones. In order to perform 
successful projects and implementing change into the organisations there has to be a 
starting point. As have been described in the theory there are some different ideas upon 
how a change process can look both in general and in the eyes of the management 
consultant. 

What can be seen is that in all three of the projects which the empirical findings are based 
upon is that in the starting phase it is very important to get to know each other in a good 
way. The client consultant relationship is as stated by Curnow & Reuvid in 2003 the 
foundation upon which the success or failure in engagement between the consultant and 
the client is built. The consultants need to pay close attention to what the client 
organisation looks like for example their culture, this is stressed by the European 
innovation programme (1995). As mentioned by Mr. Kindgren one should see the 
possibilities in the culture, not look upon it as an obstacle. This is also agreed upon by both 
Mr. Löfgren and Mr. Larsson. In this part of the process is also where the communication 
between the consultant and the client is tested. Marginalisation of each others 
communication styles is as stated in the theory a common cause for failure in consulting 
projects. Important in when discussing communication is what should be communicated. 
As stated by Mrs. Ekström, it is hard to take out what information should be spread in the 
organisation; often there is so much information, that it is easy to loose some on the way. 

The theory mentions joint commitment as a factor. This is something that is discussed 
variously in all of the projects. Mr. Löfgren talks about creating joint pictures and goals, 
while Mr. Brantsing Karlsson stresses the importance of having equal values and attitudes 
towards what is supposed to be done. In the beginning all these factors need to be 
considered so that all parties in the future can collaborate in a good way. Further Mr. 
Johansson also states the importance of making everybody strive for the same thing and 
create a commitment. It is a difficult task to convince everyone that the change actually can 
do something for them. This is a part of what all three of our interviewed consultants have 
mentioned as one of their top priorities when implementing change. In the theory this is 
stressed as well when Curnow & Reuvid (2003) mentions the importance of preparing people 
for change. Mr. Larsson here stressed the importance of client involvement. He mentions that if 
you have been involved in discussing what the problem might be and what changes that 
need to be done then you have a stronger bond to the process and it will be more likely 
that you support and work for the change. This is something that Mr. Löfgren also states as 
important, you have to listen to many people and involve as many as possible to get the 
best result in the change. Not only do the people in the organisation learn why the change 
should be made now they also improve their BQ which in the future will help make it 
easier to change and adjust to change. And in the project between Balanced Scorecard 
Collaborative AB and Linköping University it was a big issue to first inform and convince 
the professors and teachers there to why the balance scorecard was the best way to 
implement the strategy and why this change had to be made. For them the strong common 
goal of striving towards being a competitive international university made it easier to 
engage in a joint commitment for implementing the new strategy through a change process. 
This can also be viewed in Curnow & Reuvid’s (2003) theory as he mentions the 
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importance of understanding the purpose of change. It is important that the purpose and the 
inclinations to change are agreed upon between the consultant and the client. When it 
comes to Balanced Scorecard Collaborative AB, Mr. Johansson instead uses the model of 
trying to make the client themselves say where they want to go and how they want to do it. 
Then it is up to them to educate and train the client in how this can be done, through using 
their tool the balanced scorecard. This differs a bit from the others’ way of doing it but in 
the end it means the same thing, you agree upon goals and set up a plan for how to reach 
these goals. This is part of what is meant in Curnow & Reuvid’s (2003) theory about 
matching expectations. Both the clients and the consultants in the empirical findings often 
agree upon for example that the consultants want to go much faster forward than the 
clients. This is according to Mr. Larsson depending upon the fact that the environment the 
consultants work in is much easier than the one of the client. It is not the consultants that 
need to change. Because of this it is crucial that the client also feels that the goal and 
purpose of the change is reachable. Otherwise the consultant may have presented goals 
that are too difficult to reach. In the end this might lead failure in sticking to the project 
plan. 

When using consultants it is mentioned by the client that they often want an external view 
to come in and solve a certain problem. The next issue that then comes up in the 
relationship between the two is to identify the problem. Find what the real problem is and 
narrow it down and create a clear plan is something that is very important for Mr. 
Brantsing Karlsson. There is always some kind of pre-study that is made in the project 
according to Mr. Larsson, further he stresses the importance of planning at an early stage 
otherwise it has a negative effect on the project in the end.  

The plan of the project could according to Mr. Brantsing Karlsson, and the other clients 
agree upon it, be better stuck to through the process. He stresses the importance of that 
nothing additional is added to the plan during the ongoing process. If additional 
information and problems pops up, this should be dealt with separately and in the 
management of the project. If added to the project, it will increase in its extent, something 
no clients want but it is unhelpfully pretty common. Stated by the European innovation 
programme (1997) is that the project plan should be flexible so that changes can be done to 
it but only in a way so that its overall objectives change. The authors interpret this as 
something that agrees to the opinions of the respondents. The thing is that nothing that 
makes the project bigger and more complex and time-consuming should be added but of 
course as time goes by, improvements can be done to the plan. In this discussion one 
should also include what is said by the clients about including a clear ending to the project 
already in the plan and stick to it. All the clients interviewed feel this can be done better by 
their respective consultant partners. This is to already in the planning phase inform better 
of how long the project will go on. It is hard for the consultants to do this, but the clients 
feel that they often find more things that need to be changed and that therefore they never 
really see an end of the process. Like described by Mr. Kindgren, he feels that it is often the 
case that the consultants always deliver 90% of the project and then there is always 10% 
left that can be added. The best way to market them selves and sell their service would be 
to include some kind of de-consultation as he calls it. This will be further discussed in the 
coming section about the finalising of the project 

To be able to perform these actions in the beginning of the project it is important for the 
client to make all the information available for the consultant. As Saddler (1998) mentions 
in the theory, it is important in the identification process for the client to inform the 
consultant about the environment which he acts in. It is also as Mr. Brantsing Karlsson 
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says, that the client has an obligation towards the consultant to make it clear what it is they 
are ordering. If this is not clear it will be hard for the consultant to come up with a 
suggestion for how to solve the problem or what strategy should be used for implementing 
change. Here it is important from the consultants’ viewpoint to create a custom made 
solution for the client, of course experience from old projects play a part but there are no 
genius solution that works for everyone as Mr. Larsson puts it. 

All this is a part of agreeing upon the roles in the project. The consultant can take on different 
roles as they approach the clients. What can be seen is that it often changes during the 
project, but also between the different consultants. It is as also stated before important for 
them to stay as an agent and not become an implementer (Cameron & Green, 2004). The 
different roles mentioned in the theory is not all recognised by the consultants themselves 
but we can identify some equalities in how they work that can be linked to the different 
ones. Often one can see evidence of the consultants changing their role as the project 
evolves. Often it is like in the relationship between Balanced Scorecard Collaborative AB 
and Linköping University where the first task for the consultant, as mentioned earlier, is to 
educate the client’s personnel about the ideas and tools on how to implement the changes. 
This is like the teacher-pupil relationship in the theory by Curnow & Reuvid (2003). As the 
process develops it changes to some of the other stereotypes mentioned in the theory. Not 
all of them use the same all the time and in the mind of the authors this is something that 
should be adapted to what is supposed to be done in the specific project and what works 
best in the certain client relationship.  

5.2.2 Identifying the real problem 
Finding the problem is one of the most important success factors in management 
consulting. Mr. Löfgren at Preera AB stated that it is pretty often that managers from client 
companies come to them and say they have a problem but after a while of examining and 
analysis the consultants argue something else is the real problem. In theory this goes back 
to Saddlers (1998) descriptions of different phases of the relationship between the 
consultant and the client. He argues that the problem areas and purposes are something 
that is sorted out in the second phase called the identification phase. Talking to the clients 
and consultants the authors of this thesis got a deeper understanding of the process and 
the importance of it being successful. Preera AB has for example a model for finding the 
problem, they always start with analysing the culture, as do the other consultants as well. 
They sit down with managers on meetings, listen, interpret, analyse and trying to get a 
picture of the strong sides of the culture and what could be done better. This information 
is later crucial for the consultant in order to do a good job and find the problem areas with, 
as Mr. Löfgren puts it, the most leverage. In the case of Preera AB they use the picture 
below to discuss about the drivers of change and what problem areas to deal with. As 
mentioned in the empirical material they have a special reasoning in the way results and 
profits are created in an organisation. The picture below is an extension to that thought 
used when trying to find problems areas in the identification phase of a project. The dotted 
line represents the border between what is tangible, actions and results, and intangible, 
relations and thinking of the co-workers. According to most of our respondents, and 
especially Preera AB who stress the reason to this model, argue that most of today’s leaders 
see problems mainly in the tangible part of the model. Mr. Löfgren argues that the greatest 
leverage is in the intangible area. This discussion goes back to the drivers of change model 
presented in the theoretical framework. Here it says that the drivers of change can be both 
tangible and intangible. The environment, the marketplace requirements for success, 
business imperatives and organisational imperatives are all external and impersonal ones 
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pretty easy to grasp and drivers that most of today’s leaders are familiar with according to 
Anderson (2001). Cultural imperatives, leader and employee behaviour, leader and 
employee mindset are relatively new ones which can be harder to spot as they are personal 
and intangible. Mr. Löfgren argues in this matter that one can say that the intangible ones 
mentioned are depending on the culture and the tangible ones are depending on the 
structure. This view is also shared by Anderson (2001) who states that the leader and 
employee mindset is usually the hardest thing to change but a crucial ingredient when 
creating an organisation with the capacity to transform. 

 

Figure 5-1 Finding the problem 

5.2.3 The importance of information and commitment 
The Preera AB theory of change has been explained as something built upon a notion of 
creating joint pictures. This is an important piece according to all respondents and it also 
refers back to the theory by the European innovation programme (1995) on joint 
commitment and the importance of information. They argue that conflicts of intangible 
nature are a major reason for failure. This discussion also falls back on the importance of 
information, where it in theory is important to gain this joint commitment, that all the 
people in the organisation know about the whole problem and why the change process is 
started in the first place. Mrs. Ekström at Länsförsäkringar Stockholm AB argued that she 
thought this was one of the hardest things to do in the initial state of the project. In the 
beginning as everybody is so eager to get information and there are a lot of rumours it can 
be hard to break through with the true and important information. As also mentioned in 
the theory, rumours are something that should be avoided to the greatest possible extent. 

In the problematic area of information and its way of distribution down through the 
company there are three things important to consider. The first one is how many people to 
inform. The second one is to what extent the consultant just teaches them what need to be 
known instead of making them discuss the important issues. The third is the way the 
consultant teaches them. All the people in the client company in one room would make a 
good environment for a one-way presentation of facts and strategies, many people would 
be informed in a good sense as long as they remembered what was being said and reflected 
upon it themselves. It is far too common though, that people see those presentations solely 
as a couple of hours off duty and do not really listen. What therefore has to be done is to 
have a discussion about things to involve everybody. This is where the true change agent 
has his or her place. An expert would in this case use the first strategy, to just present what 
goals and strategies he or she has come up with. To create constant change though, it is 
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important to involve people. The next question brought up, is how many can be invited for 
discussion. As Mr Löfgren mentions, from his and Preera AB’s experience they can gather 
about 100 people in the same room with a very satisfying result. But this of course depends 
on what methods are being used and what the culture in the client organisation looks like. 
Sometimes maybe the process has to be slower and only 40-50 people invited at the same 
time. It depends also of course on the nature of the project.  

In the case of Länsförsäkringar Stockholm AB for example, it was a very big project which 
at the end of the day actually involved almost the whole company. Also Mrs. Ekström at 
Länsförsäkringar Stockholm AB agreed on that these meetings were very rewarding and 
that she wanted to have maybe two more rounds of them to gain more support for the 
change action in the organisation. One can think about that maybe, with their resources, it 
would have been better to have another meeting two or three months later to further 
discuss the process and gain more support for it. In that case the meetings maybe would 
have to be done only with 50 people each time. 

Another key to success when it comes to information is according to Preera AB that the 
right people in the company are connected to the management of the project. These 
internal coordinators of the project should preferably be able to easily travel within the 
company, knowing a lot of people and knowing the organisation itself. Mr. Brantsing 
Karlsson at Akademiska Hus AB agrees upon that. He also adds that creating commitment 
for change is a matter of finding the right reasons for change for each of the co-workers in 
the company. Information is interpreted differently between people and some might see to 
increase the result as a good reason for change and some may want new infrastructure in 
the firm for a different reason, for example, it all depends on their specific preferences. 
Therefore you have to find different arguments depending on who you are talking to and 
therefore it is crucial that the people in the company take this contact and not the 
consultants, because they do not know what arguments to use. 

On the question on how many to include in the meetings one also have to include the third 
question on how to teach and create joint commitment, because if you are to create joint 
commitment, according to all the respondents in this study, you have to make people 
discuss and people can not discuss with 200 other people at the same time, then all of them 
will not be committed. Instead the goal with these sessions must be to include everybody in 
the discussions and ask them questions on how to reach the goals of the process. Doing 
this, management can sort out who can be helpful in the projects and all the co-workers 
feel important in the process. It also applies to and strengthen what Mrs. Ekström 
recommended in order to create commitment, namely that management should ask 
questions to the co-workers working closest to the department or area being changed about 
what they perceive as the best strategy for change and how they want things to be sorted 
out. When doing this they get to feel that they are part of change but also that management 
can go back to these answers later on in the process to show what majority wanted. 
Another aspect to consider in this discussion is what Mr. Löfgren said about his theory of 
the long-short way of changing and the short-long way. The long-short way is mainly making all 
affected co-workers take part in the change process which makes the first part of the 
process long but the implementation short and hopefully pretty easy. The short-long way is 
to make the decisions fast and hierarchically which leads to a long and problematic 
implementation where you have to teach uninspired co-workers what to do.  

The problem in this discussion though, is that there are clear restricted drawbacks of 
involving too much. He argues that it takes a lot of guts from management to take the 
long-short way, because there is always a risk that the people will get a lot to say in the 
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start-up discussion and that they think in the opposite way of the management. To invite 
them for discussion and negotiation is something some leaders fear. As mentioned, all 
respondents are though united in that change is the best when it is initiated by the whole 
company. The same goes for the Balanced Scorecard Collaborative AB and their projects. 
Mr. Johansson argues that they have never made a balanced scorecard for any customer. 
They just teach them about change using the balanced scorecard and then the company 
itself builds one. After that they implement the strategy together. 

This whole discussion about making the client prepare for change and help them change 
instead of making them change also fit with the theory of business intelligence. A lot of 
what the respondents say is the consultants work has a lot in common with the business 
intelligence. One might say that the consultants try to improve their customer’s business 
intelligence. Business intelligence includes things like thinking ahead strategically, listening 
to and anticipating customers’ demands, planning to meet customers’ demands and taking 
opportunities to improve the organisations. All these affect the ability to change positively. 

After having first recognised the problem, and then informed all the needed people about 
the problem and inspired them about the project and what problems that need to be solved 
the actual resolution of the problem starts, in this phase, called the delivery phase or the 
resolution it is according to theory time to train and coach the people in the organisation to 
make them informed on how to work in the new environment and to provide the 
appropriate training on new system etc. 

Argued by Mrs. Ekström another clear success factor in the change process is to involve 
the managers in the different levels of the company as much as possible. These are of 
course the ones who have to be completely convinced that the project is good for the 
company. In theory, which was mentioned above, Anderson (2001) agrees on this as he 
says that transforming leader behaviour and mindset is important but the authors feel a 
certain anxiety that in today’s change theory there is such a focus on the co-workers at the 
production line that the middle managers might get forgotten and not given enough 
attention when creating joint commitment, Mrs. Ekström agrees on this by stating that this 
could have been the case in her project. She means that in her project, top management of 
course was involved and encouraged because they were the once who order requested help 
from the consultant, the workers at the company were involved because they are the ones 
closest to change, but the middle managers in between these were left out and forgotten 
sometimes which made it hard to create a good changing environment. 

5.2.4 Closing the relationship 
What seems to be a big issue for both the client and the consultant is the end phase which 
in Curnow & Reuvid (2003) is called the resolution phase. Here there is a problem for the 
consultant to let go and hand over the remaining part of the change process to the clients’ 
organisation. As stated by Mr. Larsson this is a hard thing often they mean well by not 
letting go they want to leave the project as a success. This is though not always the issue 
and Mr. Larsson also told us that in the planning phase this could be used by some 
consultancy firms as a way of promoting and selling their service. This was done through 
presenting deadlines which prove not to be possible to reach. From the clients perspective 
instead it is an issue about costs and being able to plan their time and also stay within 
budget, this is an issue because as said by Mr. Johansson many of these services are very 
expensive. To have a clearly defined end of the project is also something that both Mr. 
Löfgren and Mrs. Ekström agrees upon, Mr. Löfgren agrees upon the fact that this is 
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something that should be included already in the planning stage so that the project do not 
go on longer than needed and Mrs. Ekström feels that it is important for them to know 
when the project ends. From this one can see that in order to have satisfied customers it is 
important to fulfil the wishes of finishing in time, of course there has to be with a 
satisfactory result as well. The consultants that can provide a good service within the 
decided time period have a big advantage and can hopefully retain their customers. As 
stated in the theory by Saddler (1998) this is a chance for the creation and preparation for 
further collaboration and networking. Regarding the issue of discussing the ending the 
project already in the planning phase, discussing a time for finalising the project and for the 
consultant to withdraw Mr. Kindgren has, as mentioned earlier a suggestion of a de-
consultation phase. If this is done in the planning phase then the authors believe that it will 
be easier to end the project in time and also put higher pressure on both parties to perform 
well during the change process. This is also linked to the process of educating the people in 
the organisation to overtake the change process and see to it that the changes that are made 
are considered and followed even after the consultants have left the project in the hands of 
the client. This is something that according to Mr. Kindgren should be considered by the 
consultants in the de-consultation phase, to create a good foundation from where the client 
can easily continue to improve its organisation and adjust to the changes. 

In the end of the relationship the question about evaluating the project also surface. How 
this is done differs between the respondents. Something that is agreed upon by the 
consultants is that they feel that it is more important to evaluate the project as it goes on. 
According to Mr. Larsson it is more important since it can give the clients an idea of how it 
is going and also it gives the possibility to adjust and change thing on the way so that both 
parties now that they are on the right path. In Ekan AB’s case these are also used as a 
promotion tool that can be shown to possible clients who can see what they have done 
earlier and in what way their previous change projects have been carried out. 
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6 Conclusion 
The purpose of this thesis was to describe and broaden the understanding of the 
management consultant in its role as a change agent and identify problems in and around 
the change process. It further aims to finding examples of problems and success factors in 
order to improve change management. For this thesis the authors therefore have met and 
interviewed people who have taken active part in change projects. 

Firstly, the authors feel it is important to underline the need for change in today’s business 
environment. The fast changing conditions out there make it an absolute necessity to cope 
with change in the best possible way. If this is not done it is probable that the organisation 
will not be able to survive. It is important to stress that the organisation needs to be taught 
how to manage change themselves after the project, without the involvement of 
consultants. This since these services are very time consuming and often expensive. Further 
this puts pressure on the consultant to educate the organisation well in order to increase its 
ability to change, to be a change agent, not an implementer of change. Regarding this the following 
section will present what the authors conclude as the most important factors in order to 
implement successful change in organisations, change that lead to a flexible and 
transformational organisation. 

The issue of joint commitment is something that can be considered as one of these factors in 
managing change. When implementing change all of our respondents have mentioned this 
as being one of the most important issues. Already in the start up phase it is important to 
start working for an engagement in the project. The involvement of the managers closest to 
the change is the first relation that needs to be emphasised by the consultant. Often the top 
management decides to involve consultants in the change process. Therefore they are more 
or less involved in the project from the beginning. A strong reason for failure in 
implementing change is when the leaders do not follow the chosen path, this behaviour 
makes it more difficult to involve and convince the people in the organisation that the 
change is of importance for their business. The entire organisation needs to agree upon the 
fact that changes need to be done. An important task is then to be able to inform everyone 
what the change will bring for the organisation and even more important why it is good for 
them personally. This is the first step of creating the involvement that will make the change 
possible.  

To involve as many people as possible and involve them at an early stage is important when 
making them aware of the changes that is supposed to be carried out. An important aspect 
of the involvement is to make them be a part of taking decisions. If this is done it is more 
probable for them to agree upon the way it will be done. The commitment for something 
that one has been a part of deciding is often stronger than if one is just told what has to be 
done. Another important issue is to involve the people in finding the problem themselves, 
without knowing it from the beginning. This creates a better awareness and understanding 
of the situation they are in. This study tells us though, that there has to be a certain 
adjustment and balance to how many people you involve in the project, there are 
drawbacks with involving too many people at once. 

Throughout the whole study the authors have seen much evidence from the clients that 
there is a strong wish for having a more pre-determined end of the change projects. It is 
often a problem for the clients that the consultants want to add process or changes so that 
the project just goes on and on. To create retaining clients for the consultant and trust in 
the consultant from the clients view this is something that needs to be discussed early in 
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the project and realised in the end. A so called de-consultation phase is strongly advised to be a 
part already in the planning of the project. 

Finding the real problem is another factor that has been brought up and reflected upon by 
many of the respondents. This obvious success determinant is something that has been a 
problem because people often tend to misjudge where results in an organisation actually 
come from. Build upon the notion of most of the respondents the authors conclude that it 
is more probable to get a high leverage effect when making successful changes in the 
intangible cultural part of the client company than then tangible structural areas. Simply 
because up until now, we have been good at making structural changes in for example 
routines, procedures and IT-systems, but we have still a lot to learn when it comes to 
culture, mental models tradition in a company. 

Not forgetting to involve managers in different levels in the company is also something 
important, they are the once who should make change live on after the exit of the 
consultant and therefore they have to be involved and encouraged. 

6.1 Discussion 
Firstly, the authors want to underline that it was not as hard to find respondents as one 
might suppose. Respondents were very helpful and in general felt a certain responsibility 
towards the researchers to try to contribute with what they know. One could expect that 
they would be so reluctant to give out success factors and ways in which they solved 
common problems in the industry, that they did not want to take part in the study. This 
was not the case. 

Some of the results have been expected and some of them were not. From the start the 
authors wanted to write within the area of management consultancy and all though it took 
a while to find focus, the authors are happy with the result. As will be discussed below 
there are some weaknesses in the study but also some issues that has been good and had a 
positive impact on the result. The authors’ interest in the industry has not changed during 
the study. Instead the meetings with both the consultants and the clients have added to the 
authors’ interest for the environment they are in. It is an industry that changes rapidly and 
the fact that not many working days look the same is appealing. Hopefully this paper has 
helped to create a better understanding for the consultant as a change agent and his/her 
impact on change processes. It is an area which in the eyes of the authors can and will be 
researched further and we will bring some ideas for further research in the end of this 
section. 

6.1.1 Criticism on the study 
Conducting a study of this kind, where the purpose is to try to make some processes better 
through finding success factors and common problems, it is hard to avoid a situation 
where it is hard to know if the respondents are telling the whole truth without withholding 
anything. Respondents are in general reluctant to share their problems. In this particular 
case, management consultants would be reluctant to name problems in their processes 
when managing change. That is why respondents from the other perspective, the clients, 
were included in this study. After having conducted the interviews the authors found that 
the answers given and the examples of problems and success factors were agreed upon by 
both sides to a great extent. What might have been an even better method though, is to 
skim a certain project for a longer time, more like a case study, making ones own notes and 
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not having to be dependent on the answers from subjective respondents. On the other 
hand though, this kind of study would also be hard to do with complete objectivity as well. 
And it is really hard to find respondents who are enjoying this kind of co-operation. The 
authors in this matter feel that they have got satisfying results. 

Even though there are some problems and issues that could have been done differently the 
authors are happy with what has been the outcome of the study. The interviews in 
particular have been very rewarding not only for the paper but also for the authors own 
personal development. The respondents have been very helpful and added a lot of 
knowledge for both the authors themselves and also hopefully for the readers of this thesis. 

Another factor that goes with the discussion above is that the clients in the study were 
agreed upon by the consultancy firms which might mean that they could indirectly affect 
the results.  

Another problem might have been the order in which the interviews were made. A good 
thing might have been to do the interviews with the clients first, to get a bunch of problem 
to later discuss with the consultants. It could have led to a more extensive discussion 
focused on problems and success factors delivered by the clients. On the other hand 
though, the focus in the thesis is upon the management consultant and the background on 
the industry and business that came with the consultancies was invaluable when discussing 
with the clients. 

There are some theoretical parts that are mentioned in the framework which has not been 
used in the analysis, this in some cases is not fully satisfying. The authors have discussed 
this issue and felt that in order to make it easier to understand the concept of management 
consulting this was valuable information that could not be left out. 

6.1.2 Further research 
Ideas on further research within the field is for example what is mentioned above, if there 
is time it would be very interesting to browse a certain project and make own observations 
on the relationship and problems in it. This would probably be a more extensive study than 
this one and could take a lot of effort, resources and time to make reliable. This would be 
good because you are in that case not dependent on the actors own thought’s on different 
issues but can yourself make the examination. 

Another interesting issue is one that could have been given more time and room in this 
study, namely the one of finding the actual problem in a company and why it is clearly so 
that people in the organisation often do not see the actual problem. The phase of problem 
identification in the beginning of the project should be more scrutinised. 
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Interview guide in Swedish 
Processen 

1. Hur ser ni på konsultarbetet? 
2. Vilka är de viktigaste framgångsfaktorerna? 
3. Vilka verktyg/strategier använder ni er av? (Six Sigma, BPR, TQM etc.) 
4. Hur ser en typisk konsultprocess ut? (Liknande den i teorin orientation, 

identification, exploration, resolution?) Hur skiljer den sig från det exemplet? 
 

Kundrelationer 

1. Hur jobbar ni med att informera om varför förändringarna är nödvändiga? Sköter 
ni det eller kundorganisationen? 

2. Hur skapar ni engagemang för förändringen i kundorganisationen? 
3. Hur sker utbildningen som krävs av dem som senare kommer att arbeta i 

organisationen efter förändringen? 
4. Sker kontinuerliga möten med projektledare som i sin tur har kontakt med övrig 

personal eller direkt från er utan mellanhänderna? 
5. Vilka faktorer ser ni som saktar ner förändringen? 
6. Sätter ni upp delmål i projekten för att skapa en mer konkret målbild? (Ändrar ni 

detaljer först eller hela organisationen?) 
7. Hur gör ni för att komma runt klientens krafter som motverkar förändring? 

(Kultur, traditioner etc.) Tar ni upp det i en öppen debatt?  
8. Utvärderar ni arbetet med kunden när det är färdigt? 
9. Om så är fallet vad gör ni med den informationen? 
10. Hur gör ni för att förbättra change management? 
11. Vilka problem ser ni som vanligast i processen? 
12. När uppkommer problemen? 
13. Hur gör ni för att förutspå problemen? 
14. Vad tror ni är den största utmaningen i change management? 
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Interview guide in English 
The Process 

1. What is your general notion of consultancy work? 
2. What are the most important success factors? 
3. Which ones of the most common tools are you using? (Six Sigma, BPR, TQM 

etc.) 
4. What does a typical process look like? (Like the one in the theory about 

orientation, identification, exploration, resolution?) 
 

Customer relations 

1. How do you work in order to distribute the information on why the change is 
needed down the client organisation? 

2. How you create commitment for change? 
3. How do you educate people to prepare them for life after the change is 

finished? 
4. Do you work with continuous meetings with an internal project leader on the 

client company or do you distribute information yourselves? 
5. What factors most generally slow down change? 
6. Did you use intermediate goals? 
7. How did you work to get around forces in the culture, traditions etc. that slow 

down change? 
8. How did you review the work during the project and after? 
9. What do you do with that information? 
10. What problems did you encounter in the process? 
11. What problems are generally the most common? When do they appear? 
12. What do you see as the biggest challenges in change management? 
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