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Abstract 

Within the business market today competition is tough, not even the strongest are able to 

survive if their resources are not managed the right way and their knowledge is up to date. 

In order to stay competitive, all businesses are required to implement on going and trans-

formational changes. One could just look at the banking industry and how it has changed 

significantly over the last couple of years. The external world changes and so must or-

ganisations. Due to the technological revolution it has been necessary for the banks to 

follow in order to please the customers’ needs and their new requirements. 

Previous research shows that majority of organisational changes are not considered suc-

cessful and fail to meet their objectives. To sustain competitive advantage and adapt to 

the changing environment, competent management is a valuable source. The middle man-

agers role during organisational changes has been highly observed and results show that 

they play a vital role during the process. The purpose with this thesis is therefore to ex-

pand the truth about the actual implementation process. Focus is put on the middle man-

agers within retail banking and how they operate in comparison to previous research. The 

research has been conducted through a case study on one of the Swedish larger banks and 

its journey of implementing change. Qualitative interviews were held with five middle 

managers and two employees to each respectively. To provide the management field with 

additional understanding, the research was performed through in-depth interviews which 

were analyzed and compared with each other. 

In this thesis, a model has been developed which illustrates the most important aspects a 

middle manager has to consider when implementing change. The model has been created 

based on information within previous research and aims to provide middle managers with 

guidance that leads to a successful implementation. It addresses three different areas that 

affect the success, which further can be broken down into more specific activities. All 

three areas are found to be linked to each other and are therefore considered equally im-

portant. Concluding, throughout this research, we have found that middle managers 

within retail banking does operate according to previous research when implementing 

change and that few  differences can be seen. What has been found however, is that more 

knowledge within  managing  employees emotions is needed in order to implement 

change successfully Their position should have less administration work and mainly be 

about acting as a team coach to the office.   
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1 Introduction 

Within this first section, the background of the subject for the thesis is introduced. It will 

be followed by a detailed clarification of the problem which culminates into a purpose 

and a set of research questions. Furthermore, in order to provide a better understanding 

of the research conducted, limitations made and definitions used will be presented. 

 Background  

It is said that Charles Darwin, who several years ago studied biological species, came to 

the conclusion that “It is not the strongest species that survives, nor the most intelligent, 

it is the once most adaptable to change” (Darwin, 1859) Whoever spoke those words and 

for what reason is irrelevant, he or she could just as well been talking about organisations 

instead of species. Darwin’s logic applies well in todays’ markets, where organisations 

needs to implement ongoing and transformational changes in order to stay competitive 

(Cohen, 1999). According to Di Vanna (2008) the process of adaption is the key factor 

that separates the leaders in the financial service industry with those who will fall under 

competitive pressures. 

Looking back a couple of years from now, one can see that a lot has changed within the 

bank sector and especially within the area of retail banking. The internet and ongoing IT 

development of the telecommunication has made it possible for bank customers to use 

the services provided by the banks in multiple ways. This is adding new pressure on the 

banks which now has to satisfy the customers’ new requirements in order to meet them 

on the platforms they are using. The banks need to change their way of thinking and 

operating in order to be able to compete in the market.   

Nowadays, one can request information and carry out most retail banking services such 

as balance reporting, interaccount transfers, and bill-payment without leaving home 

(Aladwani, 2001). It is therefore crucial that organisations make sure that its culture, work 

environment and processes are updated with the constantly changing requirements of its 

customers and competitors (Michael Stanleigh, 2013). An organisations’ ability to adapt 

to change such as evolving regulations, consumer attitudes, economic and demographic 

trends determines its long-term viability (DiVanna, 2008). 
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Connecting Darwin’s statement to what has been mentioned above, it is clear that an or-

ganisation may have all the knowledge and resources available to be the strongest in the 

market field. However, if no adaption to the external environment is made, one will not 

survive. It could therefore be assumed that the long term success of a bank is determined 

by its ability to manage organisational change effectively. According to Gilley, Mcmillan 

and Gilley (2009) competent management is perceived as a source of sustainable com-

petitive advantage in changing organisations. From what has been stated above, one prob-

ably wonders what can be considered as a successful change implementation and if the 

implementations within the bank sector today are handled effectively. 

By looking at previous research one can see that managing change in larger organisations 

does not come easy. According to Worley and Mohrman (2014) a total of 70% of larger 

change efforts fail to meet their objectives. This is also supported by Ford and Ford (2009) 

who says that over half of all organisational changes tend to fail mainly due to resistance. 

Kotter and Schlesinger (2008) strengthens this by stating that only some organisational 

changes are considered as entirely successful. They claim that more than few are not even 

willing to initiate change because managers has a fear or lack of knowledge in how to 

lead change successfully. 

The role of middle managers during organisational change has been highly observed over 

the last couple of years and there is no doubts that most agrees on the fact that they play 

a vital role during the change process (Hope, 2010), (Balogun, 2010). Some describes the 

shift of managers’ role as a response to the environmental turbulence, where organisations 

are moving away from integrated hierarchical structures to more modular forms (Schil-

ling & Steensma, 2001). While other states that the traditional authoritarian, command 

and control style has gone to a more open, participative management style (Graetz, 2000).  

Caldwell (2003) does however go deeper than that in relation to change where he points 

out that nowadays the managers traditional responsibility to with a legitimate authority 

direct the activities of one or more subordinates, they are now perceived as change agents. 

Meaning that, they work as facilitators and should encourage commitment and empower 

employees to be receptive to change. Ionescu, Meru and Dragomiroiu (2014) adds to this 

by saying that a managers’ task throughout the change process is not only to work as a 

supporter but also as a communicator and a trainer.  
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 Specification of the Problem  

When organisations take the initiative to make strategic changes, the decision is most 

often taken by the top management team. However, from what has been stated above, the 

responsibility to implement the desired decisions successfully lies in the hands of the 

middle manager. According to Ionescu, Meru and Dragomiroiu (2014) it is the middle 

manager who gives authority and credibility to the successful implementation of change. 

However the question is, how the implementation of change within retail banking is han-

dled in practise?  

Since the middle manager is responsible for delivering orders from the top management 

team, they are required to go through with changes despite their own point of view. A 

middle manager must in turn support and motivate the staff during change, create a pic-

ture of the future and make meaning of the change, this often while facing resistance 

(Ionescu, Meru & Dragomiroiu, 2014). Therefore, a middle manager can be viewed as 

“stuck in the middle”. Since they during the change process are both objects and change 

agents at the same time, this creates a complex dilemma (Newell and Dopson, 1996). 

Many researchers talk about resistance within the lowest level of the organisational struc-

ture, but what is often foreseen is the possibility of resistance arising in the middle section 

as well. According to Ford (2008) no consideration is given to the possibility that re-

sistance actually may be an interpretation assigned by the middle managers to the behav-

iour and communications of the employees, or that these are either self-serving or self-

fulfilling. Nor that it might be their own actions and inactions feeding their own igno-

rance, incompetence or mismanagement. Despite the feelings of the middle manager, the 

change must be implemented with satisfying results. 

The struggle within retail banking when it comes to change can be seen when concerning 

the customer services. If change is not successfully implemented, it is the customers 

whom will suffer. When talking about financial services banks are supposed to be trust-

worthy and deliver the best options for its customers. If the employees of the bank suffers 

because of bad change implementation this can in turn, when thinking about the worst 

case scenario, effect the customers and the society negatively. That is why the implemen-

tation process can be considered as vital within retail banking.  
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 Purpose  

Since the middle managers vital role during change implementation has been highly up-

lifted within previous research this thesis aim is to expand the truth about the actual im-

plementation process. The purpose of this thesis is to investigate if middle managers 

within retail banking in practise is operating according previous research within change 

management, when implementing change. The change considered is a large-scale organ-

isational change where the decision was taken by the top managers but implemented at 

lower levels. The big change implied different effects on the offices investigated, some 

had to close down while others were less effected. Focus will however be put on the 

struggle of office managers when implementing this change taking the perspective of 

middle managers and their employees.  

 Research Questions  

To fulfil the purpose, following four in-depth research questions have been developed. 

The intention is to answer the research questions throughout the thesis and to draw con-

clusions helpful for further research within the subject matter. 

 How does middle managers within retail banking act when implementing change or-

dered from the top? 

 What differences can be seen when comparing the model developed from previous 

research with the practical implementation? 

 What common factors are seen among middle managers within retail banking when 

implementing change? 

 How does middle managers within retail banking handle and overcome resistance? 

 Perspective  

To be able to answer the research questions and also follow the purpose of this thesis, it 

was necessary to investigate how middle managers handle change towards their employ-

ees. In order to do this, the thesis has been conducted taking the perspective of the middle 

managers. However, by only taking the perspective of the middle managers into account 

the results gained could have been misleading. Therefore, also the perspective of employ-

ees has been considered, but not to the same extent as the perspective of the middle man-

agers. This method gives a more reliable view of the implementation and actions of the 

middle manager and leads to a conclusion used for further research. 
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 Delimitation  

It is very important when writing a thesis to make clear delimitations in order to not cover 

too many areas and subjects, (Ejvegård, 2002). In order to gain information with a clear 

connection to the purpose and research questions of this thesis, some delimitations had to 

be made. This also since delimitations make the research process manageable.    

This study is grounded on one bank and has throughout the thesis been anonymous since 

the name of the bank has not been of relevance to the study. When conducting interviews 

with middle managers and employees other names have be given them in order to keep 

their integrity and also since this keeps their thoughts unknown to their colleagues and 

managers. Also, ethical considerations will be taken.     

The gathered material has been geographically restricted since the interviews only was 

made within the area of Stockholm county. This since the offices in this region is thought 

have a closer relationship to the higher divisions and in turn experience higher pressure 

of fast change. Also, new employments and relocations of middle managers have been 

high do to the organisational changes within this area and was therefore considered to be 

of relevance to the study.      

The study has been made within the division of retail banking and has been built on mid-

dle managers as well as their employees’ experiences during organisational change. It 

does however put focus on the struggle of the middle managers. Within the thesis a gen-

eral interpretation of change has been taken and the research is therefore of relevance to 

most types of larger changes made within retail banking. Comparisons can also be drawn 

to other types of organisations however this thesis only refer to retail banking in order to 

limit the research not to concern organisations that may differ from the results of the 

study. 

When talking about retail banking, there are many levels of middle managers within the 

division. This thesis have been focusing on the lowest level of managers operating as 

office managers in the area of personal services. The area of personal services includes 

both offices with a daily direct contact with the customers and offices containing personal 

bankers that help customers at booked occasions. The office managers have in this thesis 

been referred to as middle managers in order to not confuse the expressions in the theo-

retical framework with the empirical results gained from the research conducted.  
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 Definitions  

Mintzberg (1980) has within the field of management introduced a theory that describes 

the five basic parts of an organisational structure; the operating core, the strategic apex, 

the middle line, the techno structure and the support staff.  According to this model, fol-

lowing definitions of middle managers and employees have been stated. 

 Top Managers - Forms the strategic apex and are to be found at the very top of the 

organisational structure (Mintzberg, 1980). They develop the organisational vision, 

mission, and strategic long-term plans and corporate wide change initiatives (Gilley, 

McMillan and Gille, 2009). 

 Middle Managers – People sitting in the middle line, it is called so due to the fact 

that they sit in a direct line of formal authority between the top managers and oper-

ating core (Mintzberg, 1980). 

 Employees – Are included in the operating core where they themselves produce the 

organisations products and services (Mintzberg, 1980). 

It is also necessary to point out words constantly being used throughout the thesis in order 

to gain a deeper understanding about the content:  

 Change Management – Moran and Brightman (2001 p.111) defines change man-

agement as “the process of continually renewing an organisation’s direction, struc-

ture, and capabilities to serve the ever-changing needs of external and internal cus-

tomers”. 

 Strategic Change - Nadler, A., D. and Tushman, L., M. (1990) talks about one type 

of change concerning major changes impacting the organisation as a whole called 

strategically changes. This types of changes occurs if it has an impact on the whole 

organisational system.  

 Retail Banking – A retail bank is described as a place people turn to for solutions to 

monetary dilemmas (Di Vanna, 2004). At a retail bank one is offered integrated so-

lutions that support the individual lifestyle and monetary responsibilities. There are 

mainly three primary reasons for why individuals use retail banks; to make payments, 

save for the future and insure themselves against life vicissitudes (Di Vanna, 2004).  
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 Contribution  

The thesis contributes to previously existing knowledge in the field of change manage-

ment and increases awareness about middle managers struggle of being in the middle of 

the organisational structure during the change process. Furthermore, it shows the im-

portance of middle managers participation and their impact for a successful change. 

According to Worley and Mohrman (2014), organisations continue to use traditional ways 

when approaching change. Due to the leap in complexity, connectivity, interdependency 

and speed, a radically different environment has been created and thus requires new ap-

proaches to change. Traditional change models are therefore not sufficient to use when 

guiding changes today (Worley and Mohrman, 2014).   

As seen later on in the theoretical framework, previous research have been made within 

the field of change management and leadership. However, most research has been con-

ducted on organisational leaders and do not concern the position of middle managers. 

Connections can be seen between the two positions but since the middle manager is also 

handling pressure from top management theories within leadership and change cannot 

fully be applied on middle managers.  

Since, organisations are becoming increasingly complex, the middle managers role as 

change agents and their importance will continue to increase (Balogun & Johnson, 2004). 

Therefore, it is essential to extend current research on the strategic importance of middle 

managers towards a better understanding of how middle managers implements organisa-

tional change. 

What is considered in this thesis is the field of retail banking in order to delimitate the 

research. Since retail banking have a large impact on society and most people are depend-

ent upon banks, this field is of much interest. This thesis aims to deliver reliable 

knowledge concerning practical implementation of change within one of the larger banks 

in the northern countries. The research can later be contributing to further research within 

the area of change management among middle managers within banking and other busi-

nesses as well. This thesis can also be used when comparing the actions of middle man-

agers among different types of organisations giving the view of retail banking.  
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 Disposition 

This section displays the outline of the thesis. 

 Chapter 1- Introduction  

The first chapter of the thesis begins with an overall introduction to the chosen subject. It 

includes a presentation of the background, problem and purpose. It also covers the studies 

perspective, definitions and contribution.  

 Chapter 2 - Theoretical background  

The second chapter is based on previous research of the chosen subject. It consists of the 

theoretical framework which is used to analyse the findings gained from the study.  

 Chapter 3 - Research methods 

Within the third chapter the research method is declared, here information is provided 

concerning the conduct of the research. 

 Chapter 4 - Findings 

In the fourth chapter a presentation of the conducted research is stated and is based on the 

interviews made with middle managers and employees within the case study.  

 Chapter 5 - Analysis 

In chapter five a presentation of the underlying theory created from the findings is pre-

sented, this with a comparison of the theoretical background.  

 Chapter 6 - Conclusion 

Chapter six presents the final conclusion of the research. 

 Chapter 7 - Discussion 

Within chapter seven a discussion is made of the most relevant and important aspects 

within the study. In this section limitations and research questions are also presented. 

 Chapter 8 - Appendix 

Within the last chapter one is able to find the attached appendixes. 
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2 Theoretical Framework  

This section presents a theoretical overview that have been applied on the gathered em-

pirical data and also consequently has a bearing in the analysis and discussion. The the-

oretical background begins with a short presentation of previous research within the sub-

ject matter and is followed by an in-depth description of the complex position that middle 

managers are put in during an organisational change.  Thereafter, the reader is provided 

with different theories and processes which can be used as tools in order for middle man-

agers to implement change successfully. Moreover, different approaches and actions in 

order to reduce resistance are brought up. Finally, the whole theoretical section is 

summed in a constructed model together with a description of how it has been applied on 

the gathered empirical data. 

 Dual Role as a Middle Manager  

Middle managers are positioned in the centre of the organisation where they are respon-

sible to implement changes ordered form the top management and ensure that the em-

ployees fulfil their roles (Harding, Lee & Ford, 2014)(Gilley & McMillan, 2009). In a 

changing business environment middle managers are required to take on a leadership role, 

which implies to motivate and lead the employees (Sethi, 1999).      

The middle managers balance the role of being a leader and simultaneously the role of 

being a follower which can be involved as a role of conflict (Han, Wang & Dong, 2014). 

The conflicts of roles experienced by middle managers refers to “a state of mind or ex-

periences or perception of the role incumbent arising out of the simultaneous occurrence 

of two or more role expectations such that compliance with one would make compliance 

with the other(s) more difficult or even impossible” (Pandey & Kumar, 1997, p.191).  

Role conflicts can consequently imped the achievements of goals (Han, Wang & Dong, 

2014). The work of middle managers are often described as dilemmas where the search 

for balance between incompatible principles and interests (Franzén, 2004). The middle 

manager needs to be able to master communication crossing from all directions in order 

to manage the organisation and the situations successfully (Franzén, 2004).  
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The middle managers can be seen as both being controlled and acting controlling employ-

ees but also as resisted and resisters (Harding, Lee & Ford, 2014). The difficulties within 

this position has received limited academic attention since focus often is put on either the 

role of leadership or the role of followership (Geer, 2014). This make a gap within the 

literature to emerge when considering the simultaneous role of being both follower and 

leader (Geer, 2014). There is according to Soltani & Wilkinson (2010), little information 

regarding the nature of middle managers and their responses and actions in the process of 

change. This even though middle managers are viewed as playing the key role in effective 

and successful implementation of change.      

Having this dual role of explicit and implicit challenges may lead to stress and other psy-

chical reactions (Geer, 2014). Middle managers feel pressure from above and below when 

a change is introduced. However, there are no definite conclusions drawn with regard to 

how middle managers might act or handle such a context (Soltani & Wilkinson, 2010). 

What is found by Soltani & Wilkinson (2010), is that top managers only take part and 

gets involved when the impact of middle managers action is effecting top management 

negatively and damage their status. While middle managers supports top manager when 

implementing change they have seldom a voice in proactively affecting the decision pro-

cess.   

Middle managers today are working under new assumptions and are becoming considered 

to be a valuable resource when it comes to development (Franzén, 2004). This compared 

to the previous assumptions about the middle manager only working as a bridge builder 

and communication tool for top management (Solomon, 2002). The middle managers are 

playing a new game with a new set of rules and is also given new purposes and directions 

(Thomas & Linstead, 2002). Broader responsibility it put on the middle managers and is 

now expected to not only act as managers but as leaders, listeners and coaches at the same 

time (Engel, 1997).     

There are much literature that is replete with perspectives and theories of what middle 

managers should do and the skills needed in order to manage the position of being in the 

middle receiving and deploying strategic plans (Harding, Lee & Ford, 2014). Although, 

much still remains unknown about the strategic roles of middle managers (Harding, Lee 

& Ford, 2014). Presumptions of what they should do is stated but there is an absence of 

documentation influencing how middle managers actually work (Balogun, 2006).   
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 The Way to Successful Change  

Having the position in the middle as a leader during an organisational change can be 

viewed as a powerful source. Since the leader has a view both upwards and downwards, 

the position is therefore considered as a strategic place which can have a positive contri-

bution to the success. (Farrell, 2014). According to previous research, a survey made 

shows that approximately 74% of the respondents considers their leaders to never, rarely 

or sometimes manages to effectively implement change (Gilley, 2009). One must how-

ever bear in mind that success can be viewed differently depending on the context and 

who you ask and therefore these numbers must be taken with consideration.  

According to Strassman (1985, p.100) “You cannot measure what is not defined. You also 

cannot tell whether you have improved something, if you have not measured its perfor-

mance”. Therefore, a definition of successful change is developed before continuing to 

describe the different techniques and ways on how to implement change successfully. By 

defining success it will provide the possibility to identify the factors of success, it also 

gives a broader picture of what is considered to be an experience of successful change by 

including several different point of views. Moreover, one will have an understanding of 

what the theories and processes actually aims to accomplish. 

If a successful change has occurred it will according to Conner and Newman (1988) result 

in three positive things. Firstly, it will minimize the amount of overall time needed for 

the implementation to be successful and for the change to take an affect. Secondly, it will 

minimize or avoid production decline which usually is associated with major changes. 

Last but not least, the morale is high, there are less numbers of unnecessary human casu-

alties. 

There are several other well know researchers who have introduced theories which in-

cludes different actions that needs to be considered by organisations when initiating 

change in order for the change process to be successful. In the upcoming sections of the 

theoretical framework, important actions and attributes that the literature finds important 

for a middle manager to possess when it comes to leading change, are brought up. These 

are general attributes important when leading change. Further down in the next section, 

extra important attributes when handling unexpected change and resistance are pre-

sented.   
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 Middle Managers as Change Agents  

Change is often considered to be hard, especially in large organisations (Battilana & Cas-

ciaro, 2013). Due to the fact that organisations are becoming increasingly complex, the 

importance of middle managers as change agents is increasing (Balogun & Johnson, 

2004). The middle manager must act as a change agent between top management and 

employees (Thomas & Dunkerely, 1999).  

What has been found by Battilana and Casciaro, (2013), is that change agents who are 

central in the informational network within the organisation has a clear advantage when 

it comes to change. Doyle (2011) strengthens what has been mentioned above by stating 

that change agents play an important role in the case of positively influencing the imple-

mentation by acting as a mediator between the top management and other groups having 

an interest in the change. An effective middle manager also seeks to coordinate across 

units, this in order to bring together the strengths of various units and make them collab-

orate (Farrell, 2014). 

By holding a position between strategies and operations, it gives the middle manager a 

unique insight into the nature of strategic requirements (Floyd & Wooldridge, 1994). For 

that reason, middle managers should be views as a source of knowledge and not as obsta-

cles (Frohman & Johnson, 1992). Change agents are also perceived as individuals who 

can improve organisations performance, this since they produce greater alignment of fit 

between the organisation and its environment (Ford and Ford, 2009).  

There are different point of views of what it actually means to have the title “change 

agent”. According to Heijden, Cramer and Driessen (2012) the role of a change agent has 

by several researchers been proven to be to act as initiator and intermediary. Middle man-

agers are inter alia required to interpret and facilitate the top management visions to the 

employees (Balogun, 2003). The vision can be divided into two distinct components: core 

ideology and envisioned future. The first aims to describe why the organisation exists and 

what it stands for, while the second one defines what it aspires to become (Collins & 

Porras, 1996). Middle managers are also considered to act as role models for the front-

line employees, their behaviour must therefore emphasize the culture of having a service-

driven and people-centred organisation (Jackson & Humble, 1994). Last but not least, it 

is the change agent who creates sense to the change and align values (Heijden, Cramer & 

Driessen, 2012), is described further in the next section.   
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 Value Alignment and Framing 

Alignment within an organisation refers to different activities focusing on the same things 

and common goals (Baird, 1994). When an organisation is aligned it has a greater capacity 

for change since less time and effort is needed for building commitment and one can focus 

on accomplishing work (Baird, 1994). Gill (2010), describes alignment as displayed by a 

shared understanding, shared priorities, common values and common orientation.     

According to Branson (2008), every successful long-term organisational change is de-

pended on the theory of value alignment. This because value alignment makes it possible 

to prepare everyone within the organisation to better cope with the needed change. It is 

also stated that those organisations which manages to implement change successfully also 

has core values that remains fixed (Collins and Porras, 1996). One can also name the 

process of developing a vision, crafting strategies and make sure everyone is working 

towards the same goals, as emotional alignment (Hopper & Potter, 2000). It is also stated 

that in order to align the middle manager must work as a transformational leader and help 

employees understanding the need for change (Gill, 2010). The theory about transforma-

tional leadership is described later on in the thesis.  

In order to inspire, the middle manager needs to be able to frame the message about 

change in a meaningful way (McGuire & Hutchings, 2007). Framing is for example, to 

use language to create a meaning for the employees, in order to inspire and motivate 

during the process of change (Tan & Wee, 2002). Frame alignment connects the employ-

ees’ interests, values and beliefs with the activities, goals and ideology of the manager 

(Tan & Wee, 2002). Framing plays a major part in the strategy when implementing 

change (Bronwen, 2014). It is designed to pressure key targets about the changes being 

made and also moral necessities (Bronwen, 2014). 

The concept of framing is often referred to the cognitive processes when managers first 

understand and then enact their organisational environment (Reger et al, 1994). One can 

say that frames simplify and condense the environment of the change and render them 

meaningful including keeping some elements hidden while others emphasized (Williams 

& Benford, 2000).   
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 Artefacts of Change  

When initiating strategically changes, many organisations experiences that most people 

tend to act like they always have (Coutu, 2002). This because organisations tend to forget 

to also change their artefacts which helps define the organisational culture. By not chang-

ing the artefacts they automatically reinforce the old culture which the organization tries 

to change and in turn leaves barrier to a successful change. This because the old artefacts 

within the organisation is supporting the old strategy and not the new one generated by 

the change (Higgings and Mcallaster, 2003). Despite this obvious correlation many top 

managers do not perceive the link between change and cultural artefacts (Higgings & 

Mcallaster, 2003). 

Cultural artefacts are a set of attributes, including objects and behaviour, which gives the 

organisation its personality and characterises the organisation as opposed to other com-

panies (Shrivastava, 1985). The artefacts are divided into five major types including key 

values and norms, myths and sagas, symbols and rituals, languages and metaphors and at 

last the physical surrounding including design and equipment’s at the office (Shrivastava, 

1985). The latest four can help shaping and change the values and norms (Higgings & 

Mcallaster, 2003).  

Symbols and rituals is used to demonstrate what is important for the organisation or the 

working place (Lange, 1991). Rituals are in turn very important conveyors of values 

within the organisation (Lange, 1991). The manager must act as a role model and com-

municate a message to the employees about values through the actions of the middle 

manager (Sims, 2000).  

When a change is presented and a strategic renewal is implemented the organisational 

culture must be aligned with the new strategy otherwise the organisation most certainly 

will face strategic failure (Peters & Waterman, 1982). Aligning culture with strategy in 

turn means aligning the cultural artefacts of values and norms with the new strategy if 

this is not done the employees will feel uncertain what messages are real (Higgings & 

Mcallaster, 2003). However, changing the core values is not recommended unless the 

organisation is experiencing forces needing them to change their vision and mission of 

the company (Higgings & Mcallaster, 2003).   
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 Middle Managers as Transformational Leaders   

In the last 15years there has been a change in the role of the middle managers. Influenced 

by institutional factors a more dynamic business environment developed expanding the 

middle managers influences also to include innovation and strategy (Geer, 2014). Hader 

(2011), is emphasising the importance of remembering always to be a transformational 

leader when it comes to change management. Instead of acting as a link in the chain of 

communication more emphasizes were put on innovation and the skill to inspire the work-

force (Geer, 2014). When being a transformational leader the middle manager have to be 

able to influence, inspire, motivate, stimulate intellectually and also take individual con-

sideration (McGuire & Huttings, 2007).  The new expectations on middle managers being 

transformational leaders increase the pressure and add stress dealing with the conflicting 

role of being stuck in the middle (Geer, 2014).  

Whatever position of mind that is taken it will yield both positive and negative conse-

quences. But if consistently being a transformational leader the manager will provide vi-

sion, inspiration, motivation and everything else included in the theory that will help fa-

cilitate change and ensure control over the destabilization during the process (Hader, 

2011). Implementing change it involves a frame breaking process which leads to radical 

changes for all involved and through this process empowerment from a transformational 

leader is needed (Zhu, Chew & Spangler, 2005). It has been found that transformational 

leadership creates a positive experience for the employees and a positive climate for the 

organisational change process (Tierney, 1999). However, there are also researchers like 

Pawar (2003), which points out the lack of systematic research concerning the relation-

ship between transformational leadership and the organisational level of success.  

Transformational leaders must communicate the vision in order to also project a set of 

values and beliefs towards the employees (Conger & Kanungo, 1998). Also one of the 

most important functions of a transformational leader is argued by Owen (1999), to be 

the visioning process. As mentioned earlier also framing is an important aspect of trans-

formational leadership. Framing helps people to work together for change (Tan & Wee, 

2008). Hader (2011), is emphasising the importance of remembering always to be a trans-

formational leader when it comes to change management among middle managers and 

remember to always look forward and inspire.  
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 Handling Unexpected Change  

Everything one is doing when working as for example following routines are greatly af-

fected by change and often it is hard becoming accustomed to the unexpected (Revans, 

1983). What would be the best way to respond when faced with a situation of rapid un-

expected change? Especially when the unwelcomed change is threatening to interrupt the 

hard earned success already gained by the system existing. If the conditions are changing 

faster than what the manager or organisation can adapt to, consequences may follow (Re-

vans, 1983).  

Hader (2011), is questioning whether the right approach as a leader is to be proactive, 

neutral or reactive to the change. Every change is a risk taken and every risk is a challenge 

(Revans, 1983). The difficulties with unexpected changes were the middle manager have 

not been part of the decision process is for the middle manager to digest how the change 

will affect the already existing agenda (Hader, 2011).  

It has been seen that the behaviour of the top managers towards the middle managers is a 

critical influence in delivering successful changes. However, it is in the hands of the mid-

dle managers and their behaviour towards the employees in relation to the way they im-

plement changes that are most crucial (Soltani & Wilkinson, 2010). In order to be a leader 

the middle manager must identify the goals of the group and also the corresponding strat-

egies and then influence the employees to direct their efforts voluntarily in order to pursuit 

the goals (Paglis & Green, 2002),    

One of the most important characteristics of middle managers is to be and act proactively 

(Lewis, 2001). If the middle manager is being proactive about the change positive feelings 

may be generated and a belief of being on the right track and feeling highly committed to 

the change can be felt by the middle manager (Hader, 2011). However this state of mind 

is hard to maintain and develop if not the environment and the top management is giving 

the middle manager the right tools and support (Baird, 1994).  

For middle managers being less proactive the conflicts of being stuck in the middle lead 

to lower job satisfaction and higher levels of anxiety related to work (Han, Wang & Dong, 

2014). Having a proactive personality or taking a proactive approach as a middle manager 

can lead to dysfunctional effects of the conflicting position the middle manager is facing 

(Han, Wang & Dong, 2014). 



 

 

 
17 

Proactivity is often generated by being able to influence the decision and being a part of 

the process (Hader, 2011). If it is possible to generate the same attitude if being given the 

order to implement a change without any questioning is not said. This even though pro-

active behaviour is thought to be critical for companies wanting to be competitive and 

reach organisational success (Fuller, Marler & Hester, 2012).  

The next action of being neutral is often taken when not being part of the decision process 

(Hader, 2011). The actions will often be taken with caution delaying the process and lead 

to stress in catching up with the expectations pressured from the company leaders (Baird, 

1994). However, this way the middle manager can anticipate unintended consequences 

of the change and at the same time implementing plans that reduces untoward reactions 

(Hader, 2011). This is possible when rapid changes out of the middle managers control is 

not investigated further (Harder, 2011).     

Continuing to evaluate the reactive action of the middle manager this state often mind is 

also taken when not being engaged in the change process (Hader, 2011). This means tak-

ing a step away from the change and observe how others implement the change before 

taking any mayor actions. This may however cause major delays that is not accepted from 

higher up in the hierarchy (Hader, 2011). When implementing organisational changes it 

is necessary to reduce conversations of reactive kinds (Ford, 1999).  

Being reactive is also often the characteristics of a follower and not a leader. The leaders 

of the organisation may expect the middle managers to be dynamic and progressive, not 

passive and complacent (Hader, 2011). The middle manager must realize the goals of the 

change, even if the change implementation may face obstacles. Meaning, having an open 

mind and not taking a reactive position (Paglis & Green, 2002). Baird (1994) however, 

implies that it is difficult to change the mind-set embedded in habits or beliefs. 

Summarizing what have been said about handling unexpected change, the attitude to-

wards change from the middle manager is of vital importance influencing the implemen-

tation process (Van der Smissen, Schalk & Freese, 2013). The feelings towards change 

are influenced on the extent to which past changes were perceived successfully or not 

(Bouckenooghe, 2010). Also, age, level of education, work experiences and organisation 

working for et cetera are variables to consider when evaluating reactions to change (Van 

der Smissen, Schalk & Freese, 2013).    



 

 

 
18 

 Reducing Resistance to Change  

Where motion and movement is involved, resistance is a natural and inevitable occur-

rence. It is said by Ford and Ford (2009 p.1) that “there is no movement without some 

resistance, and in fact, resistance is the evidence that something is moving”. What hap-

pens during change and can be seen as the main reason behind resistance is that, both 

shared and individual meanings are challenged and uncovered to reconstruction (Ericson, 

2001). Top-down programs where top management plan for change with the intention for 

middle management and employees to implement the change is the norm for organisa-

tions in situations of change (Balogun, 2006). 

Most times when organisations fail to implement change successfully, resistance is used 

as an explanation for the failure (Raelin & Cataldo, 2011). In that moment, one has to 

bear in mind is that resistance is natural. It is not perceived as either positive or negative, 

good or bad, beneficial or detrimental, it is something that occurs when objects come into 

contact or interact with each other. The value assigned to an occurrence of resistance, and 

whether one wants more or less of it, will depend on the goal, objective, or context in 

which it occurs (Ericson, 2001). There are however several ways on how to minimize the 

unwanted resistance or turning it into something beneficial. 

 Sensemaking and Sensegiving  

With organisational change comes uncertainty with regard to how individuals should act 

and the outcomes to be expected (Rousseau, 1995). Most of the times, the top manage-

ment, middle managers and employees experience a knowledge gap between their expe-

riences in relation to their expectations (Balogun & Jonson, 2004). Middle managers are 

important when customizing the implementation of change and making it compatible 

without damaging the intention of the change (Stensaker & Falkenberg, 2007).   

Ford, Ford and D’amelio (2008) states that since change interrupts normal patterns it calls 

for participants to enact new patterns which involves an interplay of deliberate and emer-

gent processes that can be highly ambiguous. It is also not unlikely that individuals take 

actions such as exchange gossip, stories, rumours and accounts of past experiences (Ba-

logun, 2004). Therefore, different actions are taken by individuals in order to understand 

the change within the organisation (Gioia and Chittipeddi, 1991). 
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Balogun and Johnson (2004) introduces the state of sensemaking and describes it as an 

activity when individuals starts to interact with each other in order to make sense of what 

is going on around them. This in order to determine what their response should be. Ac-

cording to Brown (2000), sensemaking makes it possible for people to create and maintain 

an intersubjective world where change agents try to determine how this will be accom-

plished while the change recipients try to determine how this will affect them (Gioia et 

al., 1994). Weick (1995) on the other hand describes it as creating order and understand-

ing among experiences by applying a mental frame-work and implies that it is not until a 

connection has been made between a framework and an issue that meaning can be created. 

According to Roleau (2005) the concept of sensemaking cannot exist without sensegiv-

ing, since they are reciprocal in the sense that one leads to the other. Sensegiving is the 

process whereby managers seek to influence the sensemaking and meaning construction 

of others toward a preferred redefinition of organisational reality (Gioia & Chittipeddi, 

1991). It is an interpretive process where for example middle manager influence through 

persuasive and evocative language (Bartunek et al, 1999).  

This can in one way be done through a vision (Gioia & Chittipeddi, 1991) which accord-

ing to Collins and Porras (1996) is an description of what the organisation stands for and 

why they exists, as well as an envisioned future state of what they aspire to become. 

However, there are several different tactics for sensegiving taken by middle managers 

(Maitlis & Lawrence, 2007). Gioia and Chittipeddi, (1991) made a study emphasising 

giving sense by holding meetings in order to espouse the vision and explain the intentions 

through hypothetical presentations of scenarios. One can also according to Bartunek et al 

(1999), create change initiatives by constructing opportunities that appeal to the values of 

the organisation motivating the employees.   

It has been researched that the behaviour of leaders directly influence actions in the work 

environment that enable change and shown that there is a positive link to successful or-

ganisational change. In contrary, what hinders successful change is the lack of or poor 

communication skills, the inability to induce others to change and management failure of 

rewarding the employees. A study shows that 59% in effectively leading change lies in 

the leaders’ ability to motivate others, communicate effectively and build teams. (Gilley, 

McMillan and Gille, 2009). 
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 Empowerment and Motivation  

Empowerment can be defined as “the ability to get things done including a capacity to 

mobilize resources and provide support, opportunity and information” (Regan & Rodri-

guez, 2011 pp.101). The challenges of a middle manager is to motivate and empower the 

employees as well as create the conditions were the employees choose to give their effort 

for the work both individually and collectively (Douglas, 2014).  

It has been shown that change management skills have been to a great extent linked to 

successful change (Gilley, 2005). Gilley et al (2009), have compared several research 

streams and concluded with a set of common variables needed by the middle manager. 

These includes coaching, involvement, motivation, communication, rewarding and em-

powerment. According to Sims (2002), the skills of most importance is the actions of 

motivation, communication and empowerment.  

“Empowerment is giving people knowledge, skills, opportunities, freedom, self-confi-

dence and resources to manage themselves and be accountable” (Gill, 2010 pp.315). By 

empowering, one can get rid of obstacles to change since empowering also is about en-

couraging risk taking (Kotter 1995). One way is to support intrapreneurship taking the 

ideas and thoughts from the employees into account when acting on the change (Bennis, 

1999). This is a strategy to involve the employees in the change process since people tend 

to feel more committed to things they help to create (Myers, 1993). In order to motivate 

the leader need to be credible (Gill, 2010). According to Kouzes and Posner (2002), cred-

ibility comes from honesty the ability to inspire and a use of positive language. This in 

turn arises from alignment of the goals of the organisation and personal values. In order 

to talk with a positive language framing the message is important connecting the message 

with the needs and values (Conger, 1999).   

On the contrary also middle manager must be empowered in order to be motivated during 

change implementation otherwise the attitude of middle manager can go towards cyni-

cism and bitterness (Thomas & Dunkerley, 1999). Middle manager is a major source for 

hindering change or damaging the effect of the change when being de-motivated. It is 

therefore argued, since middle manager plays such an important role in organisational 

change they must also feel empowered in order to lead successfully (Dopson & Neumann, 

1998). So in order to motivate the middle manager must in turn be motivated (Lahiri, 

Arivastva & Clark, 1967).   
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 A Model Based on the Theoretical Framework  

The theoretical framework presents several different activities that needs to be considered 

in order to implement change successfully. For the reader to be able to see the connections 

that exist between all the activities, a summary of what has been stated above is provided 

within this section. Moreover, the previous research will be included within an own de-

veloped model. This in order for the reader to have a clear overview of the activities 

important to the middle manager when managing change. 

The developed model has the form of a circle, this because all parts within the circle are 

to be continuously active during the whole change process. The circle consists of three 

parts which has to be considered by the middle manager, these three parts can further be 

divided into different actions. 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1.1 Change Model for Middle Managers 
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 Middle managers role: Change agent & transformational leader 

One part of the circle concerns the role of the middle manager during the change process. 

As a middle manager one has the centre position within the organisational structure. Here, 

they are expected to follow and implement changes ordered from the top, but also moti-

vate and lead the employees. One must therefore balance the role of a leader and follower 

and in turn master communication crossing from all directions. The role of the middle 

managers has gone from only being bridge builders and communicators for the top man-

agers to leaders at the same time.  

Adding to this, they are considered to act as change agents. This because having a change 

agent in the middle of the organisational structure gives a unique insight into the nature 

of strategic requirements, which in turn has a positive impact on the change process. Be-

ing a change agent one must not only make sense to the change and act as a role model 

for the front-line employees. One must also act as initiator and intermediaries, where one 

is expected to interpret and facilitate the vision taken by the senior management to the 

employees. 

It is also crucial to be a transformational leader when managing change. Instead of acting 

as a link in the chain of communication, focus should be put on innovation and ways to 

inspire the workforce. This because it will help facilitate the change, ensure control over 

the destabilization and create a positive experience for the employees as well as a positive 

climate for the organisational change process. To accomplish this one as a leader must 

communicate the vision to project a set of values and beliefs towards the employees. Fur-

thermore, one must be the visioning process, which will make people to work together 

for change.  

 Change processes: Value alignment and Artefacts of change 

The second part of the circle brings up important processes which helps making the 

change a lot easier if considered by the middle manager. If value alignment is considered, 

it is possible to prepare everyone within the organisation to better cope with the needed 

change. By using frame alignment, the employees’ interests, values and beliefs connects 

with the activities, goals and ideology of the middle manager. Framing can be described 

as a cognitive processes where managers first understands and then enact their organisa-

tional environment. 
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Cultural artefacts differentiates organisations apart, it is the set of attributes, including 

objects and behaviour, which in turn creates the organisations personality and character. 

It is important that organisations don’t forget to change their artefacts, because if they 

don’t they are automatically reinforcing the old culture which the organisation is trying 

to change. The old artefacts should not support the old strategy but the new one generated 

by the change. 

 Resistance: Sensemaking, Empowerment and Proactive 

The last piece of the circle is called resistance, here actions which helps minimize or even 

reduce resistance is presented. When implementing change, resistance naturally comes 

with it which proves that something is moving. Middle managers and employees then 

experience a knowledge gap between their experiences and expectations. Since change 

interrupts normal patterns, one has to enact new patterns which involves sensemaking. 

This is when individuals start to interact with each other in order to make sense of what 

is going on around them and what their response should be. There are different tactics for 

sensegiving, one can for example hold meetings in order to espouse the vision and explain 

the intentions through hypothetical presentations of scenarios or create change initiatives 

by constructing opportunities that appeal to the values of the organisation motivating the 

employees. 

During change, middle manager has to motivate and empower the employees and create 

conditions were the employees choose to give their effort for the work both individually 

and collectively. This also includes coaching, involvement, communication and reward-

ing. Empowerment means giving people knowledge, skills, opportunities, freedom, self-

confidence and resources to manage themselves and be accountable. By doing so one can 

get rid of obstacles to change. One way to do so is to support intrapreneurship, meaning 

taking the ideas and thoughts from the employees into account when acting on the change. 

This because people tend to feel more committed to things they help to create. In order to 

motivate the leader need to be credible and this can be fulfilled by being honest, enhance 

the ability to inspire and a use positive language. However, one must also remember that 

the middle manager must also be empowered, otherwise the attitude of middle manager 

can go towards cynicism and bitterness.   
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3 Research Method  

This chapter begins with giving a general presentation of different methodology direc-

tions that can be used when writing a thesis. Thereafter, the chosen method is presented 

followed by a description of the research design and data collection. Also, the case study 

are introduced together with how the respondents involved were chosen. The chapter 

ends arguing for the method for analysing the data.     

 Methodology  

The method is a tool for reaching the goals within a study (Holme & Solvang, 1997). 

Methodology is a matter of strategy (Smith, 1978). In order to conduct a research the 

researcher must be methodologically wise (Denzin, 2009). This means to have an aware-

ness of the design of the investigation, the importance of a theoretical system and the 

nature of inference (Denzin, 2009). 

There are several directions for a research to take. However, there are two main directions 

called positivism and hermeneutic (Thurén, 2007). Positivism is testing of hypotheses 

(Eriksson 1997). One aspect of positivism is that the new data collected will not affect 

already existing theories (Bell, 2006). Hermeneutic is emphasising a deeper understand-

ing based on assumptions and own believes (Thurén, 2007). In order to find an appropri-

ate method for the stated research purpose and questions methodologies than positivism 

and hermeneutic is needed to be considered.  

However, in this thesis the social constructionist paradigm is used as a base methodology. 

Within this paradigm the interpretative assumption is chosen. This method is based on 

observations and interpretations which means that information is collected and then in-

terpreted in order to make a meaning and a match between gained information and theo-

ries studied (Thomas, 2010).  

Since this thesis will be focusing a getting a deeper understanding about how the middle 

manager act when implementing organisational changes interpretationism is well fitted 

to the purpose. Since it has been needed to do interpretations in order to see if the actions 

of the manager had been leading to success or not. Also, interviews intended to be inter-

preted and analysed have been conducted. Interpretationism is connected to hermeneutics 

(Aspers, Fuehrer & Sverrisson, 2004) but is much more fitted to this thesis since, the 

purpose is to interpret human feelings and actions (Thurén, 2007).  



 

 

 
25 

 Method  

There cannot be said to be good and bad methods, but only more or less effective ones 

under the circumstances in reaching the goals with the thesis and the objectives along the 

way (Smith, 1978). The method chosen for this thesis is interpretionism. An interpretive 

research is conducting the belief that there are no correct or incorrect theorems it is an 

evaluation of interests (Walsham, 1993). This was keep in mind while choosing the ap-

propriate approaches for conducting this thesis.  

When striving for interpretionism the need of a well formulated analysis is stressed and 

also getting a deeper understanding about the experiences of the individuals studied 

(Thomas, 2010). It is common to use interviews when collecting data and then a subjec-

tive relationship between the interviewer and respondent is held (Aspers, Fuehrer & 

Sverrisson, 2004). This has be the base within this thesis in order to gain valid results that 

would be able to use when comparing theory and practise and draw conclusions.  

 Qualitative vs. Quantitative  

When conducting scientific research, there are two different strategies that can be used 

resulting in two different directions; qualitative and quantitative method (Holme & Sol-

vang, 1997). Qualitative research seek insights in mainly verbal data about what people 

feel instead of using measurements and numbers (Bax, 2013). Contrary, the quantitative 

research measure a sample of the population in order to quantify behaviour measured in 

percentage, values and numbers (Wrench, 2013). In turn, the qualitative research fills 

gaps with likely meanings instead of measure in numbers (Thurén, 2007). The overall 

goal of the qualitative research is however to search for a deeper societal understanding 

in how individuals, organisations or other factors are effecting the structure and each other 

(Holme & Solvang, 1997), (Bauer & Gaskell, 2000). 

In the case of this thesis the qualitative method has been chosen. This since the purpose 

of this thesis in not to measure gaining numerical results but to get a deeper understanding 

about the actions of the middle managers. Also, when conducting a qualitative study re-

searcher must not be keeping a distance to the respondent as when conducting a quanti-

tative study, instead the meaning is to get to know what the object is feeling and being 

subjective, interpretive, diagnostic and impressionistic (Bax, 2013). This is well fitted to 

the methodology of interpretationism selected for this thesis.    
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 Inductive, Deductive or Abductive  

The qualitative and quantitative methods have different ways of being performed called 

inductive and deductive (Saunders, et al. 2007). If using a deductive method the research 

is based on a concern of the relationship between empirical knowledge and theory with a 

hypothesis being tested (Heit & Rotello, 2010). Contrary, the inductive method consists 

of observations being linked to theory in order to construct a new theoretical approach 

(Ketokivi & Mantere, 2010). For example a qualitative research is often inductive and 

can in turn not be used when taking decisions concerning investments (Bax, 2013).  

However, there are also relevant to consider the combination of inductive and deductive, 

called the abductive approach, this since there may not be easy to choose one over the 

other in many cases (Dubois & Gadde, 2002). When taking the purpose of this thesis into 

consideration one cannot say that it is just an inductive or deductive study.  

Therefore, the combination approach concerning the abductive approach has been taken. 

In order to conduct the research of this thesis a comparison with theory was needed related 

to the inductive approach. At the same time an interpretation about the reality of the ac-

tions of the middle managers needed to be practised in order to connect to the method of 

interpretionism chosen. This lead to the application of an abductive approach.  

 Cross-Sectional vs. Longitudinal  

In the case of this thesis a longitudinal approach is chosen for the study. This because a 

longitudinal approach is used when using planned studies over a longer time period 

(Snelgrove, 2014). This is often used when doing a qualitative study (Bauer & Gaskell, 

2000). In the case of this study, the organisational changes made is observed in different 

points in time, both past experiences and current situations is interpreted. The middle 

managers have recently experienced the same organisational changes but with different 

past experiences. In order to evaluate their change implementation strategy it is crucial to 

consider how they handled the information given to them in the beginning of the change 

process, how they implemented the changes and then what outcomes being seen today.  

The longitudinal approach can be compared to the cross- sectional approach used when 

conducting a research at a single point in time (Rindfleish et al, 2007). This is not to be 

considered in the case of this thesis since implementation of change is a process needed 

to be evaluated in many steps and in different points in time.   
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 Research Design  

One of the straights of qualitative research is the possibility of revisiting the research plan 

and being able to reformulating the research design during the different phases in the 

research process (Araujo, Dubois & Gadde, 2003). Instead of using a linear design this 

thesis is instead based on a circulate process. The circular design is constantly linking 

new empirical analyses to a flexible review of literature and theories this emphasize the 

relevance of empirical material which is related to a deeper understanding (Eriksson & 

Kovalainen, 2008). Since the purpose was to compare the empirical study with theory this 

was a clear choice concerning the process of this thesis.   

The findings in this thesis will be based on a case study. This since when conducting a 

case study a deeper understanding about why a certain outcome have been seen is gained 

and also new points of views can be revealed (Yin, 2009). New meanings, experiences 

and confirmation or denial about what already is known can also be the result of a case 

study (Merriam 1994). The managers within the cases study are office managers in sepa-

rate offices within retail banking including both customer service offices and customer 

consultant offices. This in order to compare real life cases with the secondary data.  

 Exploratory, Descriptive or Explanatory 

There are three different types of research to consider. Within this thesis both the explor-

atory and the descriptive research have been used. However, the explanatory method has 

not been considered since this aims to conclude a problem explaining the relationship 

between variables (Saunders et al, 2007). The descriptive research aims to explore and 

explain what is happening in more detail and also to provide more information about the 

subject (Law, 2009). Since the purpose of this thesis is to answer how the middle manag-

ers are working rather than why, the descriptive research is appropriate. However, when 

using a descriptive research no interpretations can be made (Colman, 2008).  

Since this thesis also aims to interpret the actions of the middle managers and compare 

how they work to the created model and see if there are things needed to be investigated 

further this method is also suited to this research. Also, the exploratory method has been 

used. The exploratory research seeks to understand the problem and aims to give a new 

angle to the problem (Law, 2009). When conducting an exploratory research the purpose 

is to go into unfamiliar territories and create a base for further research (Colman, 2008).  
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 Data Collection  

In order to collect information needed for this thesis relevant sources have been used. 

Mainly articles, journals, dictionaries, books and interviews have been used in order to 

gain information connected to the research question. The collected information is provid-

ing explanations of concepts and theories useful in order to get a deeper understanding 

within the field of study.  

Qualitative studies are flexible in the use of sources (Eisenhardt, 1989). When collecting 

primary data within a qualitative study there must be a possibility to change the structure 

when performing the research or interview. This in order to read the situation and be able 

to adopt to the situation and gain a deeper understanding (Holme & Solvang 1997). The 

sources being used is divided into primary and secondary data.  

 Primary and Secondary Data  

 “Primary sources provide the documentation for history as it is being made” (Lombard, 

2010 p.250). The primary source is the original source which upon secondary sources 

have been made (Nicholson & Bennett, 2008). The primary source used for collecting 

data within this thesis is mainly consisting of interviews with office managers operating 

in retail banking. This in order to gain a personal connection to the persons interviewed 

and the opportunity to be able to read the situation and adopt the questions for getting a 

deeper understanding and knowledge. 

In order to complement the primary data with prior research within the area, secondary 

data have been used. There are two types of secondary sources, internal and external (Bax, 

2013). Internal is information from inside the organisation for example sales numbers 

while external comes from other sources (Schnytzer & Shilony, 1995). In this thesis sec-

ondary data has been collected through literature, dictionaries, articles and journals.in 

order to fin relevant sources searcher for keywords concerning the subject were done. 

This is considered to be external information. Also, internal information has been gener-

ated through the annual financial report of the company.   

One thing to be aware of when searching for secondary data is risks inherent the spread 

of false statements in comparison to reliable sources (Engfeldt et al, 2011). It is important 

to constantly evaluate the quality and value of the result for the sources in order to get 

trustworthiness and validity in the final thesis (Bax, 2013).   
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 Case Studie  

For this thesis the method of case study have been used. A case study is a method when 

the researcher wants to investigate a well delaminated subject deeply in a restricted 

amount of time (Bell, 2006), (Yin, 2009). Also Eriksson & Kovalainen (2008), give the 

case study the definition of being a method for presenting business problems in a personal 

and down to earth format in order for complexity to be easier understood.  

This thesis has partly due to access chosen to use this one specific bank as a unique case, 

but also because it is one of the larger Swedish banks that was first to initiate the strategic 

change due to external requirements. This in order to gain competitive advantage and be 

in the leading position within the market. Within this bank focus will be on the division 

of retail banking using office managers and employees as respondents. The case study 

approach can offer the insights to what is happening in the organisation, what gaps exist-

ing in the delivery of a change implementation strategy and why the middle manager 

choose to act in a certain way (Crowe et al, 2011).   

There are two types of case studies, the intensive case study and the extensive case study 

(Eriksson & Kovalainen 2008). The intensive aims to investigate and get a deeper under-

standing inside one unique case while the extensive is testing and comparing a number of 

different cases (Lewis-Beck, et al. 2007). Since this thesis is focusing on getting a deeper 

understanding about one specific case the intensive case study is used. Every organisation 

and individual has common characteristics but also different traits that are different and 

unique (Camerer, 1988). When using case study the purpose is to illuminate these traits 

and characteristics, identify how they interact and show how this are effecting the pro-

cesses of change implementation and the individuals way of acting (Bell, 2006).  

The goal of the case study conducted within this thesis is to get a deeper understanding 

about how middle managers implement successful change. In order to be able to get an 

understanding about how the actions of the middle managers are being received also em-

ployees will be part of the study. In order to conclude and answer the research questions 

the case study will later be interpreted and compared to the already existing theoretical 

framework. Case studies gives detailed and holistic knowledge and transforms the object 

of the study into a source of interpretation and understanding (Eriksson & Kovalainen, 

2008). This is connected to the theoretical approach of conducting an interpretive study 

which is chosen for this thesis.    
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 Interview Design  

Different factors needed to be considered in order to construct a good interview is what 

type of questions asked, what degree of control to have and how to think of the result 

gained (Smith, 1978). Also, another factor to think about is the degree of standardization 

and structuring and also how to narrow the subject and focus on what is important and 

how to structure the questions asked (Morgan, 2008). When doing a qualitative research 

the interview is focusing on insight, discovery and interpretation rather than on hypothesis 

testing like done in a quantitative study (Merriam, 1994).  

In a qualitative study an interview is a meeting between an interviewer and a respondent 

where the purpose is to get to know what we cannot observe from the outside (Yin, 2009). 

The degree of standardization and structuring depends on what type of information the 

interviewer is aiming for (Merriam, 1994). In this thesis the focus has been on having a 

low degrees of standardization and structure since the purpose was to get a deeper under-

standing and a personal contact.  

The researchers in this case had no expectations going into the interviews. A professional 

level was held without interference form subjects outside the research which in this case 

could have been a problem since existing personal relationships between one researcher 

and the respondents were known. In order to have effective and valid interviews an audio-

recorder have been used and also notes about the setting and emotions have been taken.  

 Sampling Method  

For this thesis the sampling method of non-probability sampling and judgmental sampling 

has been used. The non-probability sampling is when the respondents are chosen by con-

venience based on judgmental sampling or quota sampling (Law, 2009). The judgmental 

sampling can be valuable in a qualitative research since the respondents are selected based 

on the judgment of the researcher rather by techniques connected to a statistical approach 

(Doyle, 2011). The quota sampling is focusing more on selecting respondents based on 

requirements like age, gender or perhaps social class (Law, 2009). However, this was not 

to consider in this case since no focus is put on the persons do to ethical considerations. 

Another sampling method not being used in this research is the probability sampling. This 

since the methods within this type of sampling system often is based on statistically used 

methods and are more applicable when doing a quantitative research study (Doyle, 2011).    
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 Selection of Respondents  

Often when doing a selection of respondents’ statistical generalisation and representative-

ness is used (Holme & Solvang, 1997). However, when doing a qualitative study these 

are not often taken into account when doing the selection (Bauer & Gaskell, 2000). It is 

however important chose the right respondents in order to get information needed with 

respect to the research question (Yin, 2009). In this case the main concern was not in 

finding a proper bank but on finding respondents fitting to the research concerning im-

plementation of change.   

It is important to select respondents that are able to express themselves and indicate a 

willingness to participate (Holme & Solvang, 1997). In a qualitative interview often per-

sonal questions can arise (Yin, 2009). This the respondent has to be open towards in order 

to get the results needed (Holme & Solvang, 1997). Since having already established re-

lationships with the respondents and informed about the expectations of the interview this 

problem was in this case effectively avoided. In this case strategically, respondents are 

selected with respect to the situation they have experienced in the organisation concerning 

organisational changes. Also, the middle managers in this case had to have the same op-

portunities and resources to carry out the changes in order to be able to compare how their 

actions of change implementation and its effect on the perceived outcome.  

When selecting which bank to implement the research on the main concerns to consider 

was accessibility. In order to find respondents willing to be interviewed it was in this case 

important to already have their trust. Within the bank selected, great relations were al-

ready established in beforehand. What also were considered was the size of the bank, the 

location and the organisational structure. However, what factor played an important role 

was the degree and recent organisational changes implemented.  

Without giving the bank away, keeping it anonymous, it is stated that in this case the bank 

is located in the northern countries of Europe and is one of the larger players in the market. 

The organisational structure is one that gives this research the ability to investigate dif-

ferent offices regulated by the same guidelines but were the environment can differ. Also, 

the size of the bank were important since many levels of managers were needed in order 

to investigate top down implementation of change. Since the bank selected recently im-

plemented large organisational changes, do to changed requirements of the customers and 

this effected the offices in different ways, it was well fitted to the purpose of this thesis.         
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 Choice of Questions Asked  

If an interview is going to be successful or not is depending on the interaction between 

the interviewer and the respondent (Merriam, 1994). The interaction is in turn dependant 

on the researchers approach and ability to ask the right questions (Yin, 2009). The inter-

view is depending on the interviewer not being judgemental and being sensitive and re-

spectful (Denzin, 2009). 

It is also important to consider the influence the researcher can have upon the respondent 

since what the researcher says or not can have a significant effect on the answers (Craw-

ford & Blachshaw, 2009). It is important not to try to lead the interviews into something 

the researcher wants to hear (Yin, 2009). This can be done by asking leading questions or 

even by approving or disapproving tones of voices or the body languages (Crawford & 

Blachshaw, 2009). 

When looking at the structure of the interviews, they can take on a number of forms, most 

common is structured, semi-structured and unstructured interviews (Crawford & Black-

shaw, 2009). Structured interviews are formally organised with no flexibility and with the 

same questions asked in the same order each time (Law, 2009). The semi-structured have 

some flexibility where a greater variation in wording and order of questions asked can be 

done (Saunders & Lewis, 2012). The unstructured interviews are the most flexible ones 

where often no questions is clearly stated with different subjects freely discussed (Heery 

& Noon, 2008). It can be hard for the researcher to only be using the unstructured form 

since it is easy to gain incoherent information (Merriam, 1994). When doing a qualitative 

study a mix of the three categories are recommended to use (Merriam, 1994). 

In the case of this thesis a mix of the different types of interviews have been made. When 

having the purpose of getting straight forward and specific information about the organi-

sational changes being made the structured and semi-structured way of writing the ques-

tions have been used. However, since the persons interviewed have different experiences 

and feelings towards the changes and how to implement them the unstructured type was 

most suited in order to get a deeper understanding. The discussions is also reflected on 

the situation of the specific office manager and previous experiences. In order to receive 

significant information and get an open and free dialogue the interviews were held in 

Swedish. The questions asked can be seen in appendix 8.1.   
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 Data Analysis  

When writing a thesis it is crucial to analyse and reflect upon the data being collected this 

together with accurate preparation (Eriksson & Weidersheim-Paul, 2006). First, both in-

direct and direct data is collected. The indirect data is in this case the collection of infor-

mation through secondary sources. A literature study were done concerning previous 

studies and theories regarding the subject. This in order to get a general understanding of 

the subject mattered. Second, guidelines were prepared for the interviews in order to cus-

tomize the structure to fit the research question. The interviews that have been performed 

is referring to the collection of direct data. 

Since the interviews were conducted in Swedish and recorded on an audio-machine the 

next step in the data analysis was to do a processing. There are two ways of doing a 

processing of an interview and transforming it to written words, this is a transcription or 

a sense concentration (Olsson & Sörensen, 2011). The sense concentration means writing 

everything down with no eliminations. Transcription however is used when a selection is 

being made and the thing being written is not fully the things that have been said but a 

reflection (Niemants, 2012). In the case of this thesis no importance was put on a direct 

and exact translation but a capturing of meanings, feelings and expressions. This in line 

with the method of an intrepriativism.  

When the data is collected the next step is to analyse and interoperate the results (Bell, 

2006). In order to make an analysis it is important to find similarities, differences and 

patterns connecting the interviews and the theoretical material to on another (Matarazzo 

et al, 1958). In this case the similarities between the independent interviews and the the-

ories were examined. This helped when the creation of the analysis were to be made. 

Also, since the answer to the research question lies in the comparison.  

When conducting the analysis of the data found the purpose is to enter deeply into the 

data and drawing connections to the research question as well as to the theoretical frame-

work (Eriksson & Weidersheim-Paul, 2006). An analysis is not adding new knowledge 

but is giving an understanding to the data found (Olsson & Sörensen, 2011). The connec-

tions found in this analysis lead to a conclusion. In the conclusion the founding’s were 

summarized into a final statement. With the conclusion the data analysis and the thesis 

was finalised.  
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 Trustworthiness  

All research is aiming to produce authentic and sustainable results in an ethical way (Mer-

riam, 1994). In order to be able to ensure the quality of a study there are some ways to be 

used in order to measure it, for instance by using reliability and validity (Golafshani, 

2003). Often these methods of measurements are associated with the quantitative studies 

(Merriam, 1994). However, thinking of reliability and validity when conducting a quali-

tative study is of the same importance (Golafshani, 2003). 

Trustworthiness has in turn four sub-categories, which is credibility, transferability, con-

formability and dependability (Bryman & Bell, 2005). Having credibility in the research 

means having conducted a study were the results have been reported to and confirmed by 

the people active in the study (Cutcliffe & Mckenna, 1999). In this case it has been im-

portant to involve the managers being studied even after the thesis was done. This in order 

to confirm that the information was conceived correctly before making the final comple-

tions. 

In this case. It was important for the thesis being applicable in similar situations. There-

fore, transferability and dependability was of importance as well. When applying trans-

ferability deep information is vital instead of broad (Lincoln & Guba, 1985). Also, the 

results gained from the study has to be applicable in other contexts, environments and 

times (Bryman & Bell, 2005). This thesis is focusing on retail banking in general, with 

one bank as a representative. This means that the study of middle managers and change 

implementation is not only relevant in this organisation but in similar companies as well.  

“There can be no validity without reliability and thus no credibility without dependabil-

ity” (Lincoln & Guba, 1985, pp.316). Dependability involves making the thesis compre-

hensive and accessible influencing every part of the research process (Bryman & Bell, 

2005). Each chapter of this thesis has been well thought through and discussed by the 

authors. The interviews have been recorded and at the same time notes has been taken in 

order to give a trustworthy reflection of the situation. Since persons being middle man-

agers have been interviewed which is relevant to the research questions the conformabil-

ity of trustworthiness is strengthen. Confirmability is concerning the ability to confirm 

the results gained when conducting the research (Hoepfl, 1997). By having previous re-

search and theories to support this study it strengthens the trustworthiness of the findings 

and supports the results gained in the end.   
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 Ethical Considerations  

Payne and Payne (2004, p.67) describes ethical practice as “a moral stance that involves 

conducting research to achieve not just high professional standards of technical proce-

dures, but also respect and protection for the people actively consenting to be studied”. 

Since all kind of research presents ethical issues, everyone has to take ethics into consid-

eration (Orb, Eisenhauer & Wynaden, 2001), by doing so the research aims to do well 

and avoid harm (Walliman, 2006). We will therefore implement appropriate ethical prin-

ciples which will make it possible to prevent or even reduce harm when conducting our 

research. (Orb, Eisenhauer & Wynaden, 2001)  

During the case study, the aim was to maintain good ethical standards and relationships 

with the participants and therefore the individuals’ free will to participate as well as the 

protection of their identities will be considered during the conduct of the research. It is 

important that the participants are treated with due ethical consideration, both on their 

own part and on the part of the information they provide (Walliman, 2006).  

The individuals has be provided the free will to participate by getting informed that they 

can terminate their involvement for any reason, at any time (Payne & Payne, 2004). Indi-

viduals identities can according to Payne and Payne (2004) be protected in several differ-

ent ways. We will do so by not mentioning at which bank the case study is made, changing 

the names of the individuals interviewed and informing the individual that any records of 

their actions or words will remain confidential and solely used for the purpose of the 

study. 

Throughout the thesis we have also avoided to bring up specifically what type of change 

that occurred within the bank, this in order for readers not to be able to figure out which 

bank the case study is made on, since this would have made it possible for readers to 

figure out the time period of the change and thereby know who the middle managers were 

at that specific time period. Since we also aim to be as natural as possible, things such as; 

age, gender and cultural diversity etc. will not be mentioned (Walliman, 2006).  

Since the aim of having a qualitative study is to describe a phenomenon from the partici-

pants’ points of view (Orb, Eisenhauer & Wynaden, 2001), no knowledge known by the 

researcher or invented information will be included (Walliman, 2006). 
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 Summary of Methods Used Linked to Empirical Study  

In this thesis a qualitative case study is conducted. Focus is on one specific case concern-

ing one anonymous bank. Within this bank the field of retail banking is studied using 

interviews for collection of primary data. The purpose is to interpret the empirical mate-

rial conducted and compare it to the model created used theoretical frameworks. Since 

interpretation plays a major part in this thesis the methodology concerning the interpretive 

assumption will be used. This because much of what has been found in the empirical 

study is a matter of psychology which in turn leaves the researcher with further evalua-

tions and interpretations in order to analyse if questions are answered by what the man-

agers think they are doing or by what they actually are doing. In order for the interpreta-

tions to be more valid also employees connected to the middle managers have been inter-

viewed so that a truer picture about the middle manager could be drawn.  

The research have been performed using a abductive approach since both a comparison 

with theory and interpretations amount the reality of the actions of middle managers han-

dling change was needed to be done. Also, the longitudinal approach was chosen since 

the case study made observed organisational changes happening over long periods of 

time. In order to constantly be able to connect to the theoretical model used a circular 

design was used going back in the thesis connecting theory with the interviews. When 

conducting the interviews the theoretical material was used in order to construct relevant 

questions.  

The interviews have been formed like open discussions with some structured questions 

as a base to rely upon. The discussions have been made in depth with focus on getting to 

know the respondents. When selecting the respondents a non-probability sampling 

method called judgemental sampling was used. This since this method was best suitable 

to the research design. When asking questions a mix of structured, semi-structured and 

unstructured questions have been asked since different kind of information was needed 

during the interviews. In order to generate trustworthiness within the thesis the categories 

of credibility, transferability, comfort ability and dependability have been considered dur-

ing the process. In order for the thesis to consider ethical concerns the study and inter-

views have been anonymous with names and genders being changed and mixed. Also, to 

keep the bank anonymous no specific changes have been mentioned in order to give no 

information for the reader to be able to guess which organisation being studied.             
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4 Findings  

In this section the findings from the interviews are gathered, every office is presented 

separately, beginning with the middle manager and followed with it’s appertain employ-

ees. The collected information is answering the following research questions: 

 How does middle managers within retail banking act when implementing change 

ordered from the top? 

 How does middle managers within retail banking handle and overcome resistance? 

 Maria, the Middle Manager Leading a Stable Team   

When Maria first heard about the changes the organization was about to go through, her 

reaction was natural, maybe slightly even proactive. She states that “as a middle manager 

within the bank sector one cannot enhance negative attitude about changes”. This she 

means is because larger organisations have change on their daily agenda, such as setting 

new goals for making the organization more effective and increasing the profit. 

Her positive view on change comes from her believes that things cannot be done the way 

they always have and most of the times changing routines are for the better. She does 

however point out that she finds it negative that most changes within the bank concerns 

increasing cost-efficiency. “Focus should be put on making it better in other aspects, 

such as the internal environment”. This she knows is not an easy task since the bank is 

regulated by so many external factors, but as a middle manager she feels that she contrib-

utes more to the working environment of her employees.   

Maria has successfully held the position of middle manager within different organisations 

for over 30 years. Within her 10 year as an office manager within the bank she has even 

been awarded a price as “the leader of the year”. Her success she believes can be reflected 

on her long experience of being a manager and leading teams. She has been handling 

many organisational changes and as mentioned above. As a middle manager one is ac-

cording to her, constantly experiencing the need of handling changes. When asking Maria 

about what she thinks about being in the middle of the organisation, she considers the 

position to be positive. ”I have an independent responsibility but still I have the possibil-

ity to turn to someone at the higher position for support if needed”.  
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On the contrary, she can also find some negative aspects of being a middle manager. This 

concerns the decision making process. “The dark side is that many of once personal feel-

ings have to be put aside”. Since almost all decisions are taken by the top management 

team, the lower levels in the hierarchy have to adapt to what has been decided, without 

the possibility to make inputs. However, decisions taken within the region are easier to 

make an impact on. This she considers valuable since it is the middle manager that actu-

ally is out working with the everyday production of services together with the employees. 

During the change process she believes that her emotions reflects on her employees and 

that they can read her and see her inner feelings. This is something she finds positive 

because it makes her one in the team. When talking about her role within the team as a 

middle manager, she describes it to be as following. “I am mainly here as support for the 

employees, but also to make sure everything runs smoothly”. She would however like 

more space to be a leader and have less focus on administration and controlling functions. 

Her most difficult task however rises during time of organisational change, when she is 

confronted with the need of handling the employees’ emotions.  

She has within the bank been provided different leadership educations, where some of 

them have has focused on leadership during change. Within these she has been thought 

how middle managers and employees act in the times of organizational change. This in 

order to prepare for the unexpected and how to handle human emotions. “What I however 

mainly take with me from the courses and always try to have in the back of my mind is 

that, change is in fact a constant journey”. 

 Important Factors for Maria when Implementing Change  

1. Showing empathy. “It is important to see the change and its consequences from the 

employees’ perspective”. Maria believes that the key factor for the employees to experi-

ence a successful change, is to show empathy. This she does by giving clear, direct and 

honest answers to her employees. When something unexpected occurs, this reduces un-

true information to spread within the office. However, she points out that it is important 

to bear in mind that sometimes the middle manager can be more affected by the change 

than the employees and therefore they also need support from the management team 

above. 
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2. Preparatory work and phased implementation. For the change to be successful it is 

important that it is not rushed into but well thought trough in beforehand. She means that 

change is a process and therefore has to be implemented gradually. Many organisations 

according to Maria fails with this since a lot of changes are to be implemented on a very 

tight period of time and should instead be viewed as a long term goals. 

3. Time to digest. “There should be a clear picture of why certain things occur when 

implementing the change”.  In order to make the change credible for her employees, she 

uses tools such as storytelling. “Information is key to success” she says and adds that 

information has to be provided in good time before the change is about to occur. This 

because she herself has to understand why the change is made and also handle her own 

emotions about it before providing the employees with the information. It also makes it 

possible for her to think one step ahead, and evaluate which consequences the change 

may generate. The information should also be provided to all bank offices at the same 

time in order to avoid confusion and anxiety to arise. 

4. High ceiling. Maria indicates that “as a leader it is crucial to create a good working 

environment and atmosphere”. It is however also important to have some distance to the 

employees in order to be taken seriously. However, one should still try to be part of the 

team, even though she feels like she never really is. In her office they have meetings three 

times a week, it is then Maria who most often leads the meetings. “I try to always have 

group meetings with a high ceiling so that everyone feel like they are participating in the 

discussions”. For the change to feel good it is important to discuss things that are in need 

of improvement.  

Maria tries not to tell her employees what to do, instead “I motivate them with how they 

can contribute to the change and team positively”. This because she does not want her 

employees to do something because they are ordered to do so, but because they want to. 

To make her employees work towards the banks values she uses terms from their vision 

in her daily language. 
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 Employees Connected to Maria  

Kalle – Personal Monetary Advisor, currently working for Maria 

Camilla – Personal Monetary Advisor, currently working for Maria  

Both of Marias employees expresses energy and excitement coming into their interviews. 

They are young and motivated, expressing dedication to their work. Between them, Kalle 

is the newest within the office and within the bank. While he has worked less than five 

years, Camilla has worked five more. Kalle has education within economics to blame for 

that which is nothing Camilla can brag about. She on the other hand has pervious 

knowledge and education of being a leader constructing a good team within a sport she 

has been highly dedicated in. Still they are very much alike, having the same view of the 

change within the bank, acting in the same way and also having the same thoughts about 

Maria as a middle manager. Within their office they were according to Camilla very 

spared when it comes to the change. When first hearing about it Camilla was neutral, “I 

really did not care at all”. Later on when the change came closer, she became more and 

more proactive, realizing that they were about to get a better working environment. If 

looking at Kalle he was proactive from the very beginning. According to him “the old 

traditional ways has been tried for many years and trying something new will improve 

the development of the bank keeping up with the technology”.            

4.1.2.1 How did Maria Work With the Implementation of the Change? 

1. Communication. Kalle believes that the change process has been running smoothly, 

mainly due to the open communication that existed within the office. The information 

about the upcoming change was according to him, clear and well delivered from the mid-

dle manager. Since it was done in an early stage he was well prepared to cope with the 

decision and could emotionally adjust that a change was coming. Camilla also confirms 

that the information was given to them in great advance in order for them to adjust. They 

were included in the process at an early stage with an opportunity to react.  

According to Camilla, “the change was solid and we had no possibility to make an impact 

but within the process we had open discussions concerning emotions and questions”. In 

that way she felt like she could contribute within the process at least. Camilla also felt 

like Maria communicated every information she got contributing and creating an open 

environment where no one had to be afraid to speak their mind.  
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However, within the group there were some strong personalities and when having meet-

ings it was some people always taking tone. Perhaps she would have seen Maria making 

the group more equal when having discussions.     

2. Having a positive approach. In the beginning Kalle experienced the feelings of the 

other employees to be split. There were those being reactive. However, this did not Ca-

milla see. She felt the group being positive towards the change within their office but 

worried about their colleagues in other positions. According to her, the climate within the 

office was still stable at all points since they had a very stable group and leader. Kalle 

could see in some of his co-workers, especially those who has been working with the old 

routines for a long time, that they were worried to break the old patterns. Maria on the 

other hand, tried to actively contribute with positive emotions motivating everyone to 

look at the whole picture and future. 

3. Include everyone. Kalle says that there was no individual discussions with Maria and 

he don’t believe that it would had made any difference. Instead they had group meetings 

where the employees freely express and shared their feelings, inputs and questions re-

garding the change. The idea behind the group meetings was initiated by Maria with the 

purpose to come up with ten important values to work with on a daily basis during the 

change. Camilla stated that “everyone in the group have different experiences and we can 

help each other”. Since the group is so strongly connected they can also work together 

as a team if Maria is not present. Camilla thinks that this is has been what Maria has 

worked for. However, Kalle can see a weakness with Marias approach. He thinks that 

Maria should could take more own decisions without including them all the time.   

4. Being a stable leader. According to Camilla, “a leader says come lets go this will be 

fun and a manager sounds more negative like she is above us looking down”. Kalle sees 

the manager as someone not including handling emotions. He sees Maria to have the 

responsibilities of a manager, acts like a leader but calls herself a coach. Camilla feels 

like the implementation of the change was a team effort but it was Maria leading them in 

the right direction. “She is very clear and straight forward with her emotions which I find 

comforting”. She also is one in the group creating competitions having fun but at the same 

time having authority. According to both of them they see Marias as being a leader more 

than a manager. “She motivates but also make us motivate each other working together”.         
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 Ylva, the Middle Manager Dealing with Hard Emotions 

It was a hard day for Ylva when the organisational changes finally reached her office. For 

some offices the change had only meant having to deal with customers having questions 

but for her team it meant closing down, loosing or rearranging positions and also a sepa-

ration of the team. For herself it meant starting over not knowing were to end up.  

She knew that the bank made these changes in order for the company to compete in the 

market and also in order to meet new requirements from the customers. She also knew by 

experience that changes had always been a constant phenomenon within the organisation. 

However, this information did not make her anxiety regarding the future less present. She 

knew that the information she would have to give her employees were going to bring out 

a lot of feelings among them which in turn should lead to a lot of questions. Ylva kept 

regarding her feelings and concerns a positive mind-set, “the worst thing for a leader to 

do is to give up”.  

She tried her hardest to act proactively, being positive and encouraging towards her em-

ployees when at the same time working on her emotions. Back in her mind she however 

felt that the employees could see right through her visualising her underlying personal 

feelings. Over her 20 years of being a middle manager this is something she has always 

been wondering about. How does her hidden emotions really play a role when it comes 

to leading people? Perhaps it can in some way be taught through education. Yet, since 

Ylva has learned to be a leader by practise without any education she cannot be sure if 

that is a fact.    

When asking Ylva what she think is the most important role of the middle manager during 

change se states. “My role is to align my team round the change giving as much infor-

mation as possible”. In the case of this organisational change the decision had already 

been taken by the top management team and no inputs could be made coming from the 

middle managers. “I felt no power to speak my thoughts, nor even to effect the execution”. 

What she could do was to make the best of the situation supporting the feelings of her 

employees along to process. Furthermore as she had foreseen, the emotions of her em-

ployees became the most important focus in her process of implementing a successful 

change.   
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 Important Factors for Ylva when Implementing Change 

1. Time to Digest. Since the change not only affected the office it also affected Ylva on a 

personal level, it was in this situation important for her to be able to process the infor-

mation before having to communicate it to her employees. “I realized the importance of 

handling my own feelings before handling others”. After hearing about how the big or-

ganisational change were to affect her office and her team Ylva had in this case some 

time to digest and reflect on the reality she were facing.  

The biggest supporters were her family but also to some degrees her closest manager. 

“Having someone to talk to, listening to my concerns was highly valuable to me”. The 

importance of having a good timeframe was important in this case but if the change had 

been smaller Ylva had probably found it unnecessary to waste time on own reflections 

instead of acting on the change discussing it with her employees. This since smaller 

changes, not having as big of an impact on the persons involved, are much easier to handle 

and lead trough. 

2. Communication. “Nothing should be held secret and no hidden agendas should exist, 

otherwise the change process cannot be considered as successful”. Ylva is a person car-

ing about relationships and caring about the environment within the office. When building 

trust within the team having an open environment leading to good group dynamics, open 

communication has been the key to success. Not having hidden agendas or secrets is 

something Ylva has very strong opinions about. When talking about it the tone of her 

voice can tell that this is something she take for granted not to have. “Being honest within 

all dimensions of the bank should be the obvious, having secrets as a middle manager 

towards the employees or the customers will bite you in the back later on”. By letting the 

employees have all the information communicated to them Ylva could ensure to reduce 

some resistance and keeping rumours to not be occurring.  

When the rumours spread among the customers, questions quickly arise. Mostly it was 

frustration and anger among the regular customers wondering what office to turn to in-

stead that were most hard to handle. For Ylva this problems were of major importance to 

handle. It was essential that the employees having the direct contact with the customers 

knew how to respond. Open communication in how to handle this were present through 

the process. The openness towards the customers in turn led to them being more open to 

consider better options for them within the product range of the bank.            
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3. Being a support. As Ylva had expected there were quickly a lot of feelings arising 

among her employees. Anxiety, worries and also sadness could be seen. “Within change 

much is about psychology and it is my role to handle feelings in a good way”. This cannot 

be taught and has not been taught to Ylva. “I have had to learn trough experience but 

still it is hard facing situations like this”. It was of big importance for Ylva to be the one 

her employees turned to with their feelings and thoughts. If she had felt that the employees 

could not open up to her she believes it would be something wrong with her style of 

leadership. However, at the same time handling emotions having private conversations 

Ylva emphasize the importance of also being able to handle the practical aspects of 

change monitoring the actions in the everyday work.  

4. Motivation and empowerment. Ordered from the top management team every middle 

manager have to conduct personal meetings with their employees with the intention to 

coach and evaluate them in their work. Ylva take this opportunity to not only talk about 

performance but also to motivate by setting up personal goals or discussing what the next 

step is in their carer and how to work for it. “By believing in my employees investing in 

them their motivation come easier”. Often by giving the employees more responsibilities, 

motivation is provided by trusting them. In the case of the changing environment Ylva 

also used group meetings discussing problems openly and in turn motivating each other. 

Since Ylva had own feelings against the change, for her, it was also very important to 

motivate herself. This was not an easy task but she feels that working together with her 

team helped in some way.        

5. Being a team member with authority. Resistance is something Ylva actually values. 

“Some degree of resistance is always good since it leads to discussion and one can learn 

from each other”. However, sometimes you have to deal with persons not being willing 

to change their minds. Emphasizing team-work helps according to Ylva in these situa-

tions. Ylva puts more focus on team-work than authority. She prefers to be a part of a 

team, working together. However, at the same time she finds it important to still have 

some authority and distance. This is something she personally things she must work on. 

With the changes made within the company Ylvas thoughts of considering herself as be-

ing a middle manager has changed. “You also have to be a good leader and at the same 

time a friend and a psychologist, this work is about humans not only administration”. 

Even though she also consider herself to be a manager she mostly relates to being a leader.    
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 The View of one Employee Working for Ylva 

Hilda – Customer Service Officer, working for Ylva in the past. 

Hilda is a middle age woman with a passion of working with people helping them in a 

meaningful way. She has been working within the bank for more than 15years and has no 

previous experience or education connected to leadership. However, Hilda has within her 

work, been delegated responsibilities in order to manage how smaller every-day routines 

are being made within the office. She has always felt that she has ended up in the right 

place for her concerning work.  

When the news about the office closing down reached her a lot of anxiety arise. Suddenly 

her stable life were about to be ripped apart and everything she know were about to 

change. The news came as an instant shock. This even though everyone had known for a 

while that some changes will be made in the future, the information was very sudden and 

no one were prepared to handle the news. “We did not know what was going to happen 

with us and our positions”. The team were about to split up and Hilda became more and 

more sad. The feeling of having no opportunity to affect their own future also struck the 

employees before knowing anything about the upcoming process of implementation. 

“I believe that I could see quite clearly Ylvas underlying feelings towards the change, at 

least to some degree”. In the beginning Hilda felt that Ylva were on the same level as 

her, wondering about the future. However, Ylva always, at the same time, felt proactive 

and positive creating a good attitude within the group. “We were all in the same boat 

regardless the positions supporting each other”.   

4.2.2.1 How did Ylva Work With the Implementation of the Change? 

1. Open communication. “I never felt that Ylva were hiding any information from us, we 

had very open discussions”. One thing that Hilda emphasize as being important are the 

meetings. The daily work within the office is including having meetings at a regular basis. 

At the meetings new information and updates are given by Ylva and then discussions 

about arising questions within the group are handled. Also, the individual meetings were 

important. Taking time to talk about problems and how to continue helped Hilda in her 

personal development. Sometimes it is also important to being able to discuss things one 

do not want everyone to know. Never during the process Hilda felt alone, she emphasise 

that she thinks this had a lot to do with their manager and their conversations.  
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The reactions from the customers were not as big as it had been thought to be. In great 

advance, before telling the customers, the office worked on a daily basis towards prepar-

ing the customers for changes in the future. This played a major role in making the process 

smoother when the changes later was faced. Also, if there were any situations or questions 

arising from the customers everyone worked as a group helping each other answering 

them. Ylva was there in situations when Hilda and her co-workers did not know how to 

respond.    

2. Being someone to talk to. Since Hilda felt that Ylva was on her side, Ylva was the one 

she talked to and turned to for support. This was important for Hilda since the process 

awoke a lot of feelings. Along the way of implementing the change Hilda relied on Ylva. 

“She helped me moving forward pushing me and at the same time motivating me in my 

work”. Ylva gave Hilda more responsibilities being in charge of one of the actions and 

routines within the office. This made Hilda feel more important and empowered to do her 

job in the best way.  

Even though the future was unknown and Hilda felt unsafe small things in the daily work 

made her continue. It could be someone saying something positive or a customer thanking 

her for her help. Also, Ylva being there to carry her employees made Hilda feel a bit better 

about the situation. “Ylva was my friend as well as my boss, I relied on her helping me in 

my situation”.   

3. Team-Work. “The group completed each other in a very good way, we were skilled in 

different things”. By being skilled in different things Hilda says that there were always 

someone to ask when problems occurred. This made the team strong together which Hilda 

in the end found to be the reason for the successful implementation of the change. “We 

empowered each other and when that was not enough Ylva stepped in”.  

According to Hilda the office were like a second family and it was a sad day when they 

had to split up. However, if anyone felt sad or had feelings of hopelessness the support 

was always there within the group. Also, Ylva were according to Hilda considered to be 

part of the group. She was one of the employees being on their side. However, she also 

had some authority some things she demanded them to do and other tasks were delegated 

and put on the group.  
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4. Being both manager and leader. According to the Hilda, Ylva can be seen as both a 

manager and a leader. “She is skilled in both organising the daily work and lead the group 

forward”. At the same time organising and evaluating the work handling the administra-

tion Hilda feels that Ylva constantly was giving the employees the support they needed 

during the change. She helped them and did not only talk about work but about how they 

were doing in their personal lives as well. However, while being a part of the group Ylva 

also had according to Hilda, some authority when leading and taking important decisions. 

“Some things she demanded of me but she did not ever stress me in doing work I could 

not take time for”.  

When making decisions about the everyday work Ylva according to Hilda, often let the 

employees together come up with a solution instead of deciding on her own and then 

forcing the decision upon them. In most situations Hilda thought this was the case but of 

course there were times when this were not possible and Ylva had to be the strong one 

demanding things. Hilda thinks that often this was the case when clear directions was 

given from the top and Ylva n turn had nothing to say in the matter.  

Even though the Hilda in the beginning of the process felt unsafe and sad hearing about 

the change she finally in the end thinks that everything almost turned out even better than 

before. She now fully understands why the decisions were being made and why it was 

important implementing these changes. Even though Hilda was not able to stay at her old 

office with Ylva and had to go from a full-time employment to a temporary position at 

another office she is still quite satisfied. “It could have been much worse I could have 

ended up any were, but here I am comfortable”.  

One thing Hilda thinks could have been handled better if forced to say something she 

believes it would be the delivery of the news about the change. It was such a surprise 

movement hearing about it and she thinks it had been easier to handle if it had not been 

so sudden. Hilda would suggest that instead the employees could have been prepared 

earlier on in order to be able to digest the information and prepare for the change in more 

advance. “Despite the circumstances I am happy that I had Ylva as a manager, perhaps 

we could not have kept the team together otherwise”. If Hilda had have the feeling of 

being alone going through the change without the support of the group she believes it 

easily could have broken her down or leading her to change into a new career path. 
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 Tobias, the Middle Manager Leading for the First Time  

Tobias is a leader expressing confidence when talking about himself and his achieve-

ments. He mentions his master degree, individual courses within economics but also the 

internal courses concerning leadership he has been given within the bank. One can say 

that Tobias was taught to be a leader. After working within the bank for more than 10years 

he was greeted a trainee position in order to work alongside a middle manager learning 

about the job. In the past moths he however has gotten his own office to lead. “It has been 

a challenge but I think we are making progress”. 

If talking about the leadership courses he have been given within the bank he believes the 

focus has been to generate general knowledge and also to figure out if the position was 

suited for him or not. When it comes to change implementation and leading in a changing 

environment he do not believe he have been provided with any information or education 

connected to that.  

However, he believes he has some own experiences in other situations handling change 

which in this case helped him a lot. When talking about his own feelings towards change 

he states that “when working in a bank one has to be inclined to change since within the 

bank sector changes constantly occur”. He also point out that this also is stated within 

the job description as being a requirement when having the position of middle manager. 

When the big organisational change occurred within the bank Tobias was not the one 

leading in the beginning. He took over from another manager during the process which 

in turn made the change even bigger for the employees. However, the office were not that 

much effected by the big change but perhaps more effected by the fact of getting a new 

middle manager.  

The positive aspect of being a middle manager is according to Tobias, that most things 

ordered from the top comes fully structured, the middle manager do not have to care about 

thinks they cannot effect. The negative aspect is however that there are a lot of admin-

istrational work put on the middle managers. Tobias would like to have more time ad-

dressing being a leader working together with his employees.  
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 Important Factors for Tobias when Implementing Change 

1. Organising. According to Tobias the middle manager plays an important role within 

the organisation since they are the ones being provided with information from the top 

management team. He is often provided a plan and a clear time schedule with deadlines 

and there by his responsibility is to make sure everything is done according to the plans. 

This is done by daily following up results and activities performed. “These plans can 

however to some degree be adjustable to fit better to the group within the office”. How-

ever, he point out that there are some frames given that has to be followed accordingly.   

According to Tobias change within the organisation occur because the bank has to con-

stantly be in front fighting with its competitors. Also, in order to adapt to the changing 

environment such as development of technology and changing customer demands. He 

believes that it is an individual responsibility within the organisation to implement the 

changes and to assimilate and live after the new goals being set. “This is something that 

the employees are graded on when having annual evaluations. If they have low scores 

within this field they are encouraged to work on being better in adopting to changes dur-

ing the next year”.  

2. Acting proactively. During the change he tried to put his own feelings aside and act 

proactively. “It would be a disaster if expressing any negative emotions towards my em-

ployees or the changes”. He consider himself to be lucky coming into an office with good 

harmony, where everyone is comfortable with each other and works as a team. It makes 

his work much easier. The process of coming into a new team as the new leader has been 

an easy process to handle. The things he sees has made the change more difficult is rather 

related to the customers experiencing the change in the overall organisation.  

Tobias sees resistance as something natural and believes that there will always be some 

disagreements. However, he has not experienced his employees to be resistant towards 

the changes made but rather open and positive. “I think it help being positive and proac-

tive myself towards my employees”. The role of a middle manager during change is ac-

cording to Tobias to get the information and message out to the employees, creating pos-

itive emotions towards the change and open up for discussions. 
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3. Clear connections to reality. To implement change successfully, Tobias believes that 

it is important that there are clear connections to reality and that the change is of relevance 

to the organisation and will contribute to improvements. By seeing this connections it is 

easier for him to take on a proactive mind-set and then give his employees the same feel-

ings. It is easier to understand why things are being made if the understanding about how 

the reality is and what consequences can be seen if no action is taken.  

This is also connected the Tobias thoughts of the importance of being provided with the 

right tools to work with in order to lead the process successfully. In this case the right 

tools may be open communication from the top management team supplying the middle 

managers with all information to why the change is being done. Also when implementing 

change he divide the process into different stages in order to be able to digest the infor-

mation and adjust the process. “To be given time is important but also to give time in 

order for the employees to think about what is happening”.   

4. Being both manager and leader. Tobias consider himself to be somewhere in between 

a manager and a leader. “A manager is someone that makes sure that everything in the 

daily work runs smoothly, handling the administration”. While he explains that a leader 

is one that motivates his employees coaching them into doing their best and leading the 

directions. He states that this is difficult to accomplish being a manager if one is not also 

a leader, since the employees wellbeing is of vital concerns.  

As a leader he is present and responsive, which he believes has a motivational effect 

towards his employees. He also states that it is important to give credit when the employ-

ees have done something good. He is using individual coaching meetings with his em-

ployees where they for example discuss sales statistics. These meetings he also be con-

sidered having a motivational effect if the employee has managed to reach the goals. To 

increase the motivation among the group different sales competitions are held within the 

office. Having the employees compete against each other and also against other offices. 

This both motivates them to work hard for themselves and together as a team.  

Tobias has not been facing any problems coming in as the new leader. He believes eve-

ryone has been very open towards him and he feels very welcome. He have let the em-

ployees continue with their old routines but at the same time introduced his thoughts about 

how to work.      
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 The View of Two Employees Working for Tobias  

Jonas – Customer Service Officer, currently working for Tobias 

Iris – Customer Service Officer, currently working for Tobias  

Jonas and Iris are two people with strong personalities. Both of them are within the group 

considered to have authority within the office. Talking to them is like talking to natural 

leaders both expresses the body language of confidence. As an outsider one can easily 

think of the question wondering how a leader would be able to in turn lead these strong 

minds and personalities. Iris has long experiences within the company expressing the 

feelings of knowing all there is to know within retail banking and the bank in general. 

Being comfortable laid back in her chair she is not afraid of speaking her mind. “When 

first hearing about the change I was excited, change is important and something to work 

for”. However, the information about changing manager came as a small shock for her. 

The office of Tobias were not much effected by the strategically change within the bank. 

The employees had their positions secured and no big changes had to be made. However, 

at the same time they were in the process of changing middle manager as Tobias were 

about to take over and lead them.  

Jonas is like Iris a person of confidence always wanting to speak his mind being heard. 

Even though he only has been working for the company for a short period he feels per-

fectly comfortable with the work even taking on extra responsibilities and authority. 

“When first hearing about the change coming I was totally neutral, I did not care that 

much, I knew it was coming”. However, Jonas also feels that the information about chang-

ing manager came as a surprise adding stress to the process and ripping up the environ-

ment and the team they had built. Jonas felt however that is was unnecessary to react 

since nothing could be done in order to make an impact on the decisions.  

Iris had some own speculations about the future of the bank and had own preferences and 

standings in the question regarding the change and movement within retail banking. She 

could also see the negative aspects arising if the change were not made. Therefore, she 

herself very positive when being informed about what was supposed to happen within the 

bank in general. The feelings of both employees did not change during the process. Jonas 

being neutral continued being neutral and Iris being proactive kept on acting on those 

feelings.         
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4.3.2.1 How did Tobias Work With the Implementation of the Change? 

1. Handling questions from customers. The biggest questions that were arising among 

the employees before implementing the changes was how to inform the customers in the 

best way and how to answer questions are being asked. This concerns they did not ac-

cording to Jonas have much discussions about. He says that “it was much up to our own 

judgement how to handle the questions asked by the customers”. Iris also implies the 

same thing by stating that “if a situation occurred where someone did not know how to 

act this person turned to the other employees for guidance and then the situation was 

solved together”.  

How to handle the situation was very much up to the individual responsibility in how to 

act not much were discussed about this problem within the group or by Tobias. However, 

how this strategy worked out was positively conceived by Iris liking the independence. 

On the other hand, Jonas had liked to have more guidance perhaps since not being as 

experienced as Iris.      

2. Individual freedom. The view on the responsibility of the middle manager differs a bit 

depending who is asked. Both Jonas and Iris agree that the middle manager have an im-

plementing role when it comes to changes. However, Jonas would like to see the manager 

as the person constantly driving the people forward and creating a good atmosphere 

within the work-force. Iris on the other hand value the individual freedom and responsi-

bility in the daily work when the middle manager take a step away. She says that “I prefer 

to do my job in the best possible way and by having independence I am able to do that”. 

Having someone interfering too much would according to Iris hinder her from doing what 

she does best.  

Jonas has another view saying that he would like their manager to lead more helping the 

group and individuals. Jonas does not have as much experience as Iris and can sometimes 

feel a bit forgotten. He thinks more discussions and more unity within the group would 

help a lot. They both agree on that Tobias leadership style may suit some persons within 

the group and others not. However, they both comments on the fact that Tobias has not 

been the middle manager in their office for a longer period. He has not yet had the time 

to get to know the group and the individuals. Every office and group has its own relation-

ships and connections and these constructions Tobias has not figured out yet.   
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3. Leading and managing the group. Jonas says that before the change and getting a new 

middle manager, the office was a family and a unite working together. When going 

through the changes the family feeling has been lost along the way. He believes this is 

due to the different characteristics within the group needing someone to almost force them 

into seeing each other and being on the same path. Not the same view is gained from Iris 

saying with some hesitation “I would not consider us to be a family but co-workers work-

ing together as a group”. Lately he adds that the group somehow have been divided into 

two groups, the ones liking Tobias and the ones needed to be won over. 

When being asked if there are someone else leading the group instead of the middle man-

ager Iris is diplomatic saying that everyone is knowledge in different areas being extra 

responsible about that task. At the same time without saying any names she also implies 

that there are persons within the group having stronger voices that the middle manager. 

When asking Jonas the same question he says “I guess that person in that case probably 

would be me”. Even though there are some strong individuals both however feel that their 

middle manager has the final word when managing the group.  

4. Communication. Openness and communication about changes was according to Iris 

of major importance in order for the group to be able to process changes. Often when 

major changes have been made it has been communicated by the middle manager but 

when smaller changes occur the responsibility of being updated has been put on the em-

ployees. This method has been positive for Iris liking having own responsibility but could 

have been done in another way according to Jonas. Jonas believes that “the responsibility 

of informing is in the hands of the middle manager not in mine”. Jonas has also felt that 

he has missed important information when not being able to attend the weekly meetings. 

He would like to also have Tobias to for example sending out an e-mail summarising the 

meeting.  

5. Motivation and empowerment. Today, they both feels that much pressure is put on 

their middle manager doing administrative work. In the best of worlds they would prefer 

if the pressure of administration was less in order Tobias to be able to contribute more 

being a leader when it comes to empowerment and motivation. If this were the case they 

think that Tobias would be able to be more present in the situations arising on a daily 

basis. They also think that he would then be able to give a better support and put in more 

effort in getting the group to work as a team respecting each other.   
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 Andreas, the Middle Manager Being in Love with Change 

“Changing is the most important thing an organisation can do”. Andreas is a young 

middle manager expressing much enthusiasm when talking about change and leadership. 

All of his life he has been a natural leader in all types of situations. His career has gone 

straight upward because of his skills to lead and engage people around him. Andreas 

started working within the bank for more than six years ago, this directly after finishing 

high school. In those years ha have gone from being working with customer services to 

being a group leader and then middle manager at two different offices.  

He has no higher education but has been taking internal courses within the bank such as 

the course for potential leaders, this in order to learn how lead others within the bank. 

Within these courses much focus were also put on how to lead during change. Lots of 

focus has been put on leading during change and he argues this is because having a lead-

ership position requires to lead change on a daily basis, especially within the bank sector.  

According to Andreas the organizational change did not come unexpected rather as an 

expected response to the external world. He could easily understand why the change had 

to happen and was therefore positive and acted proactively. He does however point out 

that it is not only about following the changes in society but sometimes also to be ahead 

leading them in order to be competitive in the market. This was the case within the or-

ganisation when taking the big structural decision of the latest change. As a middle man-

ager he states that one needs to have a proactive mind-set in order to master the position 

in the best way possible.  

As a person Andreas is the type liking when things are happening. Change is to him 

something fun and exciting. “Even if a change would imply every middle manage had to 

reapply to their positions I would have been excited, it would have led me into a new 

challenge”. This time the change however did not make such a big impact on the office 

he then were working in. nothing were about to happen to the office or their daily work. 

However, some employees’ positions could not continue and the changes of the other 

offices could perhaps be affecting Andrea’s office to some extent but not to a large degree. 

The challenge in this case was to handle all the questions arising and keeping the employ-

ees to work as a team.   
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 Important Factors for Andreas when Implementing Change 

1. Preparation. For Andreas the time he got before implementing the change was of major 

importance for him. He was able to think through the whole process carefully in before-

hand and analyse how he best would be able make the process being as smooth as possible 

for his employees. For Andreas the process before telling his employees about the change 

was spent together with other middle managers having time to discuss questions and talk 

about the upcoming process they would have to lead. Andreas could then prepare on how 

to tell his employees and also in how to handle emotions that probably would occur. Since 

he was very proactive from the beginning he never had a doubt about the change not being 

successful. He was exited getting started.  

It was also important to quickly adapt to the change process, but in order to do so it was 

important for Andreas to also feel like he had some possibilities to give his inputs and 

tips to his closest managers. This is something he believes he has been able to do, “as 

long as the inputs and tips did not involve complaining but were constructive and viewed 

from a bigger perspective, the higher managers listened”. Furthermore, Andreas thinks 

that “the change would not have been any different if I would not accepted it, it would 

just have brought problems to both me and my team”. Andreas emphasize that this is the 

reason why he believes that one always should make the best of the situation not having 

too many doubts. 

2. Communication. “For the implementation of the change to run smoothly it is im-

portant that I as a middle manager not only talks to those who will be most affected by 

the change but also to those who will not”. This because Andreas feel like some employ-

ees are important to have with him when delivering the news to the full group in order to 

avoid to big reaction affecting everyone else. In this case he started with presenting the 

information on a Friday in order for the employees to have some time to digest the infor-

mation. After that Andreas and his team had open discussions talking about concerns 

discussing problems and helping each other. Even though Andreas often were the leader 

in this meetings the employees was encouraged to speak their minds controlling the di-

rection of the meetings. However, when informing about the change he say not much of 

resistance. Resistance he otherwise sees as being something positive “it as a natural re-

sponse I would be more concerned if the employees show no emotions at all”.  
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Resistance and emotions can lead to thinking out a plan on how to handle a situation 

rather than just ignoring it and then getting surprised. Andreas believes that his employees 

can easily read what he is feeling and that it is very difficult to hide underlying feelings. 

Therefore, the process of digestion of once own mind-set is vital before giving the news 

to the employees. This is however, only possible if the top management team provides 

the information in great time before the change need to occur. 

3. Empathy and support. “Even though I always has stay positive as middle manager 

when it comes to changes within the organisation, it is vital for me to combine this with 

empathy and support towards the employees not being as positive”. By having individual 

meetings Andreas could easily find out what impact the change had on the individuals 

and then support and motivate them in the best possible way. He points out that the role 

of the middle manager is of very much important during a change process, especially for 

the employees since they should be able to turn to and depend on their leader. 

According to Andreas his role should be more focused on supporting and coaching his 

employees. He therefore tries to delegate the administration work to his employees, this 

both gives him more time to be there for his employees but also provides the employees 

a chance to grow. “As a leader you should never think that you are better than your 

employees, they should always be the ones growing since they are the ones driving the 

organisation”. According to Andreas the middle manager is just there to tell them what 

needs to be done but not how because this the employees already know better. 

Motivating someone else is according to Andreas impossible, “I can only provide the 

right tools for the employees to be able to motivate themselves”. This by explaining why 

they are here and the advantages of having them in the team. Everyone are good at dif-

ferent things and as a middle manager one should uplift the positive things and provide 

opportunities for them to shine, instead of focusing on the negative parts. 

Andreas sees himself more being a leader rather than a manager. He wants his employees 

to do good work in order to contribute to the team and because they find it joyful, not 

because they are ordered to do so. “Do not forget to be there for the employees outside 

the working hours” as a middle manager he believes that he has the responsibility to show 

that he is available to be contacted in any time and make sure that they are feeling okay.   
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 The View of Two Employees Working for Andreas  

Tina – Customer Service Officer, worked for Andreas during the change 

Harim – Customer Service Officer, worked for Andreas during the change 

Harim and Tina are two opposites too each other. Tina has worked within the company 

for such a long time it cannot be counted using all of her fingers. With no education, she 

is pleased with the position she has “it is what I am good at and it is a stable position, at 

least I thought so”. For Tina having a career is not important, having stability for her and 

her family is of greater valued. Tina expresses the feelings of being very neutral in every 

answer she gives she gave an explanation saying that “lately after Andreas moved the 

office has been quite unstable with people coming and going, it has tired me out”.  

Harim expresses more excitement. Ha has only been working within the company for a 

few years and in different offices. For the last two years he however has been working in 

the same office as Tina. Harim is a driven person talking with confidence, but without 

bragging, about his education within economics and leadership but also about his big 

plans for the future moving forward in his career. “I am not staying within this office for 

long, hopefully I will have another position soon”. He however emphasize the great times 

ha have had with his co-workers during the last years. “Our team is the funniest even 

though we of course have things to work on”.  

When the information about the big organisational change came to their office both Tina 

and Harim were shocked. Even though the change did not affect their positions there were 

others within the office with part-time positions having to leave. Also, the concerns re-

garding co-workers at other offices and the effect on the customers arise. In the beginning 

everything felt hopeless “my motivation in doing my work disappeared” was expressed 

by Tina.  

Harim says that “my feelings was firstly disappointment of not being prepared for the 

information but later, do to my education, I started looking at the decision form the top 

management point of view and started to agree with the decision”.  The implementation 

of the change they both agree on was a quite smooth process since the support from An-

dreas always was present.               
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4.4.2.1 How did Andreas Work With the Implementation of the Change? 

1. Having meetings. After the first meeting being informed about the changes both Tina 

and Harim had the feeling of hopelessness. Also, at the same time a lot of questions arise. 

Tina remembers that the information was given on a Friday “we had then the weekend to 

talk to our relatives and process the information to some degree”. When coming back 

after the weekend Andreas started by having, as Harim remembers, individual meetings 

with those wanting to.  

Then group meetings were held every morning discussing thoughts and concerns openly. 

Tina however felt that this was not enough for her. She did not want to talk about personal 

feeling with her colleagues so instead she turned to Andreas. “He listened to me and 

helped me to understand and grasp the situation in a better way”. Harim on the other 

hand held his feeling to himself working on understanding the overall view of the organ-

isational decision. He also shared his thoughts in the meetings held by Andreas.   

2. Communication. Both Harim and Tina said that they never had felt any underlying 

feelings from Andreas. However, they could clearly see that he acted positively and pro-

active during the entire process. In the beginning he gave them the time they needed in 

order to process the information and to ask questions arising. Tina point out that Andreas 

also helped her when being extra concerned about her future, this by having individual 

conversations. She also remembers that Andreas coached those having their positions 

taken away and also helped them moving forward within the company finding new op-

portunities. 

Harim easily felt what his co-workers were feeling. Since he became very proactive 

within the process he tried to help his colleagues having a hard time. “Many would not 

communicate their feelings however Andreas implied open communication at all-time 

which made it easier for everyone to express their feelings”. Andreas had no hidden agen-

das or secret information not sharing, at least Tina and Harim felt so.  

Concerning the daily interaction with customers’ decisions on how to handle questions 

was taken in the group. “If later, situations arise when we needed guidance Andreas was 

there to support” Tina explains. If however, there ever was an emergency when Andreas 

was not present everyone knew the clear instructions given in how to act.  
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3. Being a strong leader. “During the process it was important having a strong leader 

how easily could answer questions both coming from us as the employees and also from 

the customers.” This is the words of Tina emphasising her thoughts as Andreas not being 

a manager but actually a leader. Harim also communicated the importance of having a 

leader they could rely on during the process. He continues explaining that there are some 

persons within the group having strong personalities with the potential to lead the group. 

However, Andreas quickly got the respect which made those people to accept him as the 

leader. Tina thinks that if this had not been the case the strong personalities would prob-

ably have fought about saying their opinions and not being able to contribute to a smooth 

implementation process.    

When asking the question whether the employees’ consider Andreas to be a manager or 

a leader, it is clear that they consider him to be a leader. Harim expresses that “of course 

Andreas does what is needed when it comes to administration but at the same time he is 

the on leading the group”. Harim also feels that Andreas in some way has created a group 

that can deal with the daily work by themselves. Tina agrees but adds that in times when 

unclear situations arises Andreas was the one to turn to in order to get guidance. Even 

though Andreas were considered as being one in the group at the same time some distance 

could according to Tina be felt since he also was considered being their boss having the 

final say in important decisions that were taken.           

4. Motivation and empowerment. “Since the group became much separated do to differ-

ent feelings among us” Tina emphasize that it was in the responsibility of Andreas to 

motivate the group into working together. Harim also thinks that it was Andreas who 

started contributing to the positive atmosphere which in turn lead to everyone else starting 

to motivate each other within the group.  

By having motivation as an important aspect to consider in the daily work Harim felt that 

the change process, even though it contributed to a lot of feelings, turned out to be a 

smoother process than first thought. When asking about empowering Tina could not give 

an answer. “That expression is unknown to me, I consider it to be the same thing as mo-

tivation”. Also, Harim does not want to talk much about empowerment. “This I did not 

need, perhaps someone of the other persons needed it and then a think they got help but 

I do not know”.  
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During the process Harim says that much focus was put on working together trusting each 

other. Also Andreas were considered to be part of the group. “We sometimes had small 

activities after the work doing things together not connected to the office” says Harim. 

Tina ads that “one time we had a barbeque together, that I thought was fun”. The activ-

ities created trust and the authority of Andreas was for a while forgotten. Harim thinks 

this activities was of major importance when motivating each other creating a better en-

vironment and attitude at work.           

5. Connecting values. Both Tina and Harim implies that when the change implementation 

process was happening, the values of the organisation influenced the environment in the 

daily work. Harim expand this by saying that “the values is stuck in the back of our heads, 

the values we are constantly being remembered about”. Ylva has also started to mention 

the values in different situations when she can connect actions they are doing with what 

has been communicated to them being the values of the organisation. 

Ylva thinks that “it was totally clear that the values were important to Andreas he con-

stantly reminded us of them when talking about the change”. Harim thought that the val-

ues influenced their daily work in some situations. When certain situations that could be 

clearly connected to the values someone in the office always made a comment. Some-

times almost as a joke since the values were mentioned a lot. When being asked about 

how their own values matches the values of the company and the change they have no 

clear answer. Tina does not know and talks about other things not connected to values. 

However, Harim says that “of course the values matches my own they are so general that 

I believe no one could say anything else”.         

Both Tina and Harim still feels that the change it is still an ongoing process. However, 

they also feel that the outcome have been better than they first expected and the office are 

almost back to the stable environment they had before. Today they have no things they 

think could have been done differently. Harim ends his interview by pointing out that the 

change has been successful within the office and the organisation. However, he can also 

see some problems concerning the customers. The new shape of the organisation requires 

the customers to change behaviour. In their office the customers often do not want to, 

therefore the work are getting tougher. However, this will probably change with time.  
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5 Analysis  

In connection to the method of interpretative assumption, in this section the empirical 

findings have been interpreted and compared to the model created in the theoretical 

framework. This section have been divided into categories taken from the model in order 

to be able to make comparisons. Ending this section a discussion about impacts on soci-

ety, that can be resulting from the findings gained, are presented. This section gives an-

swers to the research questions: 

 What differences can be seen when comparing the model developed from previous 

research with the practical implementation? 

 What common factors are seen among middle managers within retail banking when 

implementing change?   

The analysis starts with analysing the part of the model called resistance including sense-

making, empowerment and proactivity. Further, the part of the model referring to the 

change process is analysed. This giving an answer to whether the middle managers can 

be seen using value alignment and artefacts of change when implementing change. Last, 

the aspect of the role of the middle manager is discussed evaluating whether the middle 

managers are change agent and transformational leaders or not.  
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 Resistance  

 Sensemaking  

According to Stensaker and Falkenberg (2007), the middle managers plays an important 

part when implementing change and to make it compatible without damaging the inten-

tion of it. This is something that shines through from all the interviews with the middle 

managers, especially because of the role and responsibility to implement a decision which 

they not always fully support. Even though most of the middle managers stated that they 

have the possibility to adapt the decision a bit, in order to fit their office, they still need 

to consider the intention of the change and communicate the right message from above. 

During change individuals, according to Balogun and Johnson (2004), usually gets in the 

state of sensemaking where they interact with each other in order to understand what is 

going on around them. In this case the employees were provided with information in an 

early stage of the change process and all of the middle managers stated that it is vital to 

do so in order to avoid gossip.  

Ford, Ford and D’amelio (2008), says that since change interrupts normal patterns it is 

not unlikely that individuals take actions such as exchange gossip, stories, rumours and 

accounts of past experiences. However due to an early preparation and making sure that 

the information was provided to all the offices at the same time, this was avoided. 

When in the state of sensemaking Brown (2000), implies that one is able to create and 

maintain an intersubjective world. The change agents, which in this case would be the 

middle managers, tries to determine how this will be accomplished. While the recipients, 

in this case the employees, are determining how this is going to affect them individually. 

The middle manager should according to Gioia and Chittipeddi (1991), give sense by 

holding meetings where a vision is created and the interaction of the change is presented 

using scenarios but also by constructing opportunities for the employees and motivate 

them.  

If interpreting the middle managers interviewed often the meaning making process is for-

gotten when having meetings. Tobias was according to his employees very informative 

and also not concerned if everyone was informed about the small things within the pro-
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cess. The meaning making and sensemaking came according to the employees from them-

selves and if they had any problem handling the situation Tobias could help them. This 

leadership style is not said to be wrong but is however not considered within the theory 

of sensemaking.   

Everyone, of the middle managers had individual meetings with their employees in order 

to coach and find opportunities for them in their careers. Whether this empowered the 

employees was seen to be the case in most offices. Within Marias office the change did 

not affect the employees to a large degree. Marias employees were more focused on per-

sonal development and about reaching their goals then to make sense of the change. 

Therefore, Maria did not have to do more than handle questions arising at the group meet-

ings. Her situation is therefore hard to interpret.  

However, when looking at Andreas it is clearly seen when talking to his employees that 

he was able to give them the big picture. Also, helping the employees forward if their 

position were about to be taken away. Andrea’s employees were very positive about the 

approach and the outcome. Ylvas employees on the other hand had a hard time accepting 

the change in the beginning but here Ylva helped them to also look at the big picture and 

move forward.  

It can be seen that it is Andreas and Ylva who have been using sensemaking to the largest 

extent. However, also Maria mentioned that she sometimes uses storytelling in order for 

her employees to understand the change in a better way. She had no example of this but 

said that she tries to look at other offices in how they are working on what is working for 

them in order to communicate this to her employees.  

When talking to her employees they said nothing about sensemaking within the latest 

change. However, they mentioned that she included them in decisions taken by her within 

the process. Whether Maria can be considered to have used sensemaking in the situation 

of the latest strategically change. This does not mean that she uses sensemaking when 

implementing changes affecting her office in a larger degree.   
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 Motivation and Empowerment  

To motivate and empower the employees is according to the model created within the 

theoretical framework, an important task for the middle manager to perform. This since 

it is according to Gilley (2005), linked to having great successful change. If looking at 

Gilley et al (2009), variables needed consisting of the leader being coaching, involved, 

rewarding, communicating, motivational and empowering, one can see that several of the 

managers are using these techniques. The main focus within the interviews were however 

on the techniques of motivation, communication and empowerment since these was em-

phasised as the most important criteria’s within the theoretical framework but also some 

considerations were taken to the other criteria’s as well.  

If taking the aspect of coaching into consideration, it is noticed in the empirical study that 

all of the middle managers are conducting individual meetings, evaluating and coaching 

the employees. However, this is ordered from the top being something the office manag-

ers have to do. The question arises, if the employees’ felt satisfied with how these meeting 

are being conducted and if they feel that this meetings are rewarding in forms of coaching. 

Locking at the employees connected to Ylva, it is clear that during the process the indi-

vidual coaching meetings was of great importance in order to also motivate the employees 

in their daily work. This was also the case when talking with the employees connected to 

the other middle managers. However, some employees could sometimes feel that too 

much focus was put on their performance emphasizing areas to work on instead of focus-

ing on what they were extra good on. The concept of coaching could however, have been 

misinterpreted by the employees. Some of the middle managers seem to interpret the 

coach meetings as being just focusing on performances and then use motivation in the 

daily work. These different expectations on the meetings could lead to the change imple-

mentation being a less smooth process.  

If looking at the criteria of motivation this is in most offices part of the daily work envi-

ronment. The motivation does not always come from the middle manager but form the 

employees to each other. However, motivation seems to be present in all the investigated 

offices in some way. It often takes the form off support, helping each other in situations 

hard to handle or having conversations about feelings arising. In one of the offices more 

motivation could be seen coming from the individuals themselves having an inner drive 

to succeed.    
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It is said by Gill (2010), that in order for the leader to be able to motivate the employees 

the leader must be credible. Credibility in turn arises from honesty, inspiration, positivity, 

alignment of goals and values and communication. In the case of the offices studied there 

are differences in how this is approached. What is true is that all the interviewed employ-

ees feels that there middle managers are honest with no hidden agendas. Also, they are 

considered to be positive motivating their employees.  

All of the middle managers interviewed finds the alignment of goals and values to be 

important and part of their responsibility but it is at the same time considered to be hard 

implementing in a changing environment. This is by Conger (1999), mentioned as being 

important, however among the middle managers it can be hard communicating in a good 

way. They are trying but there are no clear structure in how to do more than sometimes 

be mentioning the values. Since this can be seen as hard also connecting the message of 

change with personal needs and values must be a hard task to perform.    

If evaluating the criteria of communication there are areas that could be improved. Some-

times communication is clear but other times when the responsibility to gain information 

is put on the employees some individuals can have a hard time keeping themselves up-

dated. The feeling of what is the responsibility of the middle managers verses the respon-

sibilities of the employees sometimes differ and could perhaps be the reason why the 

employees sometimes feels that they are missing information concerning smaller 

changes. This is solved in most offices having discussions within the group but other 

offices could be working on this aspect a bit more.  

If evaluating the aspect of empowerment, one tool according to Bennis (1999) is to sup-

port intrapreneurship when implementing the change. In this case all of the middle man-

agers are delegating work to the employees letting them control an aspect of the change. 

The employees confirms the theory by saying that it makes them feel more committed to 

the process of change. However, for the middle manager to be able to empower they also 

need to be empowered (Dopson & Neumann, 1998). The middle managers interviewed 

emphasise the importance of having time to digest the information before communicating 

the information to the employees. In major changes this have been the case but smaller 

changes can sometimes come as surprise for them as well. The middle managers gets 

motivation through their managers and by having people to talk to. Sometimes it is hard 

but their feelings are not often seen by their employees.  



 

 

 
66 

 Proactivity  

As said in by Hader (2011), when unexpected changes are communicated by the top the 

problem is for the middle manager to be able to digest the information before communi-

cating them to the employees. How the middle manager are behaving in these situations 

are critical if the change is going to be successful or not. This includes the first reactions 

of the managers. If comparing the interviews with Lewis (2001), theory of being proac-

tive, neutral or reactive one can see different results among the middle manager talked to.  

All of the middle managers interviewed agrees on the importance for the manager not to 

be communicating bad feelings towards the changes. However some of them, referring to 

Maria and Ylva, believes that even though acting with positivity the employees will in 

some degrees notice the underlying feelings of the manager. This is something Ylva said 

she had been having discussions about with her boss.  

If taking the information given by the employees into consideration, Hilda was clear about 

knowing exactly the underlying feelings of their managers. While others like Jonas had 

not given that question a thought. When some of the employees were asked how their 

managers attitude towards the change had been they said positive. However, when asked 

what they thought the middle manager actually felt the answers were different. Most of 

them said that they did not know while others were sure of their manager being positive 

or negative. Andreas who said that he had time digesting the information before commu-

nication it, had employees being unsure of his felling but found them to have been posi-

tive. Ylva who had not had time to digest or being worried about her own future her 

employee Hilda also thought she could feel the anxiety within their manager.  

As Lewis (2001), says that it is crucial for the middle manager to de proactive and act 

upon those feelings. In the case of the interviewed middle managers some find themselves 

being proactive and positive towards the changes, these managers are Maria and Andreas. 

They had time thinking about why the changes were made in order to connect the changes 

to their own values. However, Ylva and Tobias can be seen as being reactive or neutral 

towards the changes. When interviewing the employee connected to Ylva she had felt the 

reactive feelings in Ylva even though Ylva tried to act proactively towards her employees. 

Talking about Tobias he was experienced as being neutral and that was also the feelings 

of the interviewers when talking to Tobias.  
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However, everyone interviewed felt that the outcome and the process of the changes had 

been positive in the end. This can lead to the conclusion that the feelings of the middle 

manager towards the change in the beginning do not have to be proactive but it is however 

important to act proactively in order to lead the process of change.  

If evaluating the answers given by the middle managers the help given from the top has 

helped them sustaining the actions of proactivity and keep that set of mind. This is also 

mentioned by Hader (2011), as being important in times of change since giving the middle 

managers the right toolbox to work with makes the process easier to look on in a positive 

way leading to a great change implementation. In this case the middle managers have 

been able to be proactive even though the theory were questioning this ability when being 

ordered change from the top with no change to influence the decision.  

When comparing the thoughts of Ford (1999) to the answers given about reducing reac-

tive conversations, only one of the middle managers answered the question in how to 

handle this with a direct action. Andreas said that he could guess the individual reactions 

of his employees before communicating the information. He handled this by taking this 

individuals into a personal meeting discussing the information and dealing with the pos-

sible reaction individually before telling the whole group. In this way he could control 

the mood and the volume in the later discussions in the group. This since he already had 

the strong individuals on his side and they have had time thinking about the information 

before reacting spontaneously. The other managers had no other answer to how they con-

trolled the discussions, more than by being positive themselves. 

It is according to Soltani & Wilkinson (2010), important for the middle managers to be 

open minded when it comes to change and realize the goals taken by the top management. 

In this case all of the managers’ interviewed mentioned the importance for a manager to 

being open towards change. One could not think of change as something new and scary 

but instead wanting things to happen and constantly move forward. Andreas even said 

that it would be exiting if everyone were forced to re-apply for their positions since this 

would stir thing around, opening for new possibilities. However, what could be seen is 

that no one of the managers are finding change to be something negative. Also, according 

to the employees the attitude towards change among the middle managers confirms the 

thoughts of the managers themselves.     
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 The Change Process  

 Value Alignment   

According to Baird (1994), if the office is aligned focusing on the same goals they have 

greater capacity to go through changes. In order to compare the theory to the empirical 

research focus is put on the four components of value alignment listed by Gill (2010), in 

the theoretical framework. These are, shared understandings, shared priorities, common 

values and common orientations. If comparing these with the answers given by the middle 

managers there are some differences to be seen.  

When looking at shared understandings all the middle managers feels that they are com-

municating information given towards their employees. However, the employees con-

nected to Tobias had another picture about the shared understandings, feeling that some 

information was lacking. Often in these cases the word of mouth starts going around giv-

ing mixed information and giving those who missed the information the feeling of being 

forgotten. Kamilla said that Maria e-mailed the information discussed in the meetings to 

those who had not attend. This strategy should be implemented by the other managers to 

reduce misunderstandings and rumours starting. 

If looking at shared priorities this is to a high degree used in the offices investigated. 

Every manager are using scheduled meetings were the agenda for the week is set. Dis-

cussions about what could be done better and what to focus on doing in the upcoming 

week is set. Internal competitions is also used in most offices in order to focus on the 

same things and goals. However, in Tobias office were the employees feels that the work 

is done individual with less interactions within the group and guidance from the middle 

manager it is hard seeing if there are shared priorities or not. If interpreting, the conclusion 

could be drawn that big priorities are shared but smaller within the daily work are not 

shared since everyone is working on their own path. This could harm the process when 

implementing change if trusting Hopper and Potter (2000).  

The next two components are common values and common orientations. It is clear after 

interviewing the middle managers and their employees that common values are present. 

The values of the organisation as a whole are influencing the daily work. As Collins and 

Porras (1996) states, it is important having core values that remains fixed during change 

in order to succeed with the process. This is the case in all offices within the case study.    



 

 

 
69 

Even though some of the middle managers stresses the values more than others, referring 

to Andreas and Maria, all employees have a clear picture of the meaning when asking 

about them. If interpreting the situation when asking this question most employees acted 

like the values were obvious to them. Iris almost hint at the researchers being crazy to 

imply something else. This action of Iris were seen among all the employees interviewed. 

Some of the middle managers also have implemented and constructed own values within 

the office, referring to Maria. These values have been developed by the employees’ 

grounded in their preferences of what is important in the daily work. If these later were 

used and considered influencing the work on a daily basis was not that clear. Kamilla and 

Kalle did not even mention them it felt more important to Maria.  

If concerning the individual values being matched to the organisational and the common 

values in most cases it felt like they were connected. Everyone interviewed felt proud of 

the company values and the organisation they worked for. However, some of the employ-

ees felt that the values were a bit lost when going through the latest change within the 

office. Concerning for example the employees of Tobias they felt that focus was put on 

other things than the values of the company. The values were known by the employees 

but not stressed going through the change. Whether this could lead to a less successful 

process is not known. However, when interpreting the atmosphere within the office it felt 

like they could have been needing more focus on value alignment since the employees 

interviewed had been neutral and not proactive towards the change. This also is connected 

to what is said by Tan and Wee (2002), about organisational change being depending on 

value alignment if the change is going to be successful.  

In order for the middle manager to inspire and align it is according to McGuire and Hutch-

ings (2007), important to frame the message using linguistic skills. Some of the managers’ 

interviewed are using storytelling and other techniques to get the message through while 

other let the employees create a meaning on their own. If taking the thoughts of Tan and 

Wee (2002) into consideration the best way is to be charismatic using storytelling. How-

ever, what can be seen in this case is that it is not always necessary. It could be enough 

acting proactively inspiring by doing or letting employees create a meaning together.  

In order for the middle manager to align values it is said by Gill (2010), that the middle 

manager must be a transformational leader. This is however discussed later on in the the-

sis drawing conclusions if this the case among the middle managers interviewed.       
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 Artefacts of Change  

According to Coutu (2002) it is vital to change the artefacts in order to define the organ-

isational culture in times of change. This since if not thinking about this aspect the em-

ployees will continue working like they always have addressing the old routines instead 

of the new that are needed. The attributes of artefacts interesting to consider in this case 

are symbols, rituals and physical surroundings. The other attributes mentioned by 

Shrivastava (1985), has been handled in other areas of the analysis.  

If starting with symbols and rituals this is connected to making sense of the changes by 

aligning values. This has already been discussed within the analysis. However, there are 

aspects not being taken into account. The rituals and symbols are much depending on the 

middle manager. The manager must for example according to Sims (2000), act as a role 

model through his/ her actions at all time. If considering the interviews conducted with 

the middle managers they are convinced that their actions are reflected in the actions of 

the employees. Since there is seen to be a distance between the middle managers and the 

employees the middle manager often is being looked at as the one to follow. Among most 

employees the thoughts of the middle manager as the one steering the boat is common.  

However, what could be seen is that in the office having Tobias as a new manager the 

thoughts were split. When interpreting the situation it felt like the Tobias had not gained 

the trust of the employees yet resulting in the team being divided into two groups. One 

group depending on the manager without questions and the other group being sceptical 

towards the new manager way of working. In this case it in not only important for Tobias 

to align the culture with the changes but also to learn about the culture of the office and 

the different usual behaviours within the group. Since this Tobias had not have the time 

learning about the culture within the office before being forced into leading change the 

alignment of culture with values were missing. This resulted in the sceptical group finding 

the process to be not as smooth as it could have been. The other offices having stable 

managers already being part of the group could be seen having an easier time changing 

the usual patterns and rituals because of the feeling of working together.    

If looking at the physical environment there is not much to say since the offices are stand-

ardise resembling each other. Since this were the case no comparisons or differences 

could be made. However, some managers referring to for example Tobias had made small 

adjustments not having according to the employees an impact on them.    
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 The Role of the Middle Manager 

 Change Agent  

One part of the model focuses on the middle managers role, where one of the activities is 

to act as change agents between the top management team and employees. Being a change 

agent in the centre provides according to Battilana and Casciaro (2013) an advantage 

during organizational change because it gives the middle manager a unique insight into 

the nature of strategic requirements. Change agents are also perceived by Ford and Ford 

(2009) as individuals who can improve organizations performance, this since they pro-

duce greater alignment of fit between the organization and its environment. 

The role of change agents has by Heijden, Cramer and Driessen (2012) been proven to be 

to act as initiators and intermediaries. Middle managers are required to interpret and fa-

cilitate senior management’s vision to employees. The vision should describe why the 

organization exists and what it stands for as well as what it aspires to become. Middle 

managers are also considered to act as role models for the front-line employees, their 

behaviour must therefore emphasize the culture of having a service-driven and people-

centred organization (Jackson & Humble, 1994). Last but not least, the change agent is 

the one who should create sense to the change (Heijden, Cramer & Driessen, 2012) and 

will be described further in the next section.  

If interpreting the answers given by the middle managers and employees interviewed 

there are some differences to be seen comparing to the theory. Starting with Maria one 

can see that according to her she would be considered to be a change agent since she says 

that she informs her employees about what is happening and why. She facilitate the mes-

sage gained from the top managers and interpreted it towards her employees. What is not 

mentioned by her is the importance of defining what the change is to aspire to become in 

the future. Her office were not effected in a larger scale but since feelings developed 

within some of her employees being a change agent would still be considered as im-

portant.    

When talking to Marias employees Camilla and Kalle the same picture of Maria is given 

by both of them. They consider her to be the one they can depend on being on there side 

leading the office as a front-line figure. Maria is according to them someone to look up 

to as a role model when it comes to interactions and respect of each other.  
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They also agrees on that Maria has taken the information gained from the top, informed 

them in a reasonable way and then included them in the decision of the process. This is 

something the middle manager Ylva had a harder time doing.  

If looking at Ylva she had a hard time aligning with the decision of change, but tried to 

create a meaning towards her employees. She acted proactively but felt something else. 

Her employee Hilda had the same feelings as Ylva also finding them connect on a more 

emotional level. Whether Ylva can be seen as a change agent is unclear after interpreting 

her answers. She thinks she acted proactively but she had other feelings towards the 

change.  

So the question is if one can act proactively without feeling positive? What can be seen 

is that she managed to, according to Hilda, empower her employees and give them a pos-

itive view about the future in order for them to stay hopeful. She also aligned the values 

of the organisation with the change and tried to also align this to the situation they were 

in. Therefore, one could argue that Ylva has some tendencies to be a change agent but in 

this situation she have not had the motivation to act it out to the fullest.                   

When talking to Andreas he gave the feeling of being a very engaged leader and definitely 

a leader motivating change. After talking to his employees it is clear that Andreas can be 

named a change leader. He aligns values, motivates his employees, paints a picture of the 

future and acts sincerely proactive in all situations. When interpreting his interview noth-

ing points at him being nothing else than a change agent. This is however not the case 

when looking at the middle manager Tobias.  

Tobias likes having clear instructions given to be followed. He seems to be much neutral 

towards changes if he only is given the right tools to implement them. According to his 

employees not much effort is put on empowerment and motivation or in painting a picture 

for the future. Tobias is much relying in his employees taking own responsibility finding 

meaning in the situation. Tobias may be there to monitor the process but perhaps not to 

drive it forward. According to the employees to Tobias there are others within the group 

driving the change motivating others. Maybe it is in this case not the middle manager that 

would be considered to be the change agent but perhaps someone else within the group.      
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 Transformational Leader  

It is argued by Hader (2011), that the middle manager needs to be a transformational 

leader in order to lead change successfully. At the same time Gill (2011), argues for the 

importance of being a transformational leader in order to be able to align values. If having 

this in mind while interpreting the answers by the respondents, one can discuss whether 

this is the case or if success can be reached without it. 

The components of being a transformational leader is very similar to the criteria’s of being 

a change manager. One must according to McGuire & Huttings (2007) and Geer (2014), 

inspire, influence, motivate, stimulate intellectually, empowerment and take individual 

considerations. It also includes involvement and strategy, planning and facilitating the 

implementation process of the change. Also, another component is to create a positive 

environment acting proactively towards the change. They must also be good communi-

cators and envision the process towards the employees.  

The conclusions can be drawn that the components of being a transformational leader and 

the components of leading change are the same. In order to compare the interviewed mid-

dle managers with the important components to see if they can be considered as transfor-

mational leaders an evaluation of their answers and their employees answers have been 

interpreted into the table below.  

 Maria Ylva Tobias Andreas 
Inspire/influence Yes Yes No Yes 

Motivate/empower Yes Yes Yes Yes 

Intellectual stimulation Yes Yes Yes Yes 

Individual consideration Yes Yes Yes Yes 

Envisioning No Yes Yes Yes 

Being proactive Yes No Yes Yes 

Organising  Yes Yes Yes No 

Open communication  Yes Yes No Yes 

Value alignment Yes Yes No Yes 

 

Transformational Leader? 
 

 

89%  

 

89% 

 

67% 

 

89% 

 

As seen in the model a conclusion can be drawn that all middle managers interviewed can 

be considered to be transformational leaders. However, there are always things that can 

be done better.  
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6 Conclusion 

To fulfil the purpose of this thesis, a conclusion has been drawn within this section based 

on what has been found in the analysis. Firstly, a spread sheet connected to the developed 

model has been constructed, this in order to provide an overview of what has been dis-

covered in relation to the model. Lastly, the results have been divided into four parts, 

where a conclusion for each of the research questions is presented separately. 

 Table Connected to the Model  

The table is based on the models three categories created in the theoretical framework 

and evaluated in the analysis. The first part summarizes the roles of the middle manager, 

concluding whether the managers are change agents and transformational leaders. The 

second part interprets if the middle managers within the case study use value alignment 

and artefacts of change within the process. The last part handle resistance interpreting 

whether the middle managers uses sensemaking and empowerment and if they are proac-

tive when it comes to acting towards the change.  

Since this thesis aims to interpret the answers and not use approaches connected to other 

research methods the table is based on the analysis of both the answers given by the man-

agers and their employees and not on only the answer of the middle managers themselves. 

However this model refers to the change focused on and does not mean that the middle 

managers will act in the same way within every type of change.    

 Maria Ylva Tobias Andreas 
 

Middle managers role  
    

- Change agent Yes No No Yes 

- Transformational Leader Yes Yes Yes Yes 
 

Change Processes 
    

- Value alignment Yes Yes No Yes 

- Artefacts of change No No No Yes 
 

Resistance  
    

- Sensemaking Yes Yes No/Yes Yes 

- Empowerment  Yes Yes Yes Yes 

- Proactive Yes No Yes Yes 

 

Connections to the model ?  
 

 

6/7 

 

4/7 

 

3,5/7 

 

7/7 
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 How does middle managers within retail banking act when imple-

menting change ordered from the top?  

Due to the fact that their position requires an open minded attitude towards change, being 

positive about it comes naturally. From the analysis, a clear conclusion can be drawn that 

most focus when implementing change is put on the preparation-work. This in order to 

think through the decision and figure out how the change is going to affect their office. It 

is for the middle managers important to be given the information early since it gives them 

the possibility to adjust their own reaction and feelings beforehand which they find crucial 

in order to provide the decision in the right way.  

Important is to act proactively since the middle managers believes that their emotions are 

reflected in their employees. Within most of the offices as the change is to be imple-

mented it is also seen that the middle managers tries to make the change process into a 

team effort. Most of the middle managers perceives themselves as a support, making sure 

everything runs smoothly while being one for the employees to talk to. In order to avoid 

barriers to the change implementation, a lot of focus is also put on the responses and 

feelings of the employees. Less time is wanted to be put on administration and more on 

being a leader. The middle managers also tries to create an open communication environ-

ment, this to avoid gossip and rumours to spread. 

 What common factors are seen among middle managers within re-

tail banking when implementing change? 

The overall picture shows that most of the middle managers has very similar responses 

and behaviours when it comes to implementing change. Most of them finds the word 

manager to be wrong for their position, other more appropriate definition to what they act 

as were related words such as coach and team leader.  As seen in the table above every 

one of the middle managers can be considered to be transformational leaders. Also, all 

are using empowerment and sensemaking to motivate their employees. What have also 

been noticed is that no one of the persons interviewed sees the middle managers as man-

agers but instead as leaders. All of them also emphasised the importance of having time 

to digest the information before communicating it. What however stood out were the fac-

tor of emphasising individuality important to one of the managers.  Each factor respec-

tively was only brought up by one of the middle managers alone. 
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 How does middle managers within retail banking handle and over-

come resistance? 

From what has been said by the middle managers none of them experienced resistance 

from their employees. However, within one of the offices it seems from the employees 

that there probably was some resistance there, but the middle manager did not notice it. 

The shared information about how they go about in order to avoid resistance from the 

change, it shows that providing the information the right way and honesty is the key to 

avoid such things. Two other things that the middle managers did in order to prevent 

resistance, was providing the employees with the information in an early stage of the 

change process and making sure that the information was spread to all of the offices at 

the same time. 

Another factor which strengthened the avoidance of making the employees resistant was 

to make them feel part of the change implementation. Where the majority of the middle 

managers uses motivation to accomplish this. Mostly by informing their employees how 

they can contribute positively to the change process. While another focuses on the indi-

vidual coach meetings and uses statistical numbers of their work in order to motivate. 

Some also empowers them by giving them extra responsibility over a specific task. 

 What differences can be seen when comparing the model devel-

oped from previous research with the practical implementation?  

As one can see within the spread sheet there is not a significant difference between the 

middle managers in practice compared to what is stated within previous research.  What 

most of them does not fulfil however, is to take on the role as a change agent and take use 

of what is mentioned within artefacts of change.  

Sense making is another part of the developed model which was found to be slightly less 

used. Most middle managers realizes the importance of providing a clear picture to their 

employees about the change, however, less focus seems to be put on the why aspect. 

There is also no related activities done by the middle managers, only one middle manager 

was found to use storytelling in order to create sense to the change. What also seems to 

be forgotten by the middle manager which is an important part within the model, is their 

responsibility to create meaning to the change during their meetings.  
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7 Discussion  

In this last chapter of the thesis, a brief discussion of how the empirical findings together 

with the theoretical framework is of relevance have been structured. Also, a new aspects 

found regarding middle managers and change has been given. Moreover, an insight in 

how the subject of matter impacts ethical and social issues has been provided. The thesis 

thereafter ends with a clarification of the limitations to the study and a section with rec-

ommendations for further research. 

 Relevance of the Study 

The case study within this thesis have made it clear that the middle manager has a signif-

icant impact on the process of implementing change successfully. However, the outcome 

of the change has been seen to end successfully according to the goals but if the middle 

manager do not use the factors within the model constructed the process can separate the 

group, creating a negative environment during the process. In the near future, this thesis 

therefore suggests that the middle managers position within organisations will become 

increasingly moderated and used as a tool when implementing change. However, more 

focus must be put on handling emotions being a leader than just monitoring the process 

relying on clear guidelines.   

The case study within this thesis complements the field of change management by provid-

ing a new developed change model for middle managers to use when implementing 

change. As mentioned in the introduction by Kotter and Schlesinger (2008), most change 

implementations within organisations tend to fail because more than few are not even 

willing to initiate change because managers has a fear or lack of knowledge in how to 

lead change successfully.  

By providing the middle managers a tool which can give them the knowledge needed and 

guide them through by showing which actions that are vital during the change implemen-

tation. The fear of failure and not wanting to implement change might be reduced. When 

looking at the middle manager Tobias just following the instructions given from the top 

one can clearly see that this is enough for implementing a successful change but not when 

it comes to keeping the group motivated and the environment within the office to be pos-

itive and open. This is something organisations have to consider and learn to handle.       
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Looking back to the introduction and the statement by Darwin (1859) “It is not the strong-

est species that survives, nor the most intelligent, it is the once most adaptable to change”. 

It is clear that by providing the middle managers with a useful tool during change can 

actually further lead to a competitive advantage and thereby create value for the organi-

sation. Even though this thesis provide a better understanding of how to implement 

change in the context of retail banking it uplifts factors which can also be useful for other 

organisations when implementing change. 

The role of the middle managers has just as previous research indicates in the theoretical 

framework, started to take different turns. As mentioned in the beginning of this thesis by 

both Caldwell (2003) and Ionescu, Meru and Dragomiroiu (2014), the managers tradi-

tional responsibility to with a legitimate authority direct the activities has shifted to being 

facilitators where they encourage commitments and empower the employees, by working 

as a communicators and trainers. The research within this area must follow this shift in 

the role of being a middle manager and no longer see them as managers but perhaps as 

leaders connecting them to research within leadership. This thesis point this out by prov-

ing this within the case study.    

During this thesis, it has interestingly been seen that more than half of the middle man-

agers that were interviewed does not see themselves as middle managers. Most of them 

refers themselves as being some type of leader or coach, just like Caldwell and Ionescu, 

Meru and Dragomiroiu indicates. This mainly due to the fact that they are there for the 

employees and want less focus to be on the administration work. Therefore, this thesis 

suggest that another title for the position as a middle manager, something more related to 

middle leader or coach should be considered.  

Among the leaders interviewed all four of them would like to have less focus put on 

administration in order to be able to focus on being a good leader. Administration today 

hinder them to do an even better job creating an environment where the group work as a 

team supporting each other. Therefore, this thesis can be used as an argument for busi-

nesses to put the pressure of administrational work of the shoulders of the middle man-

agers and also have a position where someone can focus on this part taking the admin-

istration away from the leader.  
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 Theoretical and Practical Contribution 

This thesis gives a perspective of how middle managers are to be considered as leaders 

rather than managers. Therefore, the theories regarding leadership should be applied on 

them. The middle managers within the case of this thesis expressed concerns regarding 

the pressure of doing both administrational work and at the same time have time for lead-

ing the team. This was also expressed by their employees to be of concerns.  

What other organisations and banks can learn from this in practise is that there should be 

more space given to the middle managers when it comes to leadership. Being a leader 

includes lots of work, not often noticed and considered. If adding administrational pres-

sure on the managers the leadership of the position is affected. This can clearly be seen if 

looking at the case of Tobias but also in some degrees within the other offices. Andreas 

had solve the problem to some degree and put some administrational work on his em-

ployees even thought this was not within the job description of that position.  

Other organisations has to consider separating administration and leadership since this 

takes off pressure from the middle managers and provides better working environment. 

Because the role of middle managers are changing, they cannot longer be considered as 

managers but leaders instead. This indicates the importance of giving them better tools to 

work with connected to leadership. When following the model connected to the theory of 

leadership, the process of change will affect the employees to the smallest degree. There-

fore, organisations should look at this model when educating their middle managers. If 

just been given clear guidelines regarding goals some managers may not apply the aspect 

of leadership concerning the environments within the groups. 

Concerning the theoretical contribution, this thesis suggest that middle managers must be 

more connected to research within leadership. Since this thesis clearly points out that 

middle managers in practise use the methods within leadership when implementing 

change one cannot look at them as being managers. Much research focus on applying 

theories of leadership on the top leaders. One should also apply this theories to middle 

managers. This thesis implies that more focus also should be put on the psychology within 

change since the middle managers also are shown to be handling a lot of feelings when it 

comes to change and that there are no focus on this in their education and guidelines.   
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 Ethical and Social Issues 

It is said that good business practice exists when organisations behave ethically, yet many 

disregard this. Due to the complex global business environment that occurs today, ethical 

issues is difficult to avoid. Ethical issues can include concepts such as integrity and trust, 

well-being of employees, accommodating diversity, decision-making, compliance and 

governance (Alam, 1999). Having a research made within retail banking, we consider this 

is highly relevant. This since banks deal with individuals’ money and therefore is in need 

of being trustworthy in order to have customers and run profitably. 

Thus, in relation to managing change it causes ethical issues related to the approach to 

change, target of change, the manager’s responsibility and manipulation of change 

(Bhaskar, Bhal and Ratnam, 2003). In relation to our study it is mainly important that the 

consequences of the change implementation are handled ethically. This since the change 

within the bank resulted in having a negative impact on some of the employees’ life. The 

ethical aspect is also important to consider because change can challenge the existing set 

of norms and ethical beliefs or create new that have not been of relevance before 

(Bhaskar, Bhal and Ratnam, 2003). 

According to the research made by Alam (1999) the results shows that pressure from the 

top to achieve desired results and ruthless competition contributes to unethical organisa-

tional environment. It is therefore important when implementing change that the desired 

results are realistic and that the change is done over a reasonable period of time. Due to 

the fact that organisational climate can have an effect on the employees behaviour 

(Schneider, 1975). We believe that by having an ethical environment it will increase the 

possibility of implementing the change successfully. 

Our study can also be connected to the statement by Alam (1999) about the importance 

of having middle manager who enhances personal integrity, high moral standards and sets 

example for the employees to follow. This since our research shows that the employees 

are highly affected by the middle managers feelings. Another interesting founding within 

our research is that most of the middle managers feel like they have to put their own 

personal feelings about the change aside and support the decision taken by the top man-

agement, even though they fully do no agreed.  
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The question therefore remains if compromising once own personal principles to satisfy 

the organisations expectations from an ethical point of view actually can be considered 

as ethically right (Alam, 1999). 

For the last couple of years, the concept of corporate social responsibility is something 

that has been more or less firmly rooted in most of the global organisations agendas. 

According to Goyal and Joshi (2011) it is therefore time that the competitive approach 

that has dominated the banking world in the past decades shifts towards a more social 

banking style. Where focus should be on satisfying existing needs in the real economy 

and the society and at the same time include the social, cultural, ecological, and econom-

ical sustainability. 

The fact that the world seems to be expanding and organizations are becoming a lot more 

globalized, change is as mentioned in the introduction necessary. Now, not only does one 

have to compete with others who are geographically located at the same place but with 

the whole world. The revolution within IT has also put pressure for organisations to 

change and keep up with the newest systems. However, organisational changes can also 

have a negative impact on the society, especially if not handled as it should. 

Therefore, the position of the middle manager is highly relevant to have knowledge about, 

since it is their task to implement the change successfully. It is important that the organi-

sation delivers the change in the right time and the right way or the society might just be 

chocked.  If the society is not ready for the change, it will not be successful. This will 

only create frustration among the customers for to quickly breaking their well-known 

patterns. Therefore, the subject of implementing change is of importance to maintain a 

balanced society. 

In relation to our study, the social issues are utterly most important to bear in mind. This 

mainly due to the fact that everyone in the society are directly or indirectly dealing with 

banks, no matter if you are a common individual, private or government organisation 

(Goyal and Joshi, 2011). Due to the fact that banks has a huge impact on the society and 

that customers may be either indirectly or directly influenced by the changes they make. 

The bank should before implementing a change consider what impact it might have and 

which consequences it can bring. 
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 Limitations  

This research is based on a change implementation made by one of the bigger Swedish 

banks. The fact that the bank wishes to be anonymous has put some restrictions on the 

research. Firstly, the strategically change made within the bank could not be explained 

since one could guess which bank it concerns. If being been provided the possibility to 

explain the change with a more in-depth description, the results would have been easier 

to grasp. However, a general approach have been taken explaining the change as strate-

gically and also an explanation on how each office were affected has been described.   

Secondly, the information gained from the bank could also have been given from the top 

management team in order to get a deeper understanding about the intensions with the 

change. Whether the middle managers had gotten the right information and visions given 

could later have been discussed in order to see what tools they had been given to work 

with. Instead focus has been on their interpretation of the change. The top management 

team would not only interpose with more opinions but also contribute with other problems 

to examine and take into account. This could however, expanded the research into some-

thing not in line with the purpose of interpreting how the middle managers were working 

compared to the theory.   

Another limitation concerns how the change has affected the offices in a different way. 

The middle managers have therefore not had the same responses from their employees 

and the implementations are therefore hard to compare to each other. Also, some of the 

middle managers had sometimes a hard time remembering how they were working and a 

hard time talking about themselves. Talking to the employees helped in this case. How-

ever, what was seen when talking to the employees were that temporary personal feelings 

could make an impact of how they portrayed their middle manager. Taking Jonas con-

nected to Tobias as an example he had just had a resent confrontation with Tobias and 

expressed therefore Tobias negative sides in a more eager way. This would be the limita-

tions when talking to the employees.  

Furthermore, the long-distance between the researchers also restricted the thesis, since 

sometimes it made it hard to communicate and discuss in a satisfying way. Also, the in-

terviews were therefore restricted to a special period since they were held in Stockholm 

and one of the researcher had to travel a long way to attend.   
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 Suggestions for Further Research  

After conducting the thesis a couple of unanswered questions has aired and therefore there 

are many areas which can be developed into further research. First of all, this thesis can 

be a ground for further research within middle managers leading change being stuck be-

tween expectations from the top management and from the employees. What have been 

found is that the middle managers are operating similar to previous research. Even though 

some of the middle managers has learned this by experience while others been taught in 

the position, they use almost the same methods. However, those learning from experience 

has a deeper connection to the emotional part of leadership than those that has been taught 

into the position. Therefore, an interesting thing to do further research on is emotions 

during change.  

Looking at emotions, there have also been seen within this thesis that the employees often 

can guess the underlying feelings of their managers. How this is effecting the emotions 

and motivation of the employees is however not considered. This lays a ground for further 

research within the psychological aspect of leading others during change. Can this in 

some way for the manager to suppress own feeling or is it perhaps better to express their 

own feelings? This also leads to the question regarding cognitive dissonance.  

Cognitive dissonance can be studied if investigating if there is possible for managers to 

lead change when not supporting the decision. It is the middle managers who gives au-

thority and credibility to the successful implementation of change. But is this possible for 

middle managers to do so when not aligning with the purpose of the change? Often one 

talk about resistance within the lowest level of the organizational structure, but what is 

often foreseen is the possibility of resistance arising in the middle section. The question 

arises if it is possible for the middle manager to lead trough changes being a transforma-

tional leader despite own feelings in the matter? 

This thesis has developed a model that can help in further research. This thesis has created 

a base for the research within the field and middle managers, change implementation and 

the psychology connected to the process of changing. This thesis have been focusing on 

retail banking so further research is needed in order to see if the findings of this thesis can 

be implemented on other types of organisations as well. Also, if the result can be con-

nected to other changes than strategical is of interest for additional research.   
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8 Appendix 

 Interview Guide – Middle Managers 

The meeting will begin with the interviewers shortly presenting themselves to the partic-

ipant. This will follow with a description of the interview process, which includes pre-

senting the unset structure and number of questions as well as the time expected in order 

to have a valuable collection of data. Furthermore, an introduction of the topic will be 

given, this in order for the participant to bear in mind what aspects are of relevance and 

what is aspired to be achieved with the interview. 

Questions Regarding the Participants Background 

 Who are you?  

 How long have you been in the position as a middle manager? 

 Do you have any previous experience of implementing change? 

 Do you have any education or training in how to lead change? 

Questions Regarding Successful Organisational Change 

 What do you consider to be the role of a middle manager during an organizational 

change? 

 What responsibilities do you believe that you have as a middle manager? 

 Do you see any difficulties and advantages of being a middle manager, if yes, 

what? 

 Do you feel like you as a middle manager have the possibility to impact decisions 

taken from the top?  

 What do you consider to be a successful organizational change? 

 Which factors do you find to be the most important and has most impact for a 

change to be successful? 

 Which factors do you think can hinder the implementation of a change to succeed? 
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Questions Regarding the Banks Organisational Change 

 What was your first reaction when you heard about the latest change in the bank? 

 Do you believe that you have been proactive, natural or reactive to the change?  

 Do you believe that the change process within your office has been successful? 

 How did you work on a daily basis to implement the change? 

 Is there anything which could have made the change process much smoother? 

 Which factors made it difficult to implement the change successfully?  

Questions Regarding Resistance to the Change Process 

 Have you during the organisational change felt resistant to the decision taken by 

the top management team? 

 Have you experienced any resistance from your employees, if yes, how?  

 What’s your view on resistance, do you find it negative or positive? 

 How has your or the employees resistance influenced the change process? 

Questions Regarding Techniques Used in Order to Make the Change Process 

Smoother 

 What have you done in order to minimize or avoid resistance from the employees? 

 How have you made the change process easier for the employees to handle?  

 How do you motivate your employees? 

 Is it possible to motivate the employees if not sure about the change?   

 What does the word empowerment mean to you? And have you empowered your 

employees, if yes, how? 

Questions Regarding the Middle Managers Role during the Change Process 

 Who do you consider to be the leader during an organisational change? 

 How do you distinct a leader and a middle manager?  
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 Interview Guide – Employees 

The meeting will begin with the interviewers shortly presenting themselves to the partic-

ipant. This will follow with a description of the interview process, which includes pre-

senting the structure and number of questions as well as the time expected in order to 

have a valuable collection of data. Furthermore, an introduction of the topic will be given, 

this in order for the participant to bear in mind what aspects are of relevance and what is 

aspired to be achieved with the interview. 

Questions Regarding the Banks Organizational Change 

 What was your first reaction when you heard about the latest change in the bank? 

 Do you believe that you have been proactive, natural or reactive to the change?  

 Do you believe that the change process within your office has been successful? 

 How did you work on a daily basis to implement the change? 

 Is there anything which could have made the change process much smoother? 

 Which factors made it difficult to implement the change successfully?  

Questions Regarding the Employees Perspective on the Middle Managers 

Implementation of Change 

 How did you feel when you first heard that there was going to be a change within 

the organization? 

 How have you felt during the process? Have your feeling changed over time? 

 Have you experienced the process to be a team effort or has the leader mainly 

lead? 

 Do you felt like your opinion has had any impact on the change process?  

 How did you experience the middle managers emotions about the change, did they 

have an impact on your view of the change?  

 How has the middle manager been able to motivate you? Could he have done 

something more? 

 Have you in the group motivated each other in order to implement the change 

successfully? 

 Do you feel like the middle manager has been able to implement the change suc-

cessfully? 

 Do you see your boss as a manager or leader? 
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 List of Respondents Interviewed  

Observe that the names of the respondents are fiction and not their real names. Even the 

genders has been changed on some of them. This in order to follow the ethical consider-

ations presented in the method.   

Office 1 

 Maria – Middle Manager, working within an office consisting of personal mone-

tary advisors.  

 Interviewed 2015-04-09 at 14:30-15:45 

 Kalle – Personal Monetary Advisor, currently working for Maria.  

 Interviewed 2015-04-08 at 10:30-11:15 

 Camilla – Personal Monetary Advisor, currently working for Maria.  

 Interviewed 2015-04-08 at 11:15-11:55 

Office 2 

 Ylva – Middle Manager, working within an office consisting of personal monetary 

advisors. 

Was during the change working within a customer service office.  

 Interviewed 2015-04-08 at 15:00-16:20 

 Hilda – Customer Service Officer, was working with Ylva during the change but 

is currently employed at another customer service office. 

  Interviewed 2015-04-20 at 16:30-17:05 

Office 3 

 Tobias – Middle Manager, working within a customer service office.  

  Interviewed 2015-04-09 at 10:35-11:40 

 Iris – Customer Service Officer, currently working for Tobias. 

  Interviewed 2015-04-09 at 9:00-9:40 

 Jonas – Customer Service Officer, currently working for Tobias.  

  Interviewed 2015-04-09 at 9:50-10:35 
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Office 4 

 Andreas – Middle Manager, within an office consisting of personal monetary ad-

visors. Was during the change working within a customer service office. 

  Interviewed 2015-04-09 at 13:00-14:10 

 Tina – Customer Service Officer, was working with Andreas during the change 

but is now reporting to another middle manager. 

  Interviewed 2015-04-16 at 13:00-13:40 

 Harim – Customer Service Officer, was working with Andreas during the change 

but is now reporting to another middle manager.  

  Interviewed 2015-04-15 at 16:00-16:30  

 


