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[bookmark: _Toc210083263]1.1.  Opening section
	The present dissertation aims to navigate through the existing literature of change management and particularly into the intentional change management (planned change), where there is a will to change the status quo and to head the company into a new desired direction. In this research, it will be analysed the literature about change management, and the direction it is taking in the recent years. It will be discussed what is the current situation and how it is attempted in the reality as well as in the theory to bring about change. It will be discussed if the theory and practice are hand by hand, or if there are gaps with potential of being analysed. The alignment of theoretical constructs with practical implementation will be investigated through a qualitative analysis of a case study. The case study will be carried out in a company that is a subsidiary of a bigger international corporation that has presence in many countries within the construction sector, but the present study has been limited to the subsidiary within the local UK market. Finally, the results will be contrasted against the existing literature and some recommendations will be made.
[bookmark: _Toc210083264]1.2. Background
	It is commonly agreed in the literature that the pace of change is quick, and the companies need to adapt to change if they want to survive (Phillips and Klein, 2023; Dempsey et al., 2021; Orieno et al., 2024). Every company has to make changes in its structure, culture, management system, processes or products in order to adapt to the new market conditions. Competitors evolve and change using new tactics, new products, and therefore companies need to adapt themselves to survive. Top management is expected to lead the companies in these turbulent waters where it is difficult to see the right path to follow. In order to achieve better results and influence over the company and its stakeholders, some types of leadership have been emerging such as the authentic, ethical, or servant leaderships but with much in common among each other of these variants (Deng et al., 2023). Transformational leadership style is linked to better performance in most of the recent studies (Agazu, Kero, and Debela, 2025), and it is related positively with the performance at different levels within an organisation (Deng et al., 2023). Change is not a one off but a continuous process of incremental changes as well as disruptive ones where leadership at top level play an important role (Nadler and Tushman, 1990) which need to be monitored (Errida and Lotfi, 2021) and adjusted accordingly. However, leadership is not enough to effectively produce the changes required in a satisfactory manner.

	Kotter and Schlesinger (2008) indicated that major corporations undergo minor changes yearly, and bigger organizational ones every four or five. Most companies create strategic plans for long and short term to direct the business into the vision generated by their leaders. These attempts to change the actual direction and head towards the vision articulated is a risky journey and can be hindered by many factors. As it will be discussed in the literature chapter in this dissertation, there can be problems linked to the human actions and reactions as well as changes that are contingent to other circumstances. Companies invest a huge amount of money in changes, and they expect in exchange to get bigger benefits or advantages from the changes adopted. According to PWC (2021, p. 9) companies invest “21% to 30% of their operating costs on change programmes”. The report also highlights the need for upskilling workforce and adapt them to the digital technologies as a way to improve productivity.

	Following a study of the existing literature on changes from 1980 to 2011 made by Mosadeghrad and Ansarian (2014), it was found that “Insufficient education and training, employees’ apathy, inadequate management support, poor leadership, inappropriate organisational culture, inadequate resources, poor communication, inappropriate planning, insufficient customer focus, and lack of a monitoring and measurement system” were behind the main causes of failure.  Many of the previous findings were related to human behaviour and actions towards the change process. The reasons for change must be credible, and the stakeholders need to “buy-in” the message to succeed (Hubbart, 2022)

	The literature that aims to analyse, classify and summarize the different papers about change processes both from theoretician and practitioners is extensive. Some include case studies and statistical treatment of the data. A more extensive discussion will be hold in the literature review section, where there will be discussed different perspectives on how to address change.
[bookmark: _Toc210083265]1.3. Specific research problem.
	There is no agreement on what is the formula that makes change management successful, Beer and Nohria (2000) indicated a failure of 70%, other studies use figures around 60% to 90% (Burnes, 2011). There is also controversy about the validity of these figures, and some authors dispute them (Hughes, 2011).  In spite of the little apparent succeed indicated previously, the reality is that companies are still making initiatives to change regularly. They feel the need to change to improve their market positioning, or at least not to not to reduce their market share against their competitors. What are the strategies used by companies and how do they decide what strategy to use? It seems like there is no “one best way” to achieve change, however many still attempt for a prescriptive methodology to be implemented in steps to succeed in the process (Burnes, 1996).

	The change has to be driven by people, from the staff working in the company such as managers or shop floor employees to the customers or other stakeholders. Change is a process that involves humans, and as such, many of the failures are related to the human nature, the human behaviour or their reaction to change. In change management, psychology of the people involved in the organisation is important, and several theories have been used to study these reactions such as Bandura’s Social Learning Theory renamed later on to Social Cognitive Theory (Koutroubas and Galanakis, 2022). Social Exchange Theory (SET) explains the type of exchanges between individuals and it is considered as “one of the most influential conceptual paradigms in organizational behaviour” (Cropanzano and Mitchell, 2005). Peng et al. (2021) uses SET to explain reactions to leadership in supporting or resisting the initiatives of change. Therefore, it makes sense to think that human behaviour has an important part to play in this change process. It would be interesting to predict reactions and anticipate contingency plans should these reactions appear.

	This dissertation seeks to address the topic of the change from the human perspective of the people involved on it and how this behaviour and attitudes affects the change process and vice versa. How or where does it fail the execution of the vision on a company? Where can be expected the biggest problems when trying to bring about change towards this vision? Is it that top management are not able to transfer the Vision effectively down the structure, or are there other problems that prevent the rest of stakeholders involved to commit with the change?
[bookmark: _Toc210083266]1.4. Research aims and objectives.
	It has been recognised that additional studies are needed to investigate the behavioural and attitudinal reactions to change (Armenakis and Bedeian, 1999, p. 312). Da Ros, Vainieri and Bellé (2023) in this line, suggest involvement of psychology and sociology to build the strategy for the management of the change initiatives.
	
Aim:
· The research aims to contribute to the literature of the impact of the change in the personnel that is involved and how their reactions affect the change process.

Research objectives:
· To critically review the relevant literature on change management and to identify the key points that are critical to achieve change successfully.
· To conduct semi-structured interviews with a case company different level managers to get their view on what the implications of the changes are.
· To compare the view from the case company to the literature and make recommendations on how to implement change in future in a more effective way.

This research aims to respond the following research questions:
· What are the identified key points that are critical to achieve change successfully and the ones that could cause the change process to fail?
· What are managerial views on the implications and impact of change management processes?
· What does successful change management look like?
· How can staff reactions to change management processes alter how these processes are implemented (within the change management system)?

[bookmark: _Toc210083267]1.5. Significance.
	The present dissertation can contribute to the existing literature in different ways. First by adding a case study on a company that would increase the existing sample for future research and comparison. Second, the case study of a company that has undergone several changes, some more successful than others, will give a view from inside of the organisation of what has failed and what has proven to be successful in the past. This will allow to compare the initiatives from practitioners in the case study to the relevant theories, make some recommendations on what has been a success and what has failed, and compare it to the existing literature.
[bookmark: _Toc210083268]1.6. Limitations.
	There are some limitations identified during this dissertation. First, the scope of the case study can be very particular to the sector or the industry where the business is carried out, and maybe not fully transferable to other sectors. Cultural differences between countries can reduce the validity of this case study. In countries where there are different regimes, politics, religions, or different contexts, cultures differ and reaction to techniques applied may differ as well (Hofstede, 2011) so conclusions may not be fully transferable.  The research methodology selected (qualitative interviews) could be criticised for being subjective, or even biased on the selection of the people interviewed. There is a small sample used with respect to the full population composed by all working staff in all sectors. The sample may also not be significant enough to capture the diversity on management that could be present in other companies. Qualitative interviews are supposed to be carried out until saturation, however with only one case study company and due to the limited number of interviewees and time to develop the dissertation, it can be argued whether the sample size is representative and that the saturation has been achieved to allow generalizations.  As indicated previously, this case study can be added to the base knowledge with other cases to increase the sample to reduce the biases and produce more accurate and transferable insights.  Interviewees can as well overlook the negative reactions to change and minimize the consequences as part of confirmation bias, leading to a wrong valuation of the change success and failure of the initiatives.
[bookmark: _Toc210083269]1.7. Structural outline.
	In the first part of this dissertation, it has been introduced the gap existing between the theory and the practice, and it has been explained the aims and questions that this dissertation will address. It has been acknowledged some limitations on the research.

	The second chapter will address the literature review. The main focus will be to analyse the existing literature on change management and the initiatives to produce change effectively. There will be analysed articles that revisit the existent literature on change management to understand what are the agreements and disagreements among the academics and practitioners. The theoretical focus will be on change management and behavioural science frameworks to position the humans in the centre of the change initiatives. A discussion about the strategies followed and the main tendencies for leading change will be analysed. Main themes and theories related to the foundations of change management will be discussed, followed by the analysis of the most recent literature about change initiatives. Studies that summarize the latest trends will be identified and main themes will be extracted.

	In chapter three the methodology will be explained for the present analysis. Concepts related to the research philosophy, qualitative analysis and strategies will be introduced to better understand the study carried out and a justification of the choices selected for the methodology will be given.

	Chapter four will be dedicated to the data analysis. The raw interviews will be analysed using the thematic analysis. Codes will be used to identify and classify the meanings of the interviewees, and finally these codes would be grouped in themes that would give a more comprehensive structure.

	Chapter five will be the discussion and conclusions. Here there will be a discussion about the results from the data analysed in chapter four, and it will be compared to what the existing literature is showing as validated, or trending. Similarities with the existing literature will be indicated as well as the contrasting ones. Some explanations will be given to the results of the present analysis on this dissertation followed by recommendations extracted from the case study data.
[bookmark: _Toc210083270]2. Literature Review.
[bookmark: _Toc210083271]2.1. Strategies used for provoking change.
	Literature about change management is vast with many branches trying to explain, clarify, test or formulate new theories. There are a variety of points of view as to how the change works and how it can be implemented.  Kurt Lewin’s footprint is in the foundations of the change management with the process of unfreezing, changing and refreezing (Burnes, 2004; Cummings, Bridgman and Brown, 2016).
	There are authors that emphasise the strategic view of planning as a path to drive the company towards their goals. Porter (1996) highlights that the competitive advantage should be the preferred direction to take for a company to succeed, and that just operational improvements will not be good enough to keep a company in the success on the long run. In his book, Porter (1985) explains that there is a need to guide the company towards a particular direction (cost effective or differentiation) to gain competitive advantage, and he presents some tools to assist in the process like value chain (Porter, 1985, p. 33), five forces framework (Porter, 1985, pp. 4-11). His book also gives some guidelines about defending your place or attacking other competitors market positions. All the previous foundational ideas in strategy indicate that there must be intention within the company leaders to alter the status quo to position their companies in a better place. A strategy should be therefore made to drive the company to a better position in the market or at least not to go into a worse one (defend the position). There is a need to study the environment and the market as well as the internal opportunities to take the most profit of it using a strategy.
	Other authors like Mintzberg and Waters (1985) indicate that strategy can be influenced in various modes and that some strategy can emerge, and mix with the intended strategy to form the final realised strategy. Mintzberg (1994) highlights the impossibility of fully predict the future conditions, and therefore the impossibility to fully plan the strategy. He advocates for a vision rather than a fully planned strategy which would give more flexibility to the intended strategy and it will allow adaptative changes to new emerging situations.
	Some authors have advocated for prescriptive methods to achieve change. Kotter (1995) summarises some typical errors in change processes and prescribes eight steps or phases to help on the succeed in change programmes: “establishing a sense of urgency, forming a powerful guiding coalition, creating a vision, communicating the vision, empowering others to act on the vision, planning for and creating short-term wins, consolidating improvements and producing still more change, and institutionalizing new approaches”.  In the “processual models” we could include the ones developed by Lewin, Kotter, Kanter, IMA, and Luecke (Errida and Lofti, 2021) which attempt to provide as Burnes (2011) indicated “a one best way” type of solution for all change processes. These main prescriptive frameworks attempt to be a guideline on how to produce effectively the change with different stages, or steps to be implemented.
	Other attempts for change have been classed as “descriptive models” that put the focus on locating what does affect change to be a succeed or a failure and act on these parameters, like 7-S model, Burke and Litwin framework among others (Errida and Lofti, 2021).
	In his foundational paper on the 7-S model, Waterman, Peters and Phillips (1980) conceived the strategy as an intentional set of actions aimed to “improve its position” with respect to its competitors. In this paper it is highlighted that all the 7 individual S’s are interlinked and changes in one, affect each other, but to succeed in change, all seven need to be properly aligned.
	It is clear that companies do want to intentionally modify the market and that they conceive plans and strategies to influence the competitors or the customers, to gain a better position. However, the implementation of change initiatives is susceptible to deviation, as numerous contextual and human factors will inevitably alter the planned trajectory. Due to these continuous alterations, the strategy would need to be planned, put in practice, study its deviations in the reality, and get it readjusted accordingly. The change process is an iterative process which requires continuous monitoring and feedback.
[bookmark: _Toc210083272]2.2. Literature reviews on change management. How a successful change should look like?
	Many articles have been generated in change management to summarize the situation in the field. Revisiting articles from 1990 to 1998, Armenakis and Bedeian (1999) grouped organizational change literature into 4 themes: content issues that deal with success and failure indicators on change, contextual issues related to internal and external forces that shape the change process, process issues that are involved in change actions and reactions of the employees, and finally criterion issues to check the success on change. They emphasized the need to monitor behavioural and affective reactions such as “receptivity, resistance, commitment, cynicism, stress and related personal reactions” (Armenakis and Bedeian, 1999, p. 307) as predictors of success to complement others linked to more hard aspects like profitability.
	 Mosadeghrad and Ansarian (2014) conducted a meta-analysis with publications from 1980 to 2011 out of which they identified 55 barriers for change, with the human resource and strategy problems heading the main reasons for failure.  Poor leadership and no strategic planning were found the most repetitive causes associated to failure on the strategy side.
	Da Ros, Vainieri and Bellé (2023) uses publications from 1992 to 2020 to uncover 9 thematic groups and attempt to provide a framework for change showing its interconnectivity and complexity taking into account antecedents, mediators, moderators and the outcome, and also analysing the change in three levels (micro, meso and macro levels). They highlight the potential of the behavioural sciences and human aspect of change at the micro and meso levels.  
	In line with the behaviour and reactions to change, Khaw et al. (2023) explored 79 studies with reactions to change in micro and macro levels. They recommend involvement of human resources in change processes, to pay attention on the leadership style and underline the communication within the organization.
	Phillips and Klein (2023) analysed last 20 years highly cited publications to select from change models and frameworks mentioned and extract a list of most common strategies of these models, to then compare with the usage of these strategies by practitioners. They produced a questionary and found discrepancies from what theoreticians suggest and what practitioners do in reality and they call to exchange experiences and methods between both to improve the knowledge and advance in the field.
	Oreg, Vakola and Armenakis (2011) takes a quantitative approach to study the literature between 1948 and 2007 from the perspective of the employee reaction to change. They distinguished in the published literature between antecedents, reactions to change, and the after-change consequences. Rosenbaum, More and Steane (2018) analysed 13 known frameworks and their linkage to the foundational Lewin’s 3 step model for change. Among these models analysed there can be found the Eight step model from Kotter (mentioned before), the change curve from Kubler-Ross, 7-S model, ADKAR model, or ACMP which at some level they are linked to the original message given by Lewin’s work in Action research, Group dynamics and Force field analysis (Rosenbaum, More and Steane, 2018).  Burnes (1996) challenges the idea of that there is a single “one best way” to approach organizational change, or even that there is a best way for each contingent situation, giving the businesses the option to choose and interact in the change process outside the prescribed methods.
	Stouten, Rousseau and De Cremer (2018) take an integrative approach to analyse seven of the most cited prescriptive models, and they identified ten success steps among these models. They used these ten steps taken form the practitioner models and compared to the existing literature for scientific evidence. They found support on some practitioner tenets, and controversy on others and they concluded that practitioners did not use the scientific evidence available to decide among the best change practices available. For the researchers, the recommendation was to investigate further the specific change topics where controversy exists.

	Models with approaches that are more generic and less prescriptive have been applied as well in change management. Weiner (2009) stands for the organizational readiness and the psychological state of the organisation as key points for achieving change effectively. In his view, the commitment for the change, and the capability of the organisation to complete the change are required to succeed.
	The set of skills required to operate after the change is implemented may not be the same set of skills that already exist in the company, and therefore for the change to succeed it will be required to align these skills with the desired ones. Models like McKinsey 7-S aim to align the hard and soft elements from the existing company with the desired planned destination goal (Waterman, Peters and Phillips, 1980). This 7s model does not show prescriptively how to achieve it, but it helps to identify the miss alignments so these can be addressed before the change becomes effective. Some criticism arises about the 7S and the complexity to evaluate particularly the soft part of the model (Kaplan, 2005), which could be overcome by complementing the 7S with the BSC model to help in the implementation for the change process (Chmielewska et al., 2022).
	There are many other types of change classification in the literature review. It has been long discussed the pace of change “incremental, punctuated equilibrium and continuous” (Burnes, 2017, pp. 25-29), the size of the change, impact, or direction of the change movement top-down or bottom-up (Rosenbaum, More and Steane, 2018), magnitude, frequency or duration of change (Oreg and Berson, 2019).
	In the interaction between the company and the market, a reaction will appear to adapt to the external or internal demands (Peng et al., 2021). Some companies will anticipate some changes, and others will just react once a change has happened, but in both cases, a strategy is needed to re-align the company needs.
	The management of the change process is a wide area in continuous development. Two main focuses of attention can be distinguished in the research in organisational change, the one that centres the studies on the actions and reactions on the recipient of change, and the one that looks at the processes that the company goes through to achieve change (Oreg and Berson, 2019).
[bookmark: _Toc210083273]2.3. Planned Change and impact in business.
	In this dissertation the aim is to analyse the type of change that is triggered by the company and it is wanted to be implemented. The starting point of this kind of changes is due to a top-down decision to provoke change. Companies try to adapt themselves to gain a competitive advantage and to maintain it as discussed in the book by Porter (1985). Porter (1985) describes in his book that a company needs to be better on something when compared with the rest to strive. This could be costs efficiency or a differentiation in the market, and the strategy should be oriented to gain and maintain this competitive advantage. The company that gets first this competitive advantage, has a prevalent place in the market and the other companies need to adapt to keep competing. Top management need to implement change to remain competitive or to gain advantage in the market. Usually, these kinds of decisions are triggered by external factors (market related competence, regulations, new technologies or other factors). Once the decision is made to change the status quo to adapt the company to the new setup, this change is implemented and expected to succeed. However up to date, there has been little success according to the practitioners and theorists. The success has been rated differently in the literature, Coch and French (1948) show a failure rate of 60% to achieve pre-change standards, Beer and Nohria (2000) consider a 70% failure rate, Burnes (2011) acknowledges that according to the existing literature it ranges between 60% to 90%, but also indicates that some authors have questioned these statistics. In his article, Hughes (2011) considered that there are no empirical studies to demonstrate these figures and challenges the way this effectiveness has been measured. Mosadeghrad and Ansarian (2014) studies the change failures when implementing different change programs such as TQM (Total Quality Management), BPR (Business process reengineering), mergers and acquisitions, or downsizing and they range from 50% to 90% failure rates.
	Change often involves a huge investment (Errida and Lotfi, 2021) and the strategies followed by companies are not always the right ones. Unsuccessful strategies can undermine the health of a company and put the future operation in risk. In the case of Ericsson, a giant in telecommunications market, it caused the company to reduce drastically their workforce almost to half from its peak period (Whitehouse, 2003).  Similar case was with Nokia who failed to compete with the iPhone in the strategic move towards software development in mobiles rather than pure communication technology (Vuori and Huy, 2016).  Hence, the strategies for change must be considered as highly important for any company from the emergent new starter, to the market dominant.  Either the change strategies that redirects the company into a wrong direction, or a failure grasp or to adapt to the new changes or technologies would potentially damage a business regardless of its market position.
	Changes in the business or changes in the way things have been doing, may represent a threat to employees as they reduce employee certainty (Rock, 2008). During the change process, employees do not only have to care about their current tasks, but they also worry about their future uncertain situation as the status quo is challenged. Dealing with change is a burden to add to the current work load of the daily activity. This rises the stress and unbalances the internal forces that keep the company working in the way it has been going so far. Stress levels are increased during the process of change with respect to the previous or post change stages (Smollan, 2015). Middle management and top management will also have to work harder to achieve the changes expected from their superiors while maintaining the profits for the shareholders. Stress is proven to influence negatively in the attitude towards the change (Vakola and Nikolaou, 2005).  
[bookmark: _Toc210083274]2.4. Resistance in change processes.
	Employees under threat, may be less collaborative or less productive due to their concern of losing status (Rock, 2008). The resistance to change is conceived as a motivational problem (Coch and French, 1948) that can develop negative attitudes from frustration to turnover. Lin and Huang (2021) concluded that Organisational Learning Culture (OLC) increases the job satisfaction and reduces the turnover, in part by alleging that the employees can adapt better to the new conditions. Individuals under change environments in their work place can go through similar process as the one described by Kubler-Ross for grief (Cameron and Green, 2020, p. 31).
	Rosenbaum, More and Steane (2018) acknowledge the important role that resistance plays in all planned change models, and that resistance can have a negative impact in the implementation of the change. Resistance is not to be looked as something that will always appear as a natural thing, or that it is inherent to shop level workers (Dent and Goldberg, 1999). Dent and Goldberg (1999) revisited this traditional view of resistance as something that will happen in staff level and to be overcome. In some cases, resistance can be used to highlight risks, or concerns that may not have been forecasted.  In a similar line, Oreg et al. (2018) and in a later empirical study (Oreg et al., 2024), indicate that the simplistic view of resistance as bad and the acceptance of the changes as good was not accurate enough, and he supported the activation and valence as ways to check more in depth on one side the active participation on change, and on the other side support or resistance for change respectively. In their article, Oreg et al. (2018) indicate that when there is activation (active engagement in the change either to support or to reject it) there is a good chance to improve change outcome due to the constructive arguments that can be built confronting both the good and bad parts of the change, but this also may slow the pace of change due to the need to redo the change strategy to take into account the previous outcomes. This kind of actions, keep the change recipients engaged as they feel that they can somehow influence the change.
	There are two sides of resistance to change that require attention. Mainly as discussed in the article by Ford, Ford and D'amelio (2008) there is a perspective from the change agent view that considers resistance as something to be dealt with and inherent to the change process, while Ford, Ford and D'amelio (2008) wanted to put the focus on that this resistance can be caused by the actions or omissions of these change agents. When the change agent implements change, they violate the status quo and break the psychological contract, which then causes resistance from the change recipient. Strebel (1996) describes the “personal compact” in the formal, psychological and social dimensions, which attempts to explain why the change recipients react to the change proposed. The first two, formal and psychological dimensions are more related to the interaction between manager and employees, while the social dimension measures the culture of the organisation. These interactions between change agents and employees are therefore having effects both ways, and therefore the relationship is not just top-down but a counter reaction down-up emerges. The amount of resistance for change is perceived differently by change agents and by resistors themselves, where the amount reported by change agents is higher than the amount admitted by recipients (Vos and Rupert, 2018).  Change agents should maintain communication with the change recipients, especially the ones that are resisting to understand the roots of their concerns and see whether some issues raised could be worth to take into account to reshape the change actions (Ford, Ford and D'amelio, 2008). Change agent behaviour needs to be adapted in relation to the change process to be put in place. The extent of change is important to decide the strategy for the change agents, as deep changes do not require same actions as shallow changes (Vos and Rupert, 2018), the same approach would not work in all contexts.

	This whole situation of change makes a huge distress on the employees and reduce the productivity. It can generate difficulties to coup with change and opposition to the new required status can be expected. Some of the problems that can arise in various dangerous forms such as employee turnover, or cynicism. Resistance makes the change more complicated, and more effort needs to be done to deal with it. Employee turnover causes the company loses both in short and long term. It can take years to train personnel to recover the loss of knowledge or expertise, which it can be traduced in further costs in the long run and a diminution of competitive advantage in short turn. Cynicism also causes the employees to be demotivated and less productive (Reichers, Wanous and Austin, 1997), and it is also linked to employees’ potential resistant attitude (Stanley, Meyer and Topolnytsky, 2005). Bari et al. (2022) found that a breach of psychological contract is associated with counterproductive work behaviour.
[bookmark: _Toc210083275]2.5.  Mitigating resistance and increasing succeed.
	Most of change models summarize the need of involving people in the change, informing them and make them participant as much as possible for the change.  The prescribed methods seek to use known techniques as learning and development to upskill workers, as it is understood that this would help them to coup with the change, and to have a better response for the change, reducing the resistance and increasing the readiness for change.  Kavanagh and Ashkanasy (2006) in their study about mergers indicate that the acceptance of change is important at the individual level, and changes in the culture of the company can affect negatively the individuals.
	Keeping the stakeholders engaged in the vision of the company, can slow down the pace of change, however it is recognised that this holistic approach improves the chances of succeed (Errida and Lofti, 2021; Phillips and Klein, 2023).  
	Top management needs to be committed in the change process or otherwise staff will not take this seriously and the whole process can fail (Mintzberg, 1994; Mosadeghrad and Ansarian, 2014), leading to an increase of Cynicism for future changes (Reichers, Wanous and Austin, 1997). In order to foster change, it is highly recommended to have a powerful leadership coalition. Ethical leadership at top management will influence down the chain and subordinates would imitate their superior’s behaviour (Koutroubas and Galanakis, 2022). Leaders in the change processes can influence other stakeholders in getting the meaning of the change, and giving sense to others about the change to come (Gioia and Chittipeddi, 1991; Kim, 2018). Leader and top management style or approach for change are also very important. There are two theories that can be applied here, the theory E and the theory O. Even though they have been originally known as opposed, Beer and Nohria (2000) concluded that the combination of both would provide better results than using them in isolation.  As described in Beer and Nohria (2000) article, the theory E is more involved with the hard style of management where shareholders benefits are the priority seeking for economic goals. The structure of the change in theory E is top-down typically, while in theory O a wider approach is taken into consideration with more players taking active part in the change within the organisation, and where soft values like organizational culture, learning and development are taken into account. Theory O takes longer to develop, and may not be suitable for a quick response or fast actions, while theory E on the other hand, can hinder the long-term culture and commitment of the employees.  Beer and Nohria (2000) concluded that a combination of styles should be the preferred method however finding the balance is not easy.
	Where the company is distributed in regions or in separate departments, a set of change agents should be selected as champions of change in the different regions or departments (silos around the company). Burt and Ronchi (2007) indicate that connectedness among the different departments or silos in a company would be beneficial for the individual as well as for the company. According to their article, leaders/managers can be taught the skills required of social capital to identify structural holes, and to build bridges between silos to improve the company performance and reduce inefficiencies.
	With regards to the relations involved in the change, it makes sense to use the SET (Social Exchange Theory) to understand what drives individuals in different positions to support the company, the change, their subordinate or their superior. According to SET, in the workplace there are interactions between people that are aimed to get mutually benefited from these relationships mainly due to the expected reciprocity on the norms, on resources or benefits exchanged, or social support (Cropanzano and Mitchell, 2005).  Supervisors, managers or executive directors can be seen as leaders by their subordinates, and they need to act in consequence. Particularly interesting within SET would be the leader-member exchange (LMX) which can help in identifying the type of transactions and outcomes of this kind of relationship between employee and supervisor (Cropanzano and Mitchell, 2005).
	Another aspect of change widely studied is the effects of the culture in the readiness and acceptance for the change. When change implies deep reconstruction of the culture, recipients may be too committed with previous norms and this high commitment to the existing norms and procedures can obstruct the change process (Oreg, Vakola and Armenakis, 2011). Previous success in change processes, or a culture of change involved with learning and development and being supportive with the staff is proven to help to have positive reactions towards the change initiatives.
	Some studies have analysed the change from the view of previous conditions (Oreg, Vakola and Armenakis, 2011) such as characteristics of the people involved in change prior to the change, during the change, and after the change. In some cases, some questionaries have been done prior to start the change to understand the readiness, and the characteristics of the people that will be impacted by the change. Personality checks have been suggested as predictors of the change reactions of the staff.  



	
[bookmark: _Toc210083276]3. Methodology
[bookmark: _Toc210083277]3.1. Introduction
	Determining the right methodology and framework for the research can get complex and confusing due to the number of methodologies available (Alturki, 2021; Melnikovas, 2018), but the research onion is amongst the most complete ones (Alturki, 2021) conceived originally for business, it is used in social sciences as well in exact sciences (Melnikovas, 2018).
	The “research onion” as explained by Saunders, Lewis and Thornhill (2019, p. 130) in their figure 4.1. consists of six layers. The six layers and the selected choices are as follows
[image: ]Image 3.1 Research Onion and Methodology selected
1.- Philosophy → Interpretivism.
2.- Approach to theory development → Inductive.
3.- Methodological choice → Grounded theory.
4.- Strategies → Mono method, qualitative approach.
5.- Time horizon → Cross sectional.
6.- Techniques and procedures. → Interviews, thematic analysis.
	These layers will be explained in more detail in the following parts of this methodology chapter and by peeling these layers and making the choices required at each stage, the methodology will be explained and justified.
[bookmark: _Toc210083278]3.2. Research philosophy - layer 1
	In the research philosophy choice, it is important to define first the main structure where it is going to be supported, which are the ontology, epistemology and axiology for the study.
	As described in Saunders, Lewis and Thornhill (2019, pp. 133-134) “ontology refers to assumptions about the nature of reality” […]  “epistemology refers to assumptions about knowledge” […]  and “axiology refers to the role of values and ethics”.
	Positivism assumes a reality exists and that is not a human mind construction, and that it has to be objectively observed and measured (Crossan, 2003; Saunders, Lewis and Thornhill, 2019, p. 144).  Positivism is best suited for exact sciences where mathematical analysis can give best results. However, in social sciences where human behaviour cannot be simplified and analysed by equations of state as it would be done in other empirical sciences, a more holistic approach is very much convenient.
	For this dissertation, the author is considering that there are multiple realities in the different companies, and that the way things operate within a firm, depend on things like the way the individuals behave, the culture of the company, and the coalitions they are into, to mention some. Humans interpret and understand their reality based on their own reasoning which could be modulated by past experiences (Saunders, Lewis and Thornhill, 2019, pp. 148-149).
	In this aspect ontologically the author adheres to the subjectivism, and particularly to the branch of phenomenology that emphasises in the lived experiences (Saunders, Lewis and Thornhill, 2019, p. 149; Neubauer, Witkop, and Varpio, 2019) which is more suitable in this current dissertation.
  	Epistemologically the base of knowledge on the matter studied in this dissertation has strong roots in behavioural sciences, and psychology, and not so much in exact sciences where all can be analysed strictly in a mathematical way.   
	Lastly, on the axiology, the interpretation of the researcher on the analysis plays an important role to understand the realities that the interviewees explain through their experiences.
	Based on the foregoing points, in the first layer of the onion the philosophy that is more aligned in this case would be the interpretivism. It has been used the HARP tool as described by Saunders, Lewis and Thornhill (2019, pp. 161-164) to plot a graph of affinity to support this decision for the current dissertation with the help of the Tallentire (2023) questionary (see appendix 7.3). Interpretivism is proven to be helpful to understand the social environment (Chowdhury, 2014), with the different realities that can be perceived by each of the actors on that social environment (Saunders, Lewis and Thornhill, 2019; Chowdhury, 2014). Within the philosophy of interpretivism the variation would be the phenomenology as it would attempt to capture the experiences of the people involved through individual semi structured interviews.
[bookmark: _Toc210083279]3.3. Research approach - layer 2
	Within this study two approaches could have been taken. First approach, deductive would have taken existing theory to build some hypotheses to be tested or checked while in the second approach, inductive method, the data collected can help to build a theory or to develop new insights (Saunders, Lewis and Thornhill, 2019, pp. 152-153).
	The research has been structured to capture the information from the people involved in the changes and to capture their opinions, experiences and knowledge, and with all the previous premises then attempt to find the coherence. Therefore, the approach used by the researcher in this case has been the inductive method.
[bookmark: _Toc210083280]3.4. Methodological choice - layer 3
	Grounded Theory developed by Glaser and Strauss, offers the flexibility to capture essences that otherwise will be difficult to quantify and it is an alternative to the traditional quantitative methods where numbers and mathematical analysis took prevalence, and opens up to new interpretations of the data that can be grouped in codes and meanings to later on enable the analysis for a better understanding (Saunders, Lewis and Thornhill, 2019 p. 205). Grounded theory employs a coding system to classify data (words, sentences or paragraphs), which is then constantly compared to emergent ideas in order to build broader thematic categories.
	In order to select the candidates for the interviews, instead of taking a representative sample based on statistical methods of the diversity among the entire company, a purposive sampling approach has been taken, where it has been considered to include in the sample the people that can influence most the change as well as people that has been influenced or has experienced prior change processes.  The purposive sampling has continued until theoretical saturation is reached as recommended by Saunders, Lewis and Thornhill (2019, p. 207) 
[bookmark: _Toc210083281]3.5. Strategies - layer 4
	In this layer of the onion, it has been selected the qualitative method. This method allows the researcher to analyse the complex subjectivity of the participant view by analysing the meanings behind their words or behaviour (Saunders, Lewis and Thornhill, 2019 p.  179).  
	In contrast with the quantitative methods, qualitative method is more flexible and allows participants to express their opinions and experiences from their perspective freely without preconceptions or boundaries imposed by the researcher (Azungah, 2018).
	The data collection will be carried out in a mono method qualitative study where semi-structured interviews will be carried out to extract the experiences and perceptions from the participants. The researcher acknowledges that multiple methods such as mixing qualitative data and quantitative or other methods of triangulation would be preferable to increase rigour and credibility (Patton, 1999) however restrictions in time and in resources to complete this dissertation prevent the author from extending the strategy.
[bookmark: _Toc210083282]3.6. Time horizon - layer 5
	Due to time restrictions for the dissertation, in this layer it makes sense to select the cross-sectional method, as the data (interviews) will be taken at a particular moment with each participant and it will not be repeated over the time to see the evolution on each interviewee point of view, experiences or thoughts.  Therefore, the objective would be to take a snapshot of the situation at a particular moment in time with multiple participants, extract conclusions from these interviews, and compare with each other’s. It is also acknowledged here that it cannot be checked consistency along the time, which would have increased the study consistency and reliability (Patton, 1999).
[bookmark: _Toc210083283]3.7. Techniques and procedures - layer 6
	The procedures for the formal data collection and analysis will be by conducting interviews, and analysing them. Due to the nature of the information required to be collected and analysed, mostly based on personal experiences, opinions, and subjective views, the type of analysis will be a thematic analysis. Information will be coded, and these codes will be checked and contrasted within the same interview and with others interviews to build a theme or themes where these codes can fit.  These codes and meanings should emerge and help to make sense to the data collected to formulate themes. Examining these themes, some conclusions and suggestions could be extracted.
	The aim of the study is to gain a deeper understanding of the phenomena so an exploratory kind of study will match better in this case. The setup will be within a specific company and the participants will be all part of the same company with potential different views and experiences of the same change processes happened or of the ongoing ones. This leads to a type called case study where it allows to gain a deeper insight on the matter subject to study with people that are involved on it (Saunders, Lewis and Thornhill, 2019 pp. 196-199). And more specifically it will be a single case company with a holistic approach in the sense of taking into account multiple departments and different levels of management rather than focused on a localised department or geographical area within the company.
	Interviews will be transcribed to later on be analysed and coded via thematic analysis.
	Thematic analysis is an iterative process where new codes can emerge and these need to be constantly compared with the existing ones for updating or modifying them as the information is analysed (Richards and Hemphill, 2018).  Braun and Clarke (2006; 2021) highlighted the active work of the researcher in the creation of the themes opposed to the view that the themes just emerge as if they were hidden in the text. This dissertation author shares the view from Braun and Clarke (2006; 2021) that the researcher has an active part in the theme generation.
	The analysis has been done with an interview at a time, and coding the meaning of the expressions from each participant. It was found that most of the codes had appeared by the fifth interview, and at that point, all the interviews were reviewed for consistency in the codes and themes. After the fifth interview, only few more codes appeared that could be grouped in the themes that were identified. Every time a new code appeared, all the interviews were analysed and reviewed again. Once all the interviews were analysed, a final review of all of them was carried out to check coherence.
[bookmark: _Toc210083284]3.8. Case study
	Case studies have been used for both deductive and inductive approaches, to either test and validate theories, or build emergent theories. In the inductive approach, case studies are useful when studying a contemporary event that includes relationships that can be observed, and aims to answer questions like “how” and “why” (Wildemuth 2017, pp. 51-53).  
[bookmark: _Toc210083285]3.9. Sampling strategy
	Due to the selection of the type of interview and the amount of time that it would take to conduct the interview and the later analysis, it is not feasible to interview all the employees on the company, and therefore a sample of the total population has been targeted for the interview.
	In selecting the target population, it was considered to get involved the representatives that have been involved in changes, and that could give experiences from the design stage of the change to the implementation of the change. Instead of a pure statistical random sampling of the population, in this instance it was interesting to interview a particular part of the population with most involvement and experience in the change processes which were top management and middle management. Researcher judgement can be important and could contribute to select the candidates which would benefit more to the research aim (Saunders, Lewis and Thornhill, 2019, p. 321; Wildemuth, 2017, p. 128), therefore the sampling method selected was purposive sampling. The candidates selected were requested to suggest new potential participants so snowball sampling was also used for this dissertation. It is difficult to set the sampling size, or in this case the number of interviews to be carried out, for non-probabilistic samples (Saunders, Lewis and Thornhill, 2019, pp. 321-323; Wildemuth, 2017, pp. 129-130). It is recommended to conduct additional interviews until data saturation (Saunders, Lewis and Thornhill, 2019, p. 315; Wildemuth, 2017, p. 139). There is still debate about the sampling for not statistical sampling as it can extracted from Vasileiou et al. (2018) where they advocate for further transparency with respect to the sampling and sufficiency in order to be able in the future to determine some reference values. Malterud, Siersma and Guassora (2016) attempts to give a framework to determine the number of interviews required in a qualitative analysis and indicate that it is dependent on many factors of the study to be done. Guest, Bunce and Johnson (2006) in their article about sampling size, they indicate that a figure of 12 interviews would be in most cases enough to achieve saturation, while even 6 interviews could be enough to identify the main themes. In the same venue, Hennink and Kaiser (2022) concluded in their article that the saturation could be achieved within a range of 9 to 17 interviews and with a mean of 12-13.
 	In the design of the interview process, an invitation to participate was sent to all the eligible candidates that could add value to the insights of the matter subject to study. It was considered to invite first to all members related to the board of directors, and all personnel directly involved with top decision making in the company. The candidates should not be limited to top management as this would possibly only give a partial view in the change process, so this invitation was extended to directors and managers in the company who have been involved in change experiences. In order to achieve this, first contact was made with the managing director of the company to approve the case study to be carried out. Once his approval was granted, an email was sent to invite the potential candidates. At first glance the email was not having the participation expected, and a follow up courtesy phone call was made by the researcher to the potential interviewees to encourage their participation in this study and to explain its objectives. Not all the invitees could undergo through the survey however a representative sample was obtained. It was requested to the interviewees that accepted the participation to suggest further candidates that could have an interesting view for the study as well. Ultimately a total of 12 interviews were estimated as needed, and finally a total of 13 interviews were carried out.
[bookmark: _Toc210083286]3.10. General considerations, ethics and limitations.
	The researcher role will be as an internal researcher, taking the advantage of being part of the company where the case study takes place. This will simplify the access to the data and to the people that has the information to be collected, as well as being able to have a better understanding of the context when the interviewee discusses particular cases and experiences lived within this company. The researcher acknowledges that the previous access to this information and being part of this environment may affect and shape the perception, and guide the prejudices.
	Researcher acknowledges that within the study, dealing with more senior or more junior colleges may pose some extra pressure and could affect on how the interviews are conducted. However, in the present case, the years of experience in the company moderate these effects in the researcher.
	Interviewees can be concerned due to sensitive information shared as it may affect the company, or themselves if it is discovered who was behind the statements that may be disclosed in the dissertation. In order to address this problem, anonymization has been put in place to protect individuals, however in spite of these measures taken, some participants may be reluctant to fully share their experiences.
	Being an insider researcher can add some extra caution on the interviewees to share their perceived view especially if it is not aligned with the mainstream. To address this problem with the confidentiality, anonymity, and treatment of the data, two documents have been put in place. The ethics form from the University of Wales Trinity Saint Davis, PG2 (University of Wales Trinity Saint Davis, 2025a) has been completed and approved (see appendix 7.2 on this dissertation). A consent form prior to undertake each of the interviews has been obtained (see appendix 7.1 for further information) where it was clearly stated the scope of usage of the information as well as it was explained the anonymity care.
	In this dissertation a case company has been chosen. The company is part of the construction sector and located in UK. This company is part of a bigger firm that operates in different countries.



[bookmark: _Toc210083287]4. Data Analysis
[bookmark: __RefHeading___Toc14119_1766659011_Copy_][bookmark: _Toc210083288]4.1. Introduction.
	The research aimed to contribute to the existing literature by adding a case study where it has been analysed semi structured interviews through thematic analysis.  With the interviews it was intended to address the following points:
	1. Study the key points that are critical to achieve change successfully and the ones that can cause the process to fail.
	2. Gain knowledge of the managerial view on the implications and impact of change processes.
	3. Identify how a successful change management looks like.
	4. Gain knowledge on how staff reactions can modify the change process.
	The participants on the interviews have been selected from the management, and they have been classified in the three groups depending upon the level of responsibility and decision power within the organisation as per the following table:
Image 4.1. Composition of the interview participants by responsibility level
	It has been considered as high level the participants that are usually at top level when deciding changes such as the Board of Directors. Medium power are more local regional directors or managers that usually have a limited power within the particular office where they are based on. Finally, it has been classed as low responsibility level the managers that have responsibility on part of the department, or where the department contains little amount of people. The composition of the interviewees is shown mainly to give an idea of the population interviewed and their responsibility level.
[bookmark: _Toc210083289]4.2. Themes constructed through the analysis

	During the thematic analysis and the interpretation of the meanings by the author, ten themes have been constructed. The themes identified, are shown in the following chart, and for more detailed information they can be seen in appendix 7.4 for the general view of codes and occurrence figures, and the appendix 7.5 for explanations of the codes with examples from the interviews.
[image: ] Image 4.2 Themes (inner part of the graph) and Codes (outer part)
	Interviewees are labelled IW1 to IW13 to designate the 13 participants. In some cases, there is overlapping of meaning among different codes, and therefore some parts of the interviews can fall into different codes simultaneously.
	The next part will show a brief description of the code within the theme and some examples. Due to the big amount of data collected, analysed and the numerous codes from the thematic analysis, it is not possible to extend much in the explanation of each code in this section. Therefore, only 1 or 2 examples will be given of each code, but in the appendix 7.5 it can be seen a more exhaustive analysis by themes and codes with the interviewee’s voices.
Theme 1. Communication of change.
Discuss about change.
	Many participants found that discussing about the change (especially with subordinates but not limited to them) is necessary or important during change initiatives.  
· IW1: “you have to discuss with the people that you’re working with”
· IW9: “there are discussions to understand the feasibility of implementation of those, let's say, changes or targets”

Explain the change.
	Interviewees indicated that explaining the change that is coming is a critical part of the process of communicating the change. Many thought that the way it was explained the change can affect the outcome.
· IW2: “the key I think is the communication”
· IW4: “the more it's planned and the better the communication, the more chances of that change being successful”

Feedback of change.
	Participants found relevant the feedback on the change process. This feedback could be either from their subordinates, or giving feedback to superiors.
· IW8: “a time for them to participate into a new process and give a bit of feedback as to how things should be done in the future”
· IW11: “if when we try to implement that change, we get feedback that it could be improved further, then great, we'll do that”

Lack of communication.
	The lack of communication was mostly seen by interviewees as a source of problems when implementing the change, and in some cases linked directly to failures.
· IW1: “That wasn't explained very well and it didn't work”
· IW7: “I think that communication is the key really, and that is where it goes wrong quite often”

Listen to subordinates.
	Participants indicated that listening to subordinates or to other parties in the change process was relevant.
· IW2: “it's important to then listen, get ideas, get all these concerns from the team”
· IW9: “I can't make a decision without listening”

One-to-one communication.
	Some participants indicated they had used the one-to-one communication techniques to discuss, explain and clarify further the change. In some cases, this one to one was used for problematic situations, like resistant individuals.
· IW3 in the context of dealing with negative reactions he indicated “I’d just have to have a one-to-one chat with them”
· IW5: “sitting down on an individual basis and speaking to people individually, especially those that may be putting up a bit more resistance”

Timing and consistency.
	Participants mentioned the importance of when the message was delivered and how it was delivered.
· IW4: “you have to make sure that the message that is given is consistent” and “Depending on how serious the change is, I think it has to be delivered at the same time”
· IW5: “communicating that message so it's a consistent message received by everybody”

Theme 2. Leadership.
Buy-in effect.
	Some participants verbalised the idea of buy-in the change. They talked about the importance of people accepting the change and perceiving it as a good thing.
· IW4: “without that body of people on side, your change is much much harder to achieve”
· IW6: “it is getting the guys who it affects the most to get on board with it”

Empower management
	Some of the participants expressed that it was important to empower the management to lead change.
· IW2: “It's very important to empower management”
· IW7: “You do have to sort of sacrifice something sometimes to try and be everywhere and you do have to try and bridge those silos and sometimes it might be by involving other people into the process”

Leadership-example
	Interviewees expressed that leadership or being an example for others makes the difference, and helps in the process.
· IW5: “Attitude is a big thing and hopefully that can inspire others to do the same” and also: “It's absolutely fundamental, leadership is fundamental”
· IW9: “the teams are the way that the leader of that team is managing that team”

Motivation
	Many participants indicated the need to motivate people during the process of change.
· IW2: “it's important the motivation of the team”
· IW6: “you bring them and you almost make them feel like they're part of the project that's going on”

Support from superiors.
	Interviewees explained the need of getting the support from the superiors to produce the change effectively. Some of them explained it in terms of seeking help to achieve the targets on the changes.
· IW1 when trying to get help from superiors when the issues are out of his control indicated: “we need to tell our superiors: look the work is not there! we need to do something to be able to achieve our target for this change!”
· IW7: “you've got the support from the senior leaders” and “They need to essentially sponsor the project to say this is what we're doing and they need to support it as well”

Theme 3. Mistakes in the past.
Failure reasons.
	Many of the participants explained previous experiences of failure, or their view on what caused or could cause failures in the processes of change.
· IW10: “sometimes organizations may decide to make a change and they send someone a small manual and just expect them to get on with it”
· IW13: “I've learned from mistakes in the past, so I never make a rush decision and try to jump in quickly and risk upsetting somebody making a situation worse”

No planning issues.
	Interviewees voiced that there were problems when there was little or no planning for the desired change to be implemented.
· IW3: “let's make a change and work with it and see how it goes and then we'll just adapt it. I don't think that would be the right approach”
· IW7: “You have to plan it all because I've seen too many times before that if it's not well planned, it goes wrong”

Theme 4. Monitoring Change.
Intuition – gut feeling.
	Participants discussed about feeling the atmosphere in the work area, or about using not so strict or tangible ways to check how it is going the change, and how people are feeling.
· IW10: “you need to keep an eye on the atmosphere and the work environment”
· IW12: “if you’ve been doing your role for a little bit of time, you know the different people in your team”

KPIs and measurable scoreboards.
	Most of the participants agreed that the change need to be monitored by means of performance indicators.
· IW10: “we have to monitor and measure the progress against milestones and targets”
· IW11: “there needs to be some sort of specific targets set up just to measure that certain thing”



Theme 5. Nature of change.
Change adjustments, and need for adjustments.
	Participants talked about the need to adjust the plans due to different circumstances that may arise during the process of change.
· IW3: “It may be that as you're doing that, you're seeing problems that are happening and actually the whole strategy needs to be looked at”
· IW7: “You might need to change things, you can't be completely rigid to say “this is our plan, we're not going to change from it”.”

Change has to happen
	Participants voiced with deep conviction that the change has to happen regardless of people reaction, or any other issues encountered.
· IW6:” I’m willing to listen to what you're saying, but it's not going to stop this happening”
· IW7:” You need to continue with the process. Otherwise, we would never make change, because you'll never make everybody happy.”
 
Change has to make sense
	Interviewees expressed that the change process needs to make sense, so it can be understood the reasoning behind it.
· IW10: “not just the change for the sake of the change”
· IW13: “here's the research we did, here's what we looked at the planning stage and this is showing us that this will work”

Change is always there
	Interviewees expressed their opinion that the change is present always whether we see it or not, and it will affect us.
· IW4: “People argue that we never change, they do! Because they do every day! they're changing everybody's life in every day”
· IW11: “these things are happening almost every day”

Change is expensive
	Participants expressed that the change is costing a lot of money to the company.
· IW4: “you may have wasted a hell of a lot of money on change that nobody actually needed”
· IW8: “you also need to take into account the costs behind those changes”

Decision makers
	This code comprises the expressions where interviewees clearly identified who are the ones that are making the decisions.
· IW2: “coming from our headquarter, or from the board of directors”
· IW11: “we need ourselves as a board and the people that are in sort of in the ultimate positions”

Down-up change
	Participants expressed about the down up change
· IW4: “it can come from the ground up so you get maybe a like a staff suggestion scheme or something like that”
· IW11: “It can be through opportunity for improvements identified by employees”

Plan for change
	Participants voiced their experiences, opinions and views about the strategic plans, or planning for change.
· IW9: “we've got big plans to 2030”
· IW13: “the first thing would be the plan”

Reactive change
	Interviewees voiced their experiences about the reactive aspect of the change process.
· IW4:” if we think of the prime example the pandemic, there you were managing change very quickly and it's very difficult to pre-plan”
· IW9: “sometimes the things cannot go as expected with implementations of processes and systems because sometimes they are a bit more complex and sometimes it's a bit more complex than what you expect the first time”

Size of change
	Interviewees expressed the difference on dealing with change depending on its size and its implications.
· IW11: “It really does depend on what the change is, the significance of the change, maybe the importance of the change to the particular person or the particular role”
· IW13: “I don't have to be involved with that but big structural changes or process changes I like to be involved”

Top-down change
	Participants expressed that the decisions are on a top-down fashion, or that the chain of command has to be followed.
· IW6: “Somebody has told me this needs to happen and I'm now filtering it out to my line, my employees that fall under me”
· IW12: “I think it's a top-down approach”

Theme 6. Outcomes and takeaways of change.
Objectives of changes
	Participants voiced in this category their perception of the objectives accomplished with the change or the potential achievements of the change.
· IW6:” we decided that the addressable market is much greater than what we are working with at the minute. Based on that, we have targeted some goals that we want to achieve to 2030”
· IW12: “organizations we are supposed to be adaptive to what is happening in markets to ensure that we remain relevant and competitive”

Other outcomes
	Participants talked about other effects that change can bring and that they are not the main objective of the change, often side effects or unwanted outcomes.
· IW3: “that can have an impact of things slowing down and productivity slows down”
· IW7: “then start to have problems around retention”

Theme 7. Reaction to change.
Dealing with negativity.
	Participants shared their opinion about negativity, how it should be dealt with it or their experiences about it.
· IW8: “if that particular employee is not happy or accommodating to the new process, then the decision might be just to replace that employee by someone that is aligned with the company goal”
· IW13: “be prepared for: I don't like that! we don't like that! we're not doing that!”

Feelings towards change
	Participants expressed the feelings towards change either their own ones or what they observe on others.
· IW2: “a change of role, or a change of process, this could create anxiety”
· IW3: “Some people just find comfort in the way they've always worked”

More work – more load.
	Interviewees voiced their concerns about work, or more work load related issues due to the change.
· IW4: “they're going to have to work five times harder”
· IW12: “are you possibly giving me more work? how am I going to cope?”

Negativity and resistance
	Participants voiced their views and opinions on the negativity and/or resistance.
· IW7: “If people in the workforce are feeling negative that's then going to spread”
· IW9: “we always know that someone will not be up to it and someone will leave the business”

Negativity due personality/character
	Participants spoke about the negativity or resistance as something depending on each person’s character or individual personality.
· IW1: “you can have a negative response from some people who are very close-minded”
· IW5: “People by their very nature do not like change”

New starters
	One participant referred to a group of people without previous or limited experience in the current company.
· IW3: “we only made the changes when we've had a group of new starters”

Personal benefit-loss
	Participants spoke about the personal benefit or loss that change can cause.
· IW12: “People feel insecure because they are not too sure how this change affects them personally first”
· IW13: “Some people feel they may lose their job”

Personality
	Participants voiced their view and experiences about personality characteristics that can affect change.
· IW7: “You can think about individuals and their characters and how you might need to manage them”
· IW11: “we need people that are open to change”

Positive reactions
	Participants voiced here their views and opinions on positive reactions on change.
· IW8: “A lot of people will see it as an opportunity”
· IW9: “people will just get on board with it and are amazing”

Previous change experiences
	Participants talked about previous change experiences.
· IW4: “change is actually much better received at the end of it when they understand it and have experienced it”
· IW9: “it helps a lot to do things and to be successful, it helps a lot”

Time to assimilate change
	Interviewees expressed that time is needed to assimilate and think about change.
· IW1: “go away and think about it because I've just given you this change now. You've not had a chance to think about it”
· IW9: “you need to give time for people to absorb that shock”

Theme 8. Readiness for change.
Ethics – Fairness
	Interviewees talked about the ethics and fairness when implementing the change.
· IW6: “We all like to think that we're fair and even to everybody within ourselves”
· IW7:” making sure people are as well treated as you possibly can”



People readiness
	Participants talked about people readiness.
· IW2:” We make changes, and you see that people are not ready”
· IW10: “have we done the right training to be able to be confident enough to deliver it?”

Rumours – storytelling.
	Interviewees talked about people spreading rumours or telling stories.
· IW4: “that's what people do, they make stories up and say this was why it happened”
· IW7: “there's danger that people are going to start posting stuff sharing information online being very negative about the company”

Structure needs
	Interviewees talked about needs in structure.
· IW7: “you might need to bring in some senior people from elsewhere to help”
· IW13: “if we need additional resource to implement a plan then obviously that recruitment process can be difficult as well to get the people in as quickly as we may need them”

Support
	Participants spoke about the support to coup up with the change.
· IW4: “it's really really important that you support those employees through the change“
· IW7: “It's not their fault if the business decides to make a change so I think you have to just do everything you can to support them“

Technology changes
	Interviewees spoke about technological changes or technology related matters.
· IW2: “Service engineers are doing now pilots on how to do in different ways the servicing”
· IW9: “we came from a big transition from old software to a new, a brand new software that was implemented maybe four or five years ago”

Theme 9. Relationship between superiors-subordinates.
Change dealt with same or lower levels
	Interviewees voiced their thoughts when dealing with same level employees.
· IW6: “you should be planning and discussing with all of the teams in effect”
· IW8: “with peers is normally a slight game of power as well involved because we both will be reporting to the same superior“

Change dealt with superiors
	Interviewees voiced the attitudes they had or they observed when dealing with superiors
· IW3: “I had a conversation with my boss about how we think we should work it”
· IW12: “They want to understand the risk, they want to understand how we go to mitigate the risk, and they want to understand that the program is going to be delivered on time and as planned“

No cooperation – Coerce
	Participants described top-bottom approaches where the change has to be done regardless. In some cases, more forcefully than others.
· IW5: “we can be diplomatic, we can be sensitive, we can listen with individuals, but ultimately, to reinforce the fact that this is happening, this is what we're working towards”
· IW6 when discussing about resistant people indicated: “I wouldn't fire them straight away, but those will be the people that I will be looking to replace in the mid long term as soon as possible”

Request / promote participation
	Interviewees described situations where the participation is promoted or requested directly or indirectly.
· IW1: “the best way to make change work is to involve your people”
· IW5:” And to promote their part or parts in this, being a vital ingredient to a project success”

Theme 10. Triggers of change.

Triggers of change
	Participants voiced here the triggers for the change to happen, what are the reasons for these changes to be happening.
· IW2: “Change processes for me is the key for a company in order to continue being successful”
· IW6: “A possible change of regulation might need for us to have a different certificate that before we didn't have”




[bookmark: _Toc210083290]5. Discussion, Conclusions and Recommendations
[bookmark: _Toc210083291]5.1. Introduction
	The main objectives on this dissertation were to critically review the literature on change management and to identify the key points that are critical to achieve change successfully, to conduct semi-structured interviews within a case study company to finally compare and extract conclusions from the case study with respect to the existing literature. Recommendations will be made in this chapter on how to implement change in the future in a more effective way.
	In the next discussion chapter, data from appendix 7.5 has been interpreted and comparisons have been done between the existing literature and the case study. Where figures about the analysis are indicated, these can be found in appendix 7.4.2.
	
[bookmark: _Toc210083292]5.2. Discussion
	This discussion section will be developed in themes, but the order will be changed from the chapter 4 where they were introduced in alphabetical order. Some of the themes from the chapter 4 will be discussed together give more coherence to the results.
Triggers of change and outcomes of change – takeaways:
	All starts with the questions: what triggers change? and why is it needed? In order to explain this, two themes have been grouped together as both identify items related to this question.
	The data from the thematic analysis suggests that change is viewed by participants as triggered by many factors (see theme 10, appendix 7.5.10) such as the strategic plans, reactions to market changes, economic changes, internal or external changes.  
	Most of the participants perceived change as the ingredient to be successful and to stay competitive in the market (see theme 6, appendix 7.5.6), or even in some cases for the survival of the company. This is in line with the literature analysed (Kotter and Schlesinger, 2008; Dempsey et al., 2021; Phillips and Klein, 2023; Orieno et al., 2024)

Nature of change:
	The theme 5 “nature of change” (see appendix 7.5.5) is among the ones that has accumulated most of number of references in the interviews (20.4% with 420 times coded). This theme attempted to group and depict the views of the type of changes and the characteristics associated to the changes as perceived by the participants. Interviews revealed that most participants saw the change as something unavoidable that was always present.
	According to the interviewees, change could be perceived as a process that needs adjustments as it is implemented.
	The voices of most participants saw the change as a process that once it has been launched, it will happen and that it cannot be stopped or it should not be stopped.
	Most of the interviewees voiced that the change has to make sense in order to be successful which is in accordance with Hubbart (2022). In line with this concept, some of the participants characterized that change is an expensive process as stated in the PWC (2021) report, and this can reinforce that there need to be a good reason why the change has to happen, and for the company to invest such amount of money in it.
	Only 2 participants expressed their view on change initiatives going bottom-up, which suggest that it is not the common way for change to happen. These participants expressed the bottom-up change initiatives tend to be related to the operations of the business rather than transformational changes. Even in these cases, one of the interviewees indicated that these initiatives, if they imply important procedural changes, they should go up in the chain, even to the board of directors, and decided whether these should be adopted or not. This suggests that ultimately any big change would still be done in a top-down fashion. The size of change seems to be important as most of the interviewees do mention this concept. When the change is minor, or its effect would be very localised, then it can be locally addressed. Otherwise, the change would need to be leaded by top management.  
	The analysis of the interviews identifies the top management for the company in UK and the main headquarters in Spain as the ultimate decision makers for transformational changes. Once the decision has been made, the top-down approach is put in practice, led by the board of directors to deploy it to their subordinates or reportees.
	There is a general consensus in the interviews gathered of the importance of the plan for change. Planning is seen by the interviewees as central in the success of transformational change while they leave some space for reactive change only for the unpredictable situations. The interview analysis show that many participants have a negative view towards the reactive change, and they suggest to be used only when the situations that arrive have not been foreseen. Some participants link reactive changes to more costly change processes or with more failure rate.



Reaction to change:
	This theme is central to the purpose of this dissertation, and most of the code counts have fallen into this category, being the theme which represents 21.8% of all the coding (see appendices 7.4.2 and 7.5.7).
	The thematic analysis data suggests that the majority of the participants observed or perceived negativity and resistance on the change processes, and this negativity is in forms such as scepticism, fear to lose their status or even their job. Some interviewees voiced their concerns about the work load that the change will bring. Changes in their view will bring more work, more pressure, and stress to get the job completed. They could also lose status within the company with role changes. This could be related to the breaking of the psychological compact described by Strebel (1996) which lead to increased resistance. The feelings expressed by the participants in this line of negativity were anxiety, insecurity, uncertainty for the future, unhappiness, angry, or feel frightened. These negative feelings can end up with people leaving the company and increasing the turnover. Coch and French (1948) in another case study linked the frustration to increased turnover and absenteeism. Resistance is also seen positively by participants as a source of potential feedback for risks or concerns that were not forecasted before as indicated by Dent and Goldberg (1999).
	Some of the participants indicated that people are shocked at the beginning and that they need some time to assimilate the change. The shock lines up with the literature of change from the Kubler-Ross grief curve extended stage one done by Adams, Hayes and Hopson in 1976 (Cameron and Green, 2020, pp. 31-34 and figure 1.7). This shock can also be in line with the concept of unfreeze from Lewin to destabilize the human habits or behaviours (Burnes, 2004), and the sense of urgency needed for the change (Kotter, 1995).
	On the positive side of the reactions, most of the participants voiced that positivity helps the change to be accepted and implemented, in some cases they indicated that it is needed to have that positive attitude towards the change. This is in line with what Vakola and Nikolaou (2005) analysed from the existing literature. Some of the interviewees see the change as an opportunity to progress in their careers.
	Participants explained their previous change experiences and how these affect the people involved in the change processes. This suggests that the previous change experiences act as moderator of the feelings towards the future changes. Previous succeed stories help in future change processes, while negative experiences increase the critics against the change.
	According to the thematic analysis carried out, the personality plays an important role as predictor of the behaviour. Interviewees used expressions to describe for instance people that have been working longer in a same role, or the ones that find more comfortable in their current situation as the ones prone to resist the change. A special case on this topic can be the new starters, as they do not have that background in the current company, they are seen as more adaptable and keener to accept changes. New starters will not have that perception of personal loss in the change and they will be keener to accept changes.
	Participants indicated that the negative reactions can be dealt with by discussing or explaining the change with the people that are negative or resistant. In the more extreme cases, a movement to a different part of the company, or leaving the company are the options suggested.

Mistakes in the past.
	Interviewees expressed their view on the past change initiative failures and according to the data extracted from the analysis, the main reasons were due to communications issues, lack of leadership or support, and poor planning (see appendix 7.5.3). Mistakes in the past are taken in most cases as lessons learnt by many of the participants and can be a source of knowledge and experience for future cases.

Readiness for change.
	Technological changes can be a trigger for change which could be very demanding as many employees may feel they are not ready for that change. They may require more training, or learning new computer systems as the analysis of the interviews has suggested. However, the technology is not the only thing that would question people readiness for change. According to the interviewees people may also require apart from training, support through the change, or support to coup up with consequences of the changes such as frustration, or dealing with redundancies (see appendix 7.5.8)
	It is acknowledged by the participants that the company should have the structure and capacity to attempt that change required. Many of them indicated it would be needed to recruit more people to assist on the change, while others outlined about the IT systems and other improvements.

Communication of change.
	Most of the participants shared the view of that communication is of top importance for the successful change acceptance (see appendix 7.5.1). The analysis of the interviews reveals that communication has subtle nuances. At the top management level, the change is discussed among peers, while the change in lower levels is expected to be explained and implemented. According to the participant views, it would be desirable to include as much as possible the people in the discussions of the change. However, they also stated that down the chain of command the change is often only explained rather than discussed. The explanation should include not only the changes that would be carried out but also it was continuously mentioned the need for an explanation so as to why the change was needed. Interviewees advocated for a strategy with respect to timing and consistency when delivering the message depending upon the nature of the change. Change agents should maintain communication especially with the resisting recipients of change (Vos and Rupert, 2018) which is in concordance with interviewees consensus of the importance of having discussions with resistant people even using the one-to-one meetings.  
	There is also space for the feedback which according to the analysis carried out, it is perceived as beneficial and in case of a proven relevance it can be taken into account and even discussed by top management.
	Managers at lower levels emphasized that listening to their teams is essential not only for operational feedback but also to understand their perspectives on how the change itself is getting developed. Literature indicated, that in crisis situations transparency and two-way communications with discussions, and listening is recommended (Kim, 2018).

Leadership
	A topic that was mentioned among the interviewees was the leadership and being example for others (see appendix 7.5.2). According to the analysis of the interviews, it was important to motivate people to support the change, and convince the different staff levels of the convenience of the change with the benefits that it would bring. The buy-in effect as discussed by Hubbart (2022) was mentioned several times as required to foster change. Leaders need to give sense to the change, they need to believe in it and then transmit it similarly as explained by Gioia and Chittipeddi (1991) with the concepts of sensemaking and sensegiving. Having people aligned with the goals of the company and with the leaders’ intentions, makes easier the transition trough the change. Top management is required to support the change and to be aligned with the company decisions as well as support their subordinates with the problems they can encounter when delivering the change. Being an example can help others to imitate and favour the change.

Relationship with superiors and subordinates
	According to the participants (see appendix 7.5.9), cooperation, collaboration, listening opinions and getting feedback was required and desired with lower levels. With the superiors, the general view was to follow their commands and discuss and negotiate if problems were found when implementing the change required. There is a general view that superiors are interested more into the successful implementation results rather than in the method to achieve it.
	Cooperation and participation are well seen by most of the participants, however it is also voiced that in some occasions, and especially when it is found strong resistance, coercive methods can be applied.

Monitoring the change.
	All participants expressed that there would be needed a way to check whether the change is going into the right direction or not (see appendix 7.5.4). This can be achieved in two different ways, one is a hard approach with scoreboards and the other is using more the feelings and perceptions on the atmosphere in the work place. These two approaches are complementary, and as the analysis reflects, the participants agree that a combination of both should be the best option. This is in line with Armenakis and Bedeian (1999) suggestion to monitor the behavioural and affective reactions to complement the hard aspects. However, it is clear in the data analysed that it has stronger support the hard version of the monitoring with performance indicators, or scoreboards.  While KPIs are good for the overall performance check, some intuition, or more soft methods are required to monitor other aspects of the change, such as stress, satisfaction, or other problems that could arise.
[bookmark: _Toc210083293]5.3. Conclusions and recommendations
	This dissertation aimed, as indicated in the chapter one, to deal with the change initiatives when the change is something planned and desired to happen. During the interview analysis there have been identified different triggers of change which some were predictable while others were not. For the changes that can be foreseen, a strategic plan is made to guide the company through the future. This strategic plan includes actions to outperform competitors in form of growth, technology adoption, productivity or market share. In order to achieve these goals, some business objectives are set for the next period of time (in the case study company there were widely mentioned the five-year plans).  Once the plan is conceived, top management attempts to implement the change.  However, as many of the interviewees have expressed, not always the change goes accordingly to the plan.
	The next diagram does not pretend to be a comprehensive flow chart of change management, but a reduced view of how planned change is globally perceived in the case study company for it to be successful.
[image: ]Image 4. Perceived successful planned change flow chart
	In the plan for change, triggers for change and business objectives are to be taken into account which seems to be in line with the interview results. However, and marked in light green, readiness for change, and mistakes from the past, even they are mentioned and agreed as recommended to be taken into consideration	in the interviews it is also acknowledged that this is not always the case.
	Change is always present and will always occur, strategic plans will appear cyclically or regularly to attempt to coup with change. The general consensus is that once the change initiative is rolled out it needs to happen, meaning that it has to have all the support to keep going and should not be stopped. Big changes are top-down driven, while small changes can happen bottom-up and mostly related to operational matters.  
	The planning phase prior to the implementation is to be carefully thought with all possible inputs taken into account. At this stage it should be decided the communication strategy in line with the type of change. In case of big changes with impact on people roles, it is recommended to have discussions and analyse the feedback before implementing the change, while if the impact is minor, it could be enough with a strategy of explaining the change. In both cases it is needed to explain the reasoning behind the changes to be undertaken prior to the roll out.  As a part of the plan for change, it needs to be decided as well the leadership strategy to follow and to designate the change agents which will be the champions of change that would foster and support the change.
	The implementation phase should be an iterative process with continuous monitoring and readjustment to the deviations from the plan proposed. In this stage, the support from top management is required to empower the middle management for these changes. From these deviations, lessons need to be learnt for future changes, as mistakes on change processes can get expensive.
	For a company that is involved in regular transformational changes, a shift towards organisational learning culture would be recommended, as it would have a positive impact in the readiness.
	When monitoring change, soft indicators should be beneficial to be created as well to value the overall workforce feeling with the change and to identify and deal with possible resisting groups or individuals.
[bookmark: _Toc210083294]5.4. Limitations of the study and future research.
	There are several limitations for this dissertation which open up future possible research to be done. Firstly, the case study has been carried out in a particular company on the construction sector and within the UK market, therefore the results may not be fully transferable to other countries, or even other industrial sectors. Having more case studies and comparing them could help to reduce this limitation. Secondly, the qualitative analysis of the interviews has been criticised by some authors for being subjective or biased on people selection. There is discussion about the adequate number of interviews to be considered as sufficient sample to achieve saturation. Thirdly, there has been a limitation of time in which the dissertation needs to be completed, and more complex analysis is suggested for future research including for example co-occurrence and overlapping in the codes and themes, or a deeper understanding of the cause-effect and moderators for the change as perceived by the people involved in the change.  
	Future studies are encouraged to investigate the discrepancies outlined between the theory and the practice in more depth. Further investigation would help to better understand whether the conclusions and recommendations can be generalised. A future design of new case studies could include meta data and more experiences, for example the age, gender, personalities of participants, previous job roles, time working in the current company, or previous experience perceptions to mention some.  Including this kind of metadata and information could involve a huge work, so it will be recommended to make use of new artificial intelligence tools, or other kind of technologies such as neuronal networks, or deep learning to assist in the research.
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Carmarthen Business School

Interview Consent Form

Dissertation research project title:
“The Impact and Reactions of the Change Management Process in People”
Research course: BMMB7003D Dissertation
Research investigator: Luis Gonzalez Rubio
Research Participants’ name:

Dear Participant,

Thank you for agreeing to be interviewed as part of the above research project. Attached to this letter are the interview questions that I have developed, which will assess “The Impact and Reactions of the Change Management Process in People”, through the answers you provide to the questions posed. There are no right, or wrong answers and your opinion will be valuable to knowledge building around change practices and the impact on the people involved in these changes.

The interview should take approximately 30 minutes but there is no time constraint. Interviews will be conducted in a private meeting space and answers will remain confidential. Information recorded will contain nothing of a personal nature that would identify you, and you will not be expected to provide any personal information such as income bracket, home address, date of birth, etc. You are free to withdraw from the interview process at any time.

Academic research undertaken at UK universities require adherence to ethical procedures, which includes seeking explicit agreement from participants to being interviewed and how the information contained in their interview will be used. The following information outlines the conditions of your participation and the purpose of your involvement. I would be grateful if you would read through this, then sign the consent form to certify that you approve the following:

· the interview will be recorded, and a transcript will be produced
· All answers will be anonymised, and no identifiable information will be requested from the interviewee
· the transcript of the interview will be analysed by “Luis Gonzalez Rubio” as research investigator
· access to the interview transcript will be limited to the research investigator and dissertation tutor
· any direct quotations from the interview, or summary content, that are made available through academic publication or other academic outlets will be anonymized and care will be taken to ensure that no identifiable information will be made public
· the interview will be recorded on a personal device, accessible only to the research investigator. The recording will be deleted as soon as the interview has been transcribed
· The transcript of the interview will be stored on the research investigator’s personal OneDrive application within his personal Office365 student account provided by the university. The transcript will be deleted on completion of the dissertation
· The storage of information will comply with UWTSD’s data protection regulations, in line with national GDPR guidance

By signing this form, I agree that:

1. I am voluntarily taking part in this project. I understand that I don’t have to take part, and I can stop the interview at any time
1. The transcribed interview or extracts from it may be used as described above
2. I have read the Information sheet
3. I do not expect to receive any benefit or payment for my participation
4. I am comfortable with the arrangements outlined, and I understand that I am able to contact the researcher with any questions I may have in the future


_________________________
Printed Name

_________________________                                                     _______________
Participant Signature                                                                      Date

_________________________                                                     _______________
Researcher Signature                                                                      Date


If you would like me to share details of my findings on completion of the research, please let me know.

I thank you for your time and participation. If any questions do arise, feel free to contact me at your convenience.


Researcher Name: Luis Gonzalez Rubio
Tel:  07976 055 032
Email: 2016193@student.uwtsd.ac.uk
 
Interview Questions.

1. What triggers change process, and what are the strategies used by companies and leaders and how are these decided? Is it imposed maybe by the headquarters or superiors, is there a discussion to reach an agreement, do they depend upon the change type required? How do you think this work in this company?
1. Do you consider change should be carefully planned beforehand or that it needs to be implemented as it goes live? 
2. Is it needed a specific goal to be achieved or should it be a more general idea or direction as guideline for change?
3. Where can be expected the biggest problems when trying to bring about change?
4. What are the ways to identify that change is going in the desired direction?
5. How do you assess that change is going ok? Do you follow your intuition and feel the atmosphere in your work area, or are you driven by KPIs of what it needs to be achieved, or a combination of both?
6. What are the typical reactions that can be found when change process is implemented?
7. How these reactions to change by staff contribute or affect to the change process (both positively and negatively)?
8. How these reactions are to be dealt with? How to deal with resistance, or with people that cannot adapt to change, or the ones that think they will not be able to fit in their new roles?
9. From your perspective, is there any way to change attitudes towards change to make them more favourable to change?
10. What is your attitude in change processes with your superiors, with your subordinates, and with same level managers / directors?
11. From your experience, what would you change from previous processes of change and why?
12. What change process means to you? What is your view of change processes and why are these required/ or not required?
13. Anything you wanted to add that may not have been covered in the previous questions but you consider it is important?

[bookmark: _Toc210083298]7.2. Appendix 2. PG2 Ethics form

[bookmark: __RefHeading___Toc20379_2461716946]APPLICATION FOR ETHICAL APPROVAL

In order for research to result in benefit and minimise risk of harm, it must be conducted ethically. A researcher may not be covered by the University’s insurance if ethical approval has not been obtained prior to commencement.

The University follows the OECD Frascati manual definition of research activity: “creative work undertaken on a systematic basis in order to increase the stock of knowledge, including knowledge of man, culture and society, and the use of this stock of knowledge to devise new applications”. As such this covers activities undertaken by members of staff, postgraduate research students, and both taught postgraduate and undergraduate students working on dissertations/projects.

The individual undertaking the research activity is known as the “principal researcher”.


SECTION A: About You (Principal Researcher)
	1
	Full Name:
	Luis Gonzalez Rubio

	2
	Tick all boxes which apply:

	Member of staff:
	☐
	Honorary research fellow:
	☐

	3
	Undergraduate Student
	☐
	Taught Postgraduate Student
	☒
	Postgraduate Research Student
	☐



	4
	Institute/Academic Discipline/Centre:
	
University of Wales Trinity Saint Davis

	5
	Campus:
	
Carmarthen Campus

	6
	E-mail address:
	2016193@student.uwtsd.ac.uk

	7
	Contact Telephone Number:
	07976055032


	
	For students:

	8
	Student Number:
	2016193

	9
	Programme of Study:
	Master of Business Administration (MBA)

	10
	Director of Studies/Supervisor:
	Anthony Burns





SECTION B: Approval for Research Activity
	1
	Has the research activity received approval in principle?
(please check the Guidance Notes as to the appropriate approval process for different levels of research by different categories of individual)
	YES
	☒
	NO
	☐

	
	
	Date

	2
	If Yes, please indicate source of approval (and date where known): Approval in principle must be obtained from the relevant source prior to seeking ethical approval
	Research Degrees Committee
	☐
	

	3
	
	Institute Research Committee
	☐
	

	4
	
	Other (write in)
By Anthony Burns
	☒
	10/01/2025



SECTION C:  Internal and External Ethical Guidance Materials
	
	Please list the core ethical guidance documents that have been referred to during the completion of this form (including any discipline-specific codes of research ethics, and also any specific ethical guidance relating to the proposed methodology).  Please tick to confirm that your research proposal adheres to these codes and guidelines.

	1
	UWTSD Research Ethics & Integrity Code of Practice

	☒

	2
	
UWTSD Research Data Management Policy
	☒

	3
	
	☐



SECTION D: External Collaborative Research Activity
	1
	Does the research activity involve collaborators outside of the University?
	YES
	☐
	NO
	☒

	2
	If Yes, please provide the name of the external organisation and name and contact details for the main contact person and confirmation this person has consented to their personal data being shared.as part of this collaboration.

	3
	Institution
	

	4
	Contact person name
	

	5
	Contact person e-mail address

	

	6
	Has this individual consented to sharing their details on this form?
	YES
	☐
	NO
	☐

	7
	Are you in receipt of a KESS scholarship?
	YES
	☐
	NO
	☐

	8
	Is your research externally funded
	YES
	☐
	NO
	☐

	9
	Are you specifically employed to undertake this research in either a paid or voluntary capacity?
	Voluntary
	YES
	☐
	NO
	☐

	10
	
	Employed
	YES
	☐
	NO
	☐

	11
	Is the research being undertaken within an existing UWTSD Athrofa Professional Learning Partnership (APLP)
	If YES then the permission question below does not need to be answered.
	YES
	☐
	NO
	☐

	12
	Permission to undertake the research has been provided by the partner organisation
	(If YES attach copy)
If NO the application cannot continue
	YES
	☐
	NO
	☐




Where research activity is carried out in collaboration with an external organisation
	13
	Does this organisation have its own ethics approval system?
	YES
	☐
	NO
	☐

	14
	




SECTION E: Details of Research Activity
	1
	Indicative title:
	The Impact and Reactions of the Change Management Process in People

	2
	Proposed start date:
	10/01/2025
	Proposed end date:
	30/9/2025

	3
	Introduction to the Research (maximum 300 words)
Ensure that you write for a Non-Specialist Audience when outlining your response to the three points below:
· Purpose of Research Activity
· Proposed Research Question
· Aims of Research Activity
· Objectives of Research Activity
Demonstrate, briefly, how Existing Research has informed the proposed activity and explain
· What the research activity will add to the body of knowledge
· How it addresses an area of importance.

	4
	Purpose of Research Activity
The aim is to study the impact of the change in people that is involved in the change process and how these reactions affect the change process. (Added originally a separate document with the proposal with further information)

	5
	Research Question
The main question how the change impact people involved in change and how their reactions affect change.

	6
	Aims of Research Activity
The research aim is to contribute to the literature of the impact of the change in people that is involved and how their reactions affect the change process

	7
	Objectives of Research Activity
- To critically review the relevant literature on change management and to identify the key points that are critical to achieve change successfully.
- To conduct semi-structured interviews with a case company different level managers to get their view on what the implications of the changes are.
- To compare the view form the case company to the literature, and to make recommendations on how to implement change in future in a more effective way.

	8
	Proposed methods (maximum 600 words)
The method as explained in the .doc, would be to analyse the existing literature about the topic of the dissertation, and more in depth what it is related to resistance to change and change failure. After analysing the existing literature, interviews will be conducted, and data will be analysed qualitatively, and conclusions would be reached from this analysis. These conclusions would be compared with the existing literature.

	9
	The way to collect the data would be via individual interviews.



	10
	Location of research activity
 

	11
	All research should be done mainly online. Principal researcher is living in UK.


	12
	Research activity outside of the UK
If research activity will take place overseas, you are responsible for ensuring that local ethical considerations are complied with and that the relevant permissions are sought. Specify any local guidelines (e.g. from local professional associations/learned societies/universities) that exist and whether these involve any ethical stipulations beyond those usual in the UK (provide details of any licenses or permissions required). Also specify whether there are any specific ethical issues raised by the local context in which the research activity is taking place, for example, particular cultural and/or legal sensitivities or vulnerabilities of participants.

	13
	






	14
	Use of documentation not in the public domain: Are any documents NOT publicly available?   

	NO
	☒

	
	
	YES
	☐

	15
	






SECTION F: Scope of Research Activity
	1
	Will the research activity include:
	
YES
	
NO

	2
	Use of a questionnaire or similar research instrument?
	☐
	☒

	3
	Use of interviews?
	☒
	☐

	4
	Use of diaries?
	☐
	☒

	5
	Participant observation with their knowledge?
	☐
	☒

	6
	Participant observation without their knowledge?
	☐
	☒

	7
	Use of video or audio recording?
	☒
	☐

	8
	Access to personal or confidential information without the participants’ specific consent?
	☐
	☒

	9
	Administration of any questions, test stimuli, presentation that may be experienced as physically, mentally or emotionally harmful / offensive?
	☐
	☒

	10
	Performance of any acts which may cause embarrassment or affect self-esteem?
	☐
	☒

	11
	Investigation of participants involved in illegal activities?
	☐
	☒

	12
	Use of procedures that involve deception?
	☐
	☒

	13
	Administration of any substance, agent or placebo?
	☐
	☒

	14
	Working with live vertebrate animals?
	☐
	☒

	15
	Other primary data collection methods, please explain in this box
For example, ‘focus groups’. Please indicate the type of data collection method(s) in this box and tick the accompany box.
	☐
	☒

	16
	Details of any other primary data collection method:


	
	


If NO to every question, then the research activity is (ethically) low risk and may be exempt from some of the following sections (please refer to Guidance Notes).

If YES to any question, then no research activity should be undertaken until full ethical approval has been obtained.

SECTION G: Intended Participants
	1
	Who are the intended participants:
	
YES
	
NO

	2
	Students or staff at the University?
	☐
	☒

	3
	Adults (over the age of 18 and competent to give consent)?
	☒
	☐

	4
	Vulnerable adults?
	☐
	☒

	5
	Children and Young People under the age of 18? (Consent from Parent, Carer or Guardian will be required)
	☐
	☒

	6
	Prisoners?
	☐
	☒

	7
	Young offenders?
	☐
	☒

	8
	Those who could be considered to have a particularly dependent relationship with the investigator or a gatekeeper?
	☐
	☒

	9
	People engaged in illegal activities?
	☐
	☒

	10
	Others (please identify specifically any group who may be unable to give consent) please indicate here and tick the appropriate box.

	☐
	☒

	11
	Other – please indicate here:


	
	



	12
	Participant numbers and source
Provide an estimate of the expected number of participants. How will you identify participants and how will they be recruited?  Around 12 interviews.

	13
	How many participants are expected?

	Looking at the general figures usually recommended I expect around 12 participants.


	14
	Who will the participants be?

	Participants will be preferably part of top management and middle management.


	15
	How will you identify the participants?
	I will ask all top management to participate and some middle management. In case of doubts, prioritize the ones with more experience in change processes.




	16
	Information for participants:
	
YES
	NO
	
N/A

	17
	Will you describe the main research procedures to participants in advance, so that they are informed about what to expect?
	☒
	☐
	☐

	18
	Will you tell participants that their participation is voluntary?
	☒
	☐
	☐

	19
	Will you obtain written consent for participation?
	☒
	☐
	☐

	20
	Will you explain to participants that refusal to participate in the research will not affect their treatment or education (if relevant)?
	☒
	☐
	☐

	21
	If the research is observational, will you ask participants for their consent to being observed?
	☒
	☐
	☐

	22
	Will you tell participants that they may withdraw from the research at any time and for any reason?
	☒
	☐
	☐

	23
	With questionnaires, will you give participants the option of omitting questions they do not want to answer?
	☒
	☐
	☐

	24
	Will you tell participants that their data will be treated with full confidentiality and that, if published, it will not be identifiable as theirs?
	☒
	☐
	☐

	25
	Will you debrief participants at the end of their participation, in a way appropriate to the type of research undertaken?
	☒
	☐
	☐

	26
	If NO to any of above questions, please give an explanation

	27
	 



	28
	Information for participants:
	
YES
	NO
	
N/A

	29
	Will participants be paid?
	☐
	☒
	☐

	30
	Is specialist electrical or other equipment to be used with participants?
	☐
	☒
	☐

	31
	Are there any financial or other interests to the investigator or University arising from this study?
	☐
	☒
	☐

	32
	Will the research activity involve deliberately misleading participants in any way, or the partial or full concealment of the specific study aims?
	☐
	☒
	☐

	33
	If YES to any question, please provide full details

	34
	




SECTION H: Anticipated Risks
	[bookmark: __RefHeading___Toc20381_2461716946]1
	[bookmark: __RefHeading___Toc20383_2461716946]Outline any anticipated risks that may adversely affect any of the participants, the researchers and/or the University, and the steps that will be taken to address them.

If you have completed a full risk assessment (for example as required by a laboratory, or external research collaborator) you may append that to this form.  

	
[bookmark: __RefHeading___Toc20385_2461716946]2
	
[bookmark: __RefHeading___Toc20387_2461716946]Full risk assessment completed and appended?

	
[bookmark: __RefHeading___Toc20389_2461716946]Yes
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[bookmark: __RefHeading___Toc20393_2461716946]No
	
[bookmark: __RefHeading___Toc20395_2461716946]☒

	3
	Risks to participants
For example: emotional distress, financial disclosure, physical harm, transfer of personal data, sensitive organisational information

	4
	Risk to Participant:
Any kind of distress or discomfort


	How will you mitigate the Risk to Participant
If any distress or discomfort is experienced, the participant would be asked to stop the interview, and not to take part on it, as it is a voluntary interview not aimed to cause any distress. Also, a conversation will be held to make the participant feel more comfortable and check whether more assistance would be required.



	5
	If research activity may include sensitive, embarrassing or upsetting topics (e.g. sexual activity, drug use) or issues likely to disclose information requiring further action (e.g. criminal activity), give details of the procedures to deal with these issues, including any support/advice (e.g. helpline numbers) to be offered to participants. Note that where applicable, consent procedures should make it clear that if something potentially or actually illegal is discovered in the course of a project, it may need to be disclosed to the proper authorities

	
	



	6
	Risks to investigator
For example: personal safety, physical harm, emotional distress, risk of accusation of harm/impropriety, conflict of interest

	
	Risk to Investigator:
Stress
Pain or fatigue related to working with computer



	How will you mitigate the Risk to Investigator:
In case of stressful situations found, seek for help from relatives, friends, or workers.

For the computer works, it would require taking rest times from time to time to reduce eye strain, stretching exercises for neck or shoulder or other body parts as required and to be attentive at ergonomics. If further help required, to attend a specialist.


	7
	University/institutional risks
For example: adverse publicity, financial loss, data protection

	
	Risk to University:
Data protection.
Adverse publicity if things are done wrong.



	How will you mitigate the Risk to University:
Data would be anonymized, and confidentiality kept.
Research Ethics & Integrity Code of Practice would be followed to avoid ethic misconducts.




	8
	Disclosure and Barring Service

	9
	If the research activity involves children or vulnerable adults, a Disclosure and Barring Service (DBS) certificate must be obtained before any contact with such participants.
	YES

	NO

	N/A


	10
	Does your research require you to hold a current DBS Certificate?
	☐
	☒
	☐



SECTION I: Feedback, Consent and Confidentiality
	1
	Feedback
What de-briefing and feedback will be provided to participants, how will this be done and when?

	
	An email address will be provided to all participants should they want further feedback or know the results.



	2
	Informed consent
Describe the arrangements to inform potential participants, before providing consent, of what is involved in participating. Describe the arrangements for participants to provide full consent before data collection begins. If gaining consent in this way is inappropriate, explain how consent will be obtained and recorded in accordance with prevailing data protection legislation.

	
	A consent form will be required to be signed by the participants in the interviews. In this consent form they will be informed accordingly.



	3
	Confidentiality / Anonymity
Set out how anonymity of participants and confidentiality will be ensured in any outputs. If anonymity is not being offered, explain why this is the case.

	
	No names will be collected for the purpose of the results. Confidentiality and anonymity will be kept.





SECTION J: Data Protection and Storage
In completing this section refer to the University’s Research Data Management Policy and the extensive resources on the University’s Research Data Management web pages (http://uwtsd.ac.uk/library/research-data-management/).
	1
	Does the research activity involve personal data (as defined by the General Data Protection Regulation 2016 “GDPR” and the Data Protection Act 2018 “DPA”)?
	YES
	NO

	
	“Personal data” means any information relating to an identified or identifiable natural person (‘data subject’). An identifiable natural person is one who can be identified, directly or indirectly, in particular by reference to an identifier such as a name, an identification number, location data, an online identifier or to one or more factors specific to the physical, physiological, genetic, mental, economic, cultural or social identity of that natural person.
	☐
	☒

	2
	If YES, provide a description of the data and explain why this data needs to be collected:

	
	


	3
	Does it involve special category data (as defined by the GDPR)?
	YES
	NO

	
	“Special category data” means sensitive personal data consisting of information as to the data subjects’ –
(a) racial or ethnic origin,
(b) political opinions,
(c ) religious beliefs or other beliefs of a similar nature,
(d) membership of a trade union (within the meaning of the Trade Union and Labour Relations (Consolidation) Act 1992),
(e) physical or mental health or condition,
(f) sexual life,
(g) genetics,
(h) biometric data (as used for ID purposes),
	
☐

	

☒


	4
	If YES, provide a description of the special category data and explain why this data needs to be collected:

	
	




	5
	Will the research activity involve storing personal data and/or special category data on one of the following:
	YES
	NO

	6
	Manual files (i.e. in paper form)?
	☐
	☒

	7
	University computers?
	☒
	☐

	8
	Private company computers?
	☐
	☒

	9
	Home or other personal computers?
	☐
	☒

	10
	Laptop computers/ CDs/ Portable disk-drives/ memory sticks?
	☒
	☐

	11
	“Cloud” storage or websites?
	☒
	☐

	12
	Other – specify:

	☒
	☐

	13
	For all stored data, explain the measures in place to ensure the security of the data collected, data confidentiality, including details of password protection, encryption, anonymisation and pseudonymisation:

	
	All data will be kept in password protected cloud storage on the University Office 365 system which will not be shared. Audio/visual data will be transcribed and would be shown to participants to
check accuracy of reporting. Any USB sticks used to store or transfer data will be password protected. All participants will be given a unique identifier to ensure confidentiality and this list will be kept securely in the password protected folder.



	14
	All Data Storage

	15
	Will the research activity involve any of the following activities:
	YES
	NO

	16
	Electronic transfer of data in any form?
	☒
	☐

	17
	Sharing of data with others at the University?
	☒
	☐

	18
	Sharing of data with other organisations?
	☐
	☒

	19
	Export of data outside the European Union or importing of data from outside the UK?
	☐
	☒

	20
	Use of personal addresses, postcodes, faxes, emails or telephone numbers?
	☐
	☒

	21
	Publication of data that might allow identification of individuals?
	☐
	☒

	22
	Use of data management system?
	☐
	☒

	23
	Data archiving?
	☐
	☒

	24
	If YES to any question, please provide full details, explaining how this will be conducted in accordance with the GDPR and DPA (and/or any international equivalent):

	
	All data will be encrypted and kept in password protected cloud storage on the University Office 365 system which will not be shared. Any USB sticks used to store or transfer data will be password protected. All data transfers will be encrypted, and password protected.  All participants will be given a unique identifier to ensure confidentiality and this list will be kept securely in the password protected folder. The data will be stored until the completion of the project and then deleted. In accordance with the DPA2018, participants will have the right to ask to see what data is held relating to them, and this data will be deleted immediately if the participant requests this, in which case the data will not be used in the project.


(this box should expand as you type)

	25
	List all who will have access to the data generated by the research activity:

	
	The principal researcher, possibly also the supervisor, an external examiner or second marker if required


	26
	List who will have control of, and act as custodian(s) for, data generated by the research activity:

	
	The principal researcher.



	27
	Give details of data storage arrangements, including security measures in place to protect the data, where data will be stored, how long for, and in what form. Will data be archived – if so how and if not why not.  

	
	All data will be encrypted and kept in password protected cloud storage on the University Office 365 system which will not be shared. Any USB sticks used to store or transfer data will be password protected and will be reformatted at the end of the project in order to destroy the data. The data will be stored until the completion of the project and then deleted.



	28
	Please indicate if your data will be stored in the UWTSD Research Data Repository (see https://researchdata.uwtsd.ac.uk/ ).   If so please explain. (Most relevant to academic staff)

	
	



	29
	Confirm that you have read the UWTSD guidance on data management (see https://www.uwtsd.ac.uk/library/research-data-management/)

	YES
	☒

	
	
	NO
	☐

	30
	Confirm that you are aware that you need to keep all data until after your research has completed or the end of your funding
	YES
	☒

	
	
	NO
	☐


SECTION K: Declaration
	31
	The information which I have provided is correct and complete to the best of my knowledge. I have attempted to identify any risks and issues related to the research activity and acknowledge my obligations and the rights of the participants.
In submitting this application I hereby confirm that I undertake to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice which is published on the website: https://www.uwtsd.ac.uk/research/research-ethics/

	
	Signature of applicant:
	[image: ]
	Date:
26/8/2025



For STUDENT Submissions:
	32
	Director of Studies/Supervisor:
	Anthony Burns
	Date:
27/08/2025

	33
	Signature:
	[image: ]

	



For STAFF Submissions:
	34
	Academic Director/ Assistant Dean:
	
	Date:


	35
	Signature:
	
	



Checklist: Please complete the checklist below to ensure that you have completed the form according to the guidelines and attached any required documentation:
	☒
	I have read the guidance notes supplied before completing the form.

	☒
	I have completed ALL RELEVANT sections of the form in full.

	☒
	I confirm that the research activity has received approval in principle

	☐
	I have attached a copy of final/interim approval from external organisation (where appropriate)

	☐
	I have attached a full risk assessment (and have NOT completed Section H of this form) (where appropriate)  ONLY TICK IF YOU HAVE ATTACHED A FULL RISK ASSESSMENT

	☒
	I understand that it is my responsibility to ensure that the above named research activity will meet the University’s Research Ethics and Integrity Code of Practice.

	☒
	I understand that before commencing data collection all documents aimed at respondents (including information sheets, consent forms, questionnaires, interview schedules etc.) must be confirmed by the DoS/Supervisor, module tutor or Academic Director.

	☒

	I have deleted the guidance notes before submitting the PG2 for consideration



	STUDENTS ON UNDERGRADUATE OR TAUGHT MASTERS PROGRAMMES should submit  this form (and receive the outcome) via systems explained to you by the supervisor/module leader.



[bookmark: _Toc210083299]7.3. Appendix 3 HARP tool for the methodology
	Using the HARP tool as indicated in the book by Saunders, Lewis and Thornhill (2019, pp. 161-164) and a web page tool that plots the result by Tallentire (2023) the researcher has calculated his methodology alignment as follows:
* Note that the web interface to calculate HARP values is based on a ponderation value including the figure “0” which is not used in the book I used in this dissertation from 2019 an it is not acknowledged either in the newer book version of 2023, therefore, at the time of conducting the HARP survey, the option from the web which indicates “neither agree or disagree” with value “0” has not been used to keep fidelity with the books.
[image: ]
Image 7.3 Methodology selection tool result
	Philosophy
	Alignment

	Positivism
	-9

	Critical realism
	3

	Interpretivism
	14

	Post-structuralism
	4

	Pragmatism
	4


         Table 01 HARP tool results
[bookmark: _Toc210083300]7.4. Appendix 4. General view of themes and codes.
[bookmark: _Toc210083301]7.4.1. General tree view of the codes and themes
[image: ]Image 7.4.1 Tree view of the codes and themes identified
[bookmark: _Toc210083302]7.4.2. General view of the codes and themes by occurrence in the thematic analysis

	This view shows the different themes and codes and they are represented in proportion by its occurrence in the interviews. Bigger portions indicate that these themes and codes/meanings are more present in the interviews. There is a table below indicating the proportions of each theme and code.
[image: ]Image 7.4.2 Themes and codes


The next table shows the occurrence of each theme.

	Theme
	Theme occurrence
	% of total

	Communication of change
	281
	13.7%

	Leadership
	109
	5.3%

	Mistakes or issues identified
	82
	4.0%

	Monitoring Change
	147
	7.1%

	Nature of change
	420
	20.4%

	Outcomes of change - Takeaways
	50
	2.4%

	Reaction to change
	449
	21.8%

	Readiness for change
	209
	10.2%

	Relationship between superiors-subordinates
	165
	8.0%

	Triggers of change
	145
	7.1%

	Subtotals
	2057
	100%


Table 02. Themes occurrence

	The following table shows the occurrence of each code, and at the top line is also summarized the total number of occurrences of the theme.
	Theme
	Code
	Total number of occurrences
	% of total

	Communication of change
	
	281
	13.7%

	
	Discuss about change
	55
	2.7%

	
	Explain the change
	114
	5.5%

	
	Feedback of change
	26
	1.3%

	
	Lack of communication
	35
	1.7%

	
	Listen to subordinates
	30
	1.5%

	
	one-to-one communication
	11
	0.5%

	
	Timing and consistency
	10
	0.5%

	Leadership
	
	109
	5.3%

	
	Buy-in effect
	43
	2.1%

	
	Empower management
	12
	0.6%

	
	Leadership-example
	30
	1.5%

	
	Motivation
	16
	0.8%

	
	Support from superiors
	8
	0.4%

	Mistakes or issues identified
	
	82
	4.0%

	
	Failure reasons
	70
	3.4%

	
	No planning issues
	12
	0.6%

	Monitoring Change
	
	147
	7.1%

	
	Intuition - gut feeling
	46
	2.2%

	
	KPIs - measurable scoreboards
	101
	4.9%

	Nature of change

	
	420
	20.4%

	
	Change adjustments - need of adjustment
	23
	1.1%

	
	Change has to happen
	37
	1.8%

	
	Change has to make sense
	23
	1.1%

	
	Change is always there
	26
	1.3%

	
	Change is expensive
	9
	0.4%

	
	Decision makers
	48
	2.3%

	
	Down-up change
	5
	0.2%

	
	Plan for change
	110
	5.3%

	
	Reactive change
	16
	0.8%

	
	Size of change
	43
	2.1%

	
	Top-down change
	80
	3.9%

	Outcomes of change - Takeaways
	
	50
	2.4%

	
	Objectives of change
	27
	1.3%

	
	Other outcomes
	23
	1.1%

	Reaction to change
	
	449
	21.8%

	
	Dealing negativity
	83
	4.0%

	
	Feelings towards change
	84
	4.1%

	
	more work - work load
	19
	0.9%

	
	Negativity and resistance
	79
	3.8%

	
	Negativity due personality/character
	25
	1.2%

	
	New starters
	4
	0.2%

	
	Personal benefit-loss
	38
	1.8%

	
	Personality
	49
	2.4%

	
	Positive reactions
	34
	1.7%

	
	Previous change experiences
	26
	1.3%

	
	Time to assimilate change
	8
	0.4%

	Readiness for change
	
	209
	10.2%

	
	Ethics-fairness
	29
	1.4%

	
	People readiness
	68
	3.3%

	
	Rumours-storytelling
	8
	0.4%

	
	Structure needs
	42
	2.0%

	
	Support
	42
	2.0%

	
	Technology changes
	20
	1.0%

	Relationship between superiors-subordinates
	
	165
	8%

	
	Change dealt with same or lower levels
	70
	3.4%

	
	Change dealt with superiors
	47
	2.3%

	
	No cooperation - Coerce
	9
	0.4%

	
	Request/promote participation
	39
	1.9%

	Triggers of change
	
	154
	7.0%

	
	Triggers of change
	145
	7.0%

	Totals
	
	2057
	100%


Table 03. Themes and codes occurrence
[bookmark: _Toc210083303]7.5. Appendix 5. Samples of codes and themes
[bookmark: __RefHeading___Toc20405_2461716946]	In this appendix it is shared the voices of the participants with the codes assigned and the themes where the codes belong.  Originally the codes were created capturing words, sentences or even longer structures to group similar meanings in the interviews. As the codes were created, meanings could be covered by an umbrella group or theme that made sense in the view of the researcher. Some of the meanings within the interviews have overlapping with different codes, as many sentences can be interpreted in different ways or have different meanings at the same time. In the next sub sections, all the themes will be shown with interview transcription examples. The interviewees are represented as IW1 to IW13 for anonymity. Each code will be briefly explained and there will be given some interpretations so as to understand the reasoning behind each code.
[bookmark: _Toc210083304]7.5.1. Theme 1. Communication of change
	This theme was conceived as the interviewees were aiming to express their view of the communication of the change process. This theme covers different codes related to the communication of the change as it will be seen in the following parts of this appendix.

[image: ]Image 7.5.1. “Communication of change” and associated codes in this theme

	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Communication of change
	
	281
	100%

	
	Discuss about change
	55
	19.6%

	
	Explain the change
	114
	40.6%

	
	Feedback of change
	26
	9.3%

	
	Lack of communication
	35
	12.4%

	
	Listen to subordinates
	30
	10.7%

	
	one-to-one comunication
	11
	3.9%

	
	Timing and consistency
	10
	3.5%


Table 04. Communication of change codes occurrence



The following tables show the voices of the participants with the code meaning interpretation.
Discuss about change:
	Interviewees voiced that it is important to discuss about the changes that are coming with the parties involved.  In many cases participants also indicated that this discussion has to come prior to the change is implemented rather than at the time of implementation.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) you have to discuss with the people that you're working with.
	Discuss about change
	Communication of change

	(IW02) things need to be discussed beforehand.

(IW02) without brainstorming of ideas

(IW02) big corporate changes need to be, should be, agreed or discussed with the country

(IW02) We do have a regular meetings where we discuss monthly actions

(IW02) I think that these reactions can be managed in a positive way, if they are discussed with the team
	Discuss about change
	Communication of change

	(IW03) I did have a discussion with my manager about structural changes in my department and mainly with myself

(IW03) I did have a conversation with (Manager name) on that and how we would structure the design department

(IW03) I had a conversation with my boss about how we think we should work it

(IW03) We had that conversation and we decided

(IW03) That was discussed with my line manager, so we had that conversation before we'd made that change

(IW03) I’d just have to have a one-to-one chat with them find out why they felt negative about the change

(IW03) I think with a smaller team I'd be quite happy to have a discussion with my team and get their thoughts on if I had ideas about making changes to see what their thoughts would be

(IW03) it's all about discussion and communication
	Discuss about change
	Communication of change

	(IW04) part of that management has to be to discuss to people how they're going to come out the other side of the change.
	Discuss about change
	Communication of change

	(IW05) there are plenty of discussions to reach an agreement internally

(IW05) there would be close discussion between you know myself and our managing director just as an example that's something that would happen before during and on an ongoing basis with management team
	Discuss about change
	Communication of change

	(IW06) we'll discuss how we could implement it into the UK market

(IW06) discussing with all of the teams

(IW06) discussing with a couple of engineers

(IW06) we would discuss it internally as a team
	Discuss about change
	Communication of change

	(IW07) it's that much more peer-on-peer conversation with the rest of the board,

(IW07) they might be against it but obviously we'll have that conversation as the board to discuss why do they not agree with it

(IW07) I will say genuinely if somebody does have a massive concern about a change there's usually a genuine reason for it and it might be something that then changes everything.
	Discuss about change
	Communication of change

	(IW08) board directors, they reach to agreements on the board as to how the company should be looking like

(IW08) if we would have worked on that and we have discussed with the different people that might have been involved on the particular change
	Discuss about change
	Communication of change

	(IW09) there are discussions to understand the feasibility of implementation of those, let's say, changes or targets

(IW09) the plan is discussed between the two parties

(IW09) in our countries (meaning the subsidiaries), we are part of it, which means that we will play our part, and we need to discuss with exporters (main headquarters) how and when are we going to achieve it

(IW09) that strategic plan is with the participation of dozens to hundreds of people

(IW09) we've got people participating from all the different types of, of business, all the different types of departments, all the different backgrounds

(IW09) everybody will have their own opinions, and, and everybody will have their says, and no one in any company can get the overall view, it's impossible

(IW09) everybody participates in these meetings

(IW09) makes people involved

(IW09) makes them participate

(IW09) I'll say 10 out of 10, or 9 out of 10, or, I always make people participate

(IW09) discuss it with a lot of people
	Discuss about change
	Communication of change

	(IW11) following up with the individuals

(IW11) we might need to do some further meetings and further discussions be them with it on a team basis or one-to-one
 
(IW11) there isn't a one-size-fits-all sort of solution for these type of things. Each circumstance has to be considered on its own merit and all of those things are considered in the in the planning of the change at the start and agreed how the change is going to be implemented and how it's going to be communicated

(IW11) we wouldn't involve them (customers) necessarily directly at least in the decision making process no
	Discuss about change
	Communication of change

	(IW12) it is something that is discussed at a senior management level

(IW12) you would kind of need regular communication with people

(IW12) Preferably in my opinion face-to-face discussions to understand the challenges, to understand the things, to understand the small wins, the quick wins, what can we get quickly, what can we win quickly, what is taking us longer, why is it taking us longer, and to solve any challenges that people have

(IW12) we have weekly follow-ups with our team on business normal stuff and then at the end of it we keep a side section for what we call development stuff
 
(IW12) If everything is going (OK), or if problems or challenges are being resolved, then one would keep the team meeting going
	Discuss about change
	Communication of change

	(IW13) it's always better to speak to other people and get a second point of view

(IW13) Because in your own mind you can think that you've covered all the angles everyone will be happy this will all work fine so it's always good to get a second and a third opinion on the changes proposed and to spend time making sure we've done all our due diligence to make it work as smoothly as we possibly can

(IW13) I'll certainly speak with my colleagues

(IW13) senior directors etc to get approval and discuss them between us

(IW13) you should always speak and get a second third opinion from experienced people, make sure that you have a good plan there, that you've covered all the angles as much as you possibly can

(IW13) It's to take the time to sit down and look at what the change means, what are we trying to achieve, plan it discuss with people

(IW13) I will be speaking with the manager of that department and and discussing the change and why we need to make it

(IW13) It may be we need to then sit down with an individual or it may be we bring the whole department

(IW13) you need to communicate with the head of the department
	Discuss about change
	Communication of change




Explain the change:
	Participants expressed the need to explain the change. This explanation of the change differs from the previous code in that this does not necessarily mean a bidirectional communication.  Communication is often one-way, informing subordinates or other staff members about the change, but it does not imply that individuals will have the opportunity to provide feedback or influence the change process.
	Some of the participants indicated that just explaining the change without any justification as to why the change has been required would cause negative reactions.  Many of the interviewees indicated that the message has to be consistent, and depending on the size of change it may require to be synchronized to be given at same time in different offices.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  it's all down to really how you explain the change

(IW01)  You can't just say: oh we're going to do this this way without giving them a a method

(IW01) If you just say, right we're going to do this, from tomorrow we're going to do this. That's the wrong way to do it and you will get a negative reaction

(IW01) from tomorrow or from next week we have to do this. Now, to be able to do this we need to work this way.

(IW01) if you explain it straight away and not just try to implement it

(IW01) If you explain it 

(IW01) explaining the benefits

(IW01) I think you can only do it by explaining really

(IW01) by talking it through, you stand a lot more chance of achieving the goals that have been set for you
	Explain the change
	Communication of change

	(IW02) make sure that they do understand

(IW02) the key I think is the communication.

(IW02) communication

(IW02) communicate the changes within the team

(IW02) communication
	Explain the change
	Communication of change

	(IW03) explaining why you're making the changes and the benefits of why you're doing it

(IW03) if you speak to them and tell them why we're making the change and the benefits to the company

(IW03) then try and explain to them why we were doing it

(IW03) Sometimes it's just a lack of knowledge and they don't fully know why you're making the changes

(IW03) once you may explain that to people they get a bit more positive about the change in the process

(IW03) it's all about discussion and communication
	Explain the change
	Communication of change

	(IW04) the more it's planned and the better the communication, the more chances of that change being successful 

(IW04) if you're not careful, you don't achieve what you want to achieve because you've scared your workforce into thinking they're all going to be made redundant or they're going to have to work five times harder or whatever. 

(IW04) communicate that properly

(IW04) that probably comes back to what I said just now, which is the proper communication and the explanation of why the change is needed. 

(IW04) if you don't communicate that correctly, you're never going to win everybody over.

(IW04) If you're explaining to people why you're having to do it, how it will be implemented,

(IW04) I always tried to ensure that the people understood why we needed to do it

(IW04) the reasoning was XYZ. And most people then I think they understand

(IW04) They may not accept it but they understand why you're having to do it

(IW04) you need to explain why you're doing it, and what the goals are

(IW04) you have to make sure that the message that is given is consistent

(IW04) you have to be consistent with the message you have to be synchronized with the message depending on how serious the change is. 

(IW04) the same message is given to each area and each office. 

(IW04) The communication is the why you're having to make the change. will drive the reaction to the change

(IW04) It has to be communicated properly and at the same time, 

(IW04) if you explain that reason as to why you're doing that most people will accept that change

(IW04) I think it's about understanding why you made the change in the first place

(IW04) it was delivered in a way that was very difficult because of the pandemic 

(IW04) it's important that everyone is communicated 

(IW04) I think it's also important that the way that it's delivered

(IW04) it is important that the people at the at the bottom end of the change understand and support it. Otherwise your change doesn't work. 

(IW04) if the board make a change and they just announce it on a piece of paper, that in my view is not going to be as successful as if you now visit offices, explain the change, help people,

(IW04) explain to them

(IW04) I think communication is probably number one.

(IW04) communicating those change and why you're changing
	Explain the change
	Communication of change

	(IW05) It's important to communicate,

(IW05) by sitting down with individuals to further maybe clarify and explain the reasoning for this change. 

(IW05) Explaining that their input is a key ingredient to the projects being a success.

(IW05) Explaining the process, sometimes reinforcing the reasons

(IW05) communicating that message so it's a consistent message received by everybody

(IW05) clear communication
	Explain the change
	Communication of change

	(IW06) it's then working out how to sell it to the engineers to actually get on board and do it.

(IW06) The people who are not on board, you need to sit down and have a conversation.

(IW06) it's definitely about having a conversation 

(IW06) We say we need to do this, we want your opinion on how best to implement it the field. And that we generally find works on bringing resistant staff on board if you make them feel part of the project or the alteration you're doing.

(IW06) we'll send it out and maybe even make a few phone calls to like I said before, your resistant engineers or your senior engineers that are talking to everybody. 

(IW06) You'll probably give them a phone call and say, this is why we're doing it,

(IW06) you can make an informal phone call to somebody and say, look, this has happened over here. So we need to do something to change it, which is why we're doing this. 

(IW06) giving people reasoning is quite important.

(IW06) when alterations or changes are made, the key thing to give people is the reasoning. 

(IW06) I think the key thing to doing any changes is giving reasoning, not just telling somebody to go and open up every door in their house. 

(IW06) if you tell them, “go and open up every door in the house so that the cat can go around”, you're giving the reasoning and people accept it. 

(IW06) the main thing for me is letting people know why you're doing it
	Explain the change
	Communication of change

	(IW07) communication engagement.

(IW07) you also have to be able to communicate that to people

(IW07) Why we're doing what we're doing and then have a plan, so that everybody knows what the process is and what we're doing.

(IW07) you're communicating really well with everybody

(IW07) even those people that aren't being necessarily affected directly, it's still important that they know what's happening because otherwise it just creates fear and uncertainty in people

(IW07) they're waiting for someone to have a conversation with them

(IW07) It's about that, the communication, the engagement of the people and just making sure everybody understands what's happening, how they're impacted.

(IW07) making sure that everybody knows their role, the timing schedule, and just having it's going back to that plan basically. 

(IW07) Really it makes a difference if you are engaging with people and they feel like they understand what's happening and they're fully being kept in the loop, it's much easier to work with people in that case. 

(IW07) you have to have that conversation to make sure that they try to understand it's nothing to do with them, this is the business decision.

(IW07) the communication piece is so important. And engaging with them, and having the consultation meetings, and giving them an open forum to be able to ask as many questions as they want

(IW07) and make them understand why it's happening and that it's not anything personal.

(IW07) answer the questions, 

(IW07) I think that communication is the key really

(IW07) it's making sure that people have all the information they need,

(IW07) that they feel fully informed,

(IW07) it's it's more about just being aware of what's happening rather than telling us what to do.

(IW07) we have a lot of autonomy to manage the business as we want to. They just like to know what's happening because at the end of the day if we destroyed the business because we've got a silly plan, they want to know that that's a risk.

(IW07) They're not really interested in how we do it. They just want to know what we want to do.
	Explain the change
	Communication of change

	(IW08) It will have to be an explanation to individuals, to the team, why are we doing these changes
	Explain the change
	Communication of change

	(IW09) explain and convince that person that it is the right decision
	Explain the change
	Communication of change

	(IW10) creating or providing the vision of what it's wanted to achieve
	Explain the change
	Communication of change

	(IW11) you can go through the process of notifying

(IW11) however you're going to convey the message of what that particular change is

(IW11) what the method of communication will be for that change

(IW11) It could be an email

(IW11) it could be that we need to get the whole company together and to present for a day as to why we might be changing something else

(IW11) to really emphasize or create a better understanding or maybe better explain some of the reasons behind it

(IW11) in our process to change process it's agreed and decided who it is that's to deliver the message

(IW11) Both who and how the message is to be delivered

(IW11) it could be a service manager who's going to speak to engineers, it could be our health and safety technical director who's going to deliver the message.

(IW11) when we're deciding that the implementation and the communication will be via a local service manager for example, then of course we have to make sure the message is clear and that the change is understood by that service manager.

(IW11) he will have to adapt it to the people that he's going to convey the message to. Now, that could be different because of different experiences that the members in your team might have, different technical experience because we have engineers of different technical levels

(IW11) It could be because of culture, language, you know, we have a lot of different nationalities working for us, so when the message is being delivered on a local level then we need that local manager with the knowledge that he's got of his individual team members to be able to decide exactly how much or what further steps he needs to take to make sure that the message and the change is understood

(IW11) there needs to be a level of local understanding as well and even when we're making changes that may be being communicated by a regional director or a managing director
	Explain the change
	Communication of change

	(IW12) it's better to be transparent and clear on those things rather than to give them wrong information

(IW12) 100% communication, transparency and honesty

(IW12) we are doing this, this is what is going to happen

(IW12) I don't think that it would be reasonable to surprise people in a group, and then people will try to react

(IW12) to sit down and say, guys we are doing this program, this is what it is going to do, this is going to be the impact on you, I know this is something that you are passionate about. Please understand this, this is what it is, because sometimes not everything a company will do will satisfy everybody

(IW12) if we say to him, listen if we do not do this we simply as a business will cease to exist in 12 months if we don't make these changes.
	Explain the change
	Communication of change

	(IW13) we have to explain things very clearly to people and demonstrate and show them the reasons why we need to make the change and what the benefits are going to be

(IW13) I always try and do an introduction and explain why we're making the changes and try and make that as clear as possible

(IW13) we need to spend that time plan and be clear to them what we are after

(IW13) go back and speak to them and explain again why we're making the changes

(IW13) the key thing is communication and understanding

(IW13) we need to go back our planning and say well here's the research we did, here's what we looked at the planning stage and this is showing us that this will work

(IW13) We need to look at, and come back and explain why we're making the changes

(IW13) May be that we didn't consider that, so thanks for your feedback and here's what we're doing to improve that

(IW13) Normally what I would do is to put a brief Powerpoint presentation together to show people for example the current structure of a department and then the proposal with the reasons why we're making the changes to try and explain in an easy format what we're doing and why we need to make those changes

(IW13) big structural changes or process changes I like to be involved to make sure it's been delivered to everybody and delivered properly so everyone has understood what we're trying to achieve
	Explain the change
	Communication of change



Feedback of change:
	Participants voiced that feedback is a critical component of the change process. Its value lies not only in listening to concerns but also in gathering this information and channelling it to the relevant decision-makers.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) you have to feed that information back up to your superiors

(IW01) Not just give them demands and have no thought behind the demands,
	Feedback of change
	Communication of change

	(IW02) and then it's very important to pass these concerns into the board of directors

(IW02) Get these ideas, listen to the team, and then of course pass this on
	Feedback of change
	Communication of change

	(IW05) The listening and feedback is important to gather that
	Feedback of change
	Communication of change

	(IW06) How do you think it will go? Have you got any objections to it?
	Feedback of change
	Communication of change

	(IW08) a time for them to participate into a new process and give a bit of feedback as to how things should be done in the future

(IW08) and then manage the outcome from there

(IW08) if we had taken into account their opinions
	Feedback of change
	Communication of change

	(IW09) takes their opinion

(IW09)I can't make a decision without listening
	Feedback of change
	Communication of change

	(IW10) there's also room for feedback from within the organization when the change element has been decided

(IW10) take feedback and if there are other things that could be changed, small items, take feedback and bring it back down to the corporate headquarters
	Feedback of change
	Communication of change

	(IW11) that gives chance and opportunity for that to be considered and for any feedback to be considered before the actual change is then actually implemented

(IW11) once, as I said, we've gathered all the opinions and make sure that we're not changing something in one place that has an effect somewhere else that we haven't considered

(IW11) then we need to listen to the feedback as well

(IW11) if when we try to implement that change we get feedback that it could be improved further, then great, we'll do that

(IW11) then the first port of call for any feedback will often be via the management the local management of let's say it's related to engineers, the local management of those engineers

(IW11) we always need to give people the opportunity to question if they want to, to make sure that they understand

(IW11) We always need to give people the opportunity for feedback

(IW11) some of that feedback may be managed by the local management team or some of that feedback might then need to be considered by the board again

(IW11) Certainly we wouldn't engage with them directly when we're actually considering a change to make because we may get feedback from the people that are with our customers every day, that could be engineers, could be contracts managers
	Feedback of change
	Communication of change

	(IW13) how is the changes working? do we have positives? do we have negatives? what do we need to hire now? what do we need to keep developing? and bring people in as part of it

(IW13) Someone will always ask a question you didn't expect and that are the ones we need to investigate more

(IW13) May be that we didn't consider that, so thanks for your feedback and here's what we're doing to improve that

(IW13) encourage the feedback
	Feedback of change
	Communication of change



Lack of communication:
	Participants emphasized the importance of the communication by giving examples of previous issues that involve lack of communication. Some interviewees explained cases where people did not understand the change, maybe because it was not properly explained, or because there was given no reasoning. Other participants blame lack of consistency, or that it was explained at different times or late when people may have already formed their own opinions.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) five years back we wouldn't have explained in depth the changes that we're going for

(IW01) That wasn't explained very well and it didn't work

(IW01) Whereas if you don't you very rarely will get there
	Lack of communication
	Communication of change

	(IW02) When the changes are imposed by headquarters you miss gaps, there is a lack of communication

(IW02) I think is a mistake (doing it) without listening

(IW02) The biggest problems, for me, many times I think it's the communication, It's the lack of communication.

(IW02) they don't really know why those changes have been made

(IW02) I think that the main one is communication, the poor communication I think is the main one

(IW02) we tend to change systems, as I said earlier, or locally processes without communicating with the teams.

(IW02) we make changes, and it's an email that comes from HR, and I think this needs to be probably presented by the directors to the teams, or from other managers

(IW02) Many times there are change of process, change of systems, or change of products, and we don't communicate this properly.
	Lack of communication
	Communication of change

	(IW03) I've not had a lot of discussions with changes in the company

(IW03) I don't really get involved or get asked, for my opinion, when they're reviewing changes

(IW03) But that's not common practice at the moment, which is actually another thing that needs to change, 

(IW03) Something that (our company) don't seem to be that good on when it comes to having reviews with their staff

(IW03) We're just following the company process, really, and don't really have any input on change on how that's done

(IW03) that may be down to not having discussions with them prior to the change is happening

(IW03) explaining why you're making the changes and the benefits of why you're doing it

(IW03) If you could discuss with them about what you were planning to do, maybe get them involved in the discussions at an earlier stage to see what their thoughts were

(IW03) I didn't really see the reasoning behind it
	Lack of communication
	Communication of change

	(IW04) When that may not be true in the slightest.

(IW04) If you just went out there and say oh by the way we're moving 5 000 jobs to Kuala Lumpur, you know what's going to happen with your employees that are here. They're just going to say oh we're going to be out of work, and straight away you've lost them.

(IW04) Which might not be based in any truth but because you haven't managed that, their expectations correctly, the Chinese whispers start.

(IW04) If you just become a dictator and force it, you just say "well you don't need to know", then no (they do not understand or they do not accept it)

(IW04) I've certainly been in change previously where five different managers will deliver the change message, and people will come out of the five meetings with completely different views because it wasn't a consistent message.

(IW04) the message at the very last meeting is totally totally different to how it was on the first meeting, because everybody's got their preconceived ideas.

(IW04) Otherwise you get regional differences or variations and people make up their own little bit by the time

(IW04) if you just said uh the person who's the regional director will no longer be the regional director, then, oh my word! all sorts of (slight laughs here) reasoning comes out. People go make up their own stories about

(IW04) that's what people do, they make stories up and say this was why it happened. 

(IW04) I've seen change managed or communicated by people who you honestly think, you don't believe it, so why do you expect me to believe it? 

(IW04) I don't think we always communicate it properly.
	Lack of communication
	Communication of change

	(IW07) I think the communication is an area that businesses fall down on a lot as well they forget to tell people what's going on

(IW07) if they feel like the company is doing something deceptive or wrong and they don't understand the reasons for it they then become quite disruptive and quite difficult to deal with and then that creates more problems.

(IW07) I think that communication is the key really, and that is where it goes wrong quite often
	Lack of communication
	Communication of change

	(IW08) because the communication wasn't there
	Lack of communication
	Communication of change



Listen to subordinates:
	Interviewees stressed the need to listen the different views, opinions or feelings (usually from their subordinates) about the change processes and not only to limit the listening for the purpose of getting a feedback.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) you actually ask them straight away is what do you think?

(IW01) you're asking for their opinion straight away to give them an opportunity to give you an immediate response

(IW01) you tell me what you think we need to do

(IW01) tell me what you think you need

(IW01) you need to listen to what they're saying

(IW01) You need to listen to what the team thinks it needs
	Listen to subordinates
	Communication of change

	(IW02) if you get ideas from the team on how can we improve

(IW02) it's to make sure that the people can speak with the managers, the directors

(IW02) To be proactive is very important and listen to the team

(IW02) it's important to then listen, get ideas, get all these concerns from the team

(IW02) Get these ideas, listen to the team
	Listen to subordinates
	Communication of change

	(IW04) understand their concerns
	Listen to subordinates
	Communication of change

	(IW05) it's also important to listen as part of communication

(IW05) The listening and feedback is important to gather that
	Listen to subordinates
	Communication of change

	(IW06) So you're getting an opinion from everyone

(IW06) it is being open to people's opinions and how they can do it. 

(IW06) he person that's doing it might have a better solution

(IW06) you ask them to explain why they can't do it or why they can't make it part of their routine. 

(IW06) if you've got something that's actually a good critique or a good reason why it can't happen. Then absolutely I'll take that back and we'll look at that.
	Listen to subordinates
	Communication of change

	(IW07) and that they feel that they can reach out if they've got questions or concerns.
	Listen to subordinates
	Communication of change

	(IW09) I can't make a decision without listening
	Listen to subordinates
	Communication of change

	(IW10) you might need to speak to people individually where they're more likely to provide honest feedback

(IW10) if you take their feedback on board and if there's something that's creating some problems and then you fix that, then that can help a lot with the mentality of the people

(IW10) take feedback and if there are other things that could be changed, small items, take feedback and bring it back down to the corporate headquarters

(IW10) if people see that their feedback is taken on board, that can reinforce the situation and have positive impacts
	Listen to subordinates
	Communication of change

	(IW11) we always need to give people the opportunity to question if they want to, to make sure that they understand
	Listen to subordinates
	Communication of change

	(IW13) how is the changes working? do we have positives? do we have negatives? what do we need to hire now? what do we need to keep developing? and bring people in as part of it

(IW13) take a note of their concerns

(IW13) the key thing is communication and understanding

(IW13) and listen some of these negative comments
	Listen to subordinates
	Communication of change



One to one communication:
	Participants voiced examples of one-to-one communications. In some cases, these communications were to get further in-depth knowledge of what was the problem, or to try to solve discrepancies, but it was also used to explain or reinforce the message given before in favour of the change.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW03) I’d just have to have a one-to-one chat with them
	One to one communication
	Communication of change

	(IW05) by sitting down with individuals to further maybe clarify and explain the reasoning for this change. 

(IW05) sitting down on an individual basis and speaking to people individually, especially those that may be putting up a bit more resistance.

(IW05) invest time front end with the individuals that may be putting up barriers or resistance.

(IW05) So identify and invest time front end with the individuals.
	One to one communication
	Communication of change

	(IW10) you might need to speak to people individually where they're more likely to provide honest feedback

	One to one communication
	Communication of change

	(IW11) in one-to-one meetings

(IW11) we might need to do some further meetings and further discussions be them with it on a team basis or one-to-one
	One to one communication
	Communication of change

	(IW12) Preferably in my opinion face-to-face discussions to understand the challenges, to understand the things, to understand the small wins, the quick wins, what can we get quickly, what can we win quickly, what is taking us longer, why is it taking us longer, and to solve any challenges that people have

(IW12) if there are individuals that may require a different attention then you may need to say okay let's take this one out of the meeting and have this work

(IW12) That's like one and one with that person only because it may be it affects their jobs their role specifically
	One to one communication
	Communication of change






Timing and consistency:

	Some participants stated that timing and consistency was important in the process of communicating the change.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW04) you have to make sure that the message that is given is consistent

(IW04) Depending on how serious the change is, I think it has to be delivered at the same time.

(IW04) by the time it got to about the second person in the second meeting the whole world knows, because social media and whatever.

(IW04) the message at the very last meeting is totally totally different to how it was on the first meeting, because everybody's got their preconceived ideas.

(IW04) you have to be consistent with the message you have to be synchronized with the message depending on how serious the change is. 

(IW04) the same message is given to each area and each office. 

(IW04) you have to be synchronized with the message

(IW04) It has to be communicated properly and at the same time,
	Timing and consistency
	Communication of change

	(IW05) communicating that message so it's a consistent message received by everybody
	Timing and consistency
	Communication of change

	(IW09)
maybe it's been slow the communications, but I don't care because they need to be the right communication
	Timing and consistency
	Communication of change
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Leadership
	
	109
	100%

	
	Buy-in effect
	43
	39.5%

	
	Empower management
	12
	11.0%

	
	Leadership-example
	30
	27.5%

	
	Motivation
	16
	14.7%

	
	Support from superiors
	8
	7.3%


Table 05. Leadership codes occurrence

	This theme was built on the codes that were related to leading the change, and how the leaders would be doing “their magic” to get the people embracing the change.

	The next tables show the voices of the participants with the code meaning interpretation.

Buy-in effect:
	Most of the participants expressed the convenience of convincing the people in favour and with positive attitudes towards change and embracing it for a better succeed. Interviewees indicated the importance of having the relevant people on the side of change and to show alignment with the change.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) and include them in it

(IW01) you've got to bring the people that work with you, and this is the same from directors and you've got to work with them
	Buy-in effect
	Leadership

	(IW02) it's very important for the director to believe (on the changes),
	Buy-in effect
	Leadership

	(IW04) you have to ensure that they are on side

(IW04) without that body of people on side, your change is much much harder to achieve.

(IW04) if you don't communicate that correctly, you're never going to win everybody over.

(IW04) If you just become a dictator and force it, you just say "well you don't need to know", then no (they do not understand or they do not accept it)

(IW04) if you explain that reason as to why you're doing that most people will accept that change and they will just go with it.

(IW04) I think it's also important that the way that it's delivered is delivered in a positive way and that whoever is delivering either the change or the message of the change, actually accepts that they're on board with it.

(IW04) I've seen change managed or communicated by people who you honestly think, you don't believe it, so why do you expect me to believe it? 

(IW04) Because they're already bought into it, they think it's a good idea and yet you don't abandon them but they're not going to be your problem. 

(IW04) it is important that the people at the at the bottom end of the change understand and support it. Otherwise your change doesn't work. 

(IW04) an MD or a CEO can't make change. He can make the decision to change but the company as a whole have to support one another through that change.
	Buy-in effect
	Leadership

	(IW05) Any company would need the buy-in of its people to have successful outcomes really

(IW05) You only need one person in a team that's not pulling their weight or not rowing in the same direction that can cause things to be unsettled.

(IW05) You have to have people that are all into the same outcomes
	Buy-in effect
	Leadership

	(IW06) it's then working out how to sell it to the engineers to actually get on board and do it.

(IW06) Getting the engineers on board.

(IW06) The administration side of things, and that's generally where most operational changes happen, is something that's quite painful to sell to the guys.

(IW06) it is getting the guys who it affects the most to get on board with it.

(IW06) We say we need to do this, we want your opinion on how best to implement it the field. And that we generally find works on bringing resistant staff on board if you make them feel part of the project or the alteration you're doing.

(IW06) as a manager, yes, you know your staff, you know which ones you need to get on board.

(IW06) you have to have all the managers on board to do this sort of thing
	Buy-in effect
	Leadership

	(IW07) You need to make sure that you've got the buy-in of the relevant people

(IW07) Really it makes a difference if you are engaging with people and they feel like they understand what's happening and they're fully being kept in the loop, it's much easier to work with people in that case. 

(IW07) you need to make sure you've got all of your board aligned, everybody is supporting the process, everybody is aware of what's going on, so that if they get asked questions they can answer them.
	Buy-in effect
	Leadership

	(IW09) Everybody needs to be part of it

(IW09) the most important thing is to make sure that people are aligned with the idea of the management, that is the most important thing

(IW09) First we need to see if we've got the commitment

(IW09) I need to feel comfortable with the change that I'm proposing

(IW09) I need to believe it and I need to go with, a reduced level of uncertainty

(IW09) I really struggle to jump to the swimming pool if I don't understand and I don't discuss it with a lot of people to make sure that we are 80% aligned on the same idea
	Buy-in effect
	Leadership

	(IW10) if you want people to buy into it they have to see the bigger picture

(IW10) it takes some efforts to bring people on side

(IW10) it's important to keep everybody on board

(IW10) you'll see a positive reaction if the change is bought in

(IW10) I think having everybody on the same team will help a lot

(IW10) and to get people to believe in it?

(IW10) if it's seen to be a positive or have a positive effect then I think people will be more likely to buy into it
	Buy-in effect
	Leadership

	(IW11) if you you're trying to influence a change in behaviour of 200 people or a change in process of 200 people
	Buy-in effect
	Leadership

	(IW13) and bring them on board

(IW13) bring people in as part of it

(IW13) make them feel part of the change
	Buy-in effect
	Leadership



Leadership – example:
	Participants voiced their view about leadership and cases where acting as an example can modify others behaviours or inspire them to support the change.
	
	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02) I think the leadership is very important when you change processes.

(IW02) Management is important, it's leadership
	Leadership - example
	Leadership

	(IW04) You can't leave it to the people to make the change. You have to make the change by a proper management.
	Leadership - example
	Leadership

	(IW05) You only need one person in a team that's not pulling their weight or not rowing in the same direction that can cause things to be unsettled.

(IW05) Attitude is a big thing and hopefully that can inspire others to do the same.

(IW05) It's absolutely fundamental, leadership is fundamental.

(IW05) by bringing people on board and again influencing people's attitudes using our negotiation skills, people skills etc. We can change people's attitudes
	Leadership - example
	Leadership

	(IW06) it is getting the guys who it affects the most to to get on board with it.
	Leadership - example
	Leadership

	(IW07) you need to make sure you've got all of your board aligned, everybody is supporting the process, everybody is aware of what's going on, so that if they get asked questions they can answer them. 

(IW07) And that everybody is supportive of it, even if you know the reality is they might not support it, they have to be seen to support it to the wider business. 

(IW07) usually I think we're quite well aligned in terms of sort of where the business direction is going and quite supportive of each other.

(IW07) even if somebody wasn't 100% behind the change process they would still help. 

(IW07) They would still support the business because at the end of the day we all work for the business and the good of the business.
	Leadership - example
	Leadership

	(IW09) Everybody is, if they want, everybody can be part of it with the right mindset and attitude

(IW09) Everybody needs to be part of it

(IW09) the most important thing is to make sure that people are aligned with the idea of the management, that is the most important thing

(IW09) First we need to see if we've got the commitment

(IW09) sometimes we just need to be on the bench to jump next, to be on the first team next time. It's how patient we can be when I say we are on the bench or on the first team, or if we need to go now to the reserves, OK let's go to the reserves then

(IW09) KPIs is not everything, you know what I mean, it's not everything. It's the team, spirit, the commitment, and to work together towards the same targets, not to one target of a specific team or a specific individual

(IW09) the teams are the way that the leader of that team is managing that team

(IW09) gives them the right attitude

(IW09) because they trust the leader

(IW09) I think it's about the leadership
	Leadership - example
	Leadership

	(IW10) it takes some efforts to bring people on side

(IW10) it's important to keep everybody on board

(IW10) to plant the seeds of change early on

(IW10) I think it needs to be led from the top

(IW10) I think having everybody on the same team will help a lot
	Leadership - example
	Leadership

	(IW11) if you you're trying to influence a change in behaviour of 200 people or a change in process of 200 people
	Leadership - example
	Leadership

	(IW13) we're all keen to do what needs to be done for the big numbers and achieve in the future. So I'm happy with it, I'm on board
	Leadership - example
	Leadership



Motivation:
	Participants stated that staff need to be motivated with the change. Some expressed that making them feel part of the change will bring them on board. 	

	
	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02)  it's important the motivation of the team.
	Motivation
	Leadership

	(IW05) That's just being part of the company and being part of a bigger team

(IW05) It's part of human psychology.

(IW05) by bringing people on board and again influencing people's attitudes using our negotiation skills, people skills etc. We can change people's attitudes
	Motivation
	Leadership

	(IW06) you bring them and you almost make them feel like they're part of the project that's going on.

(IW06) as a manager, yes, you know your staff, you know which ones you need to get on board. And that will also help get other engineers on board, potentially.
	Motivation
	Leadership

	(IW08) they are motivated
	Motivation
	Leadership

	(IW09) Everybody is, if they want, everybody can be part of it with the right mindset and attitude

(IW09) the most important thing is to make sure that people are aligned with the idea of the management, that is the most important thing

(IW09) you've got a young striker that he needs minutes to play and to get experience. So, and we are winning 3-0, it's fine. You know what I mean? Let's see if the guy can score one goal to get his confidence.

(IW09) KPIs is not everything, you know what I mean, it's not everything. It's the team, spirit, the commitment, and to work together towards the same targets, not to one target of a specific team or a specific individual

(IW09) the teams are the way that the leader of that team is managing that team
	Motivation
	Leadership

	(IW10) to plant the seeds of change early on

(IW10) try to create a positive attitude to those proposed changes
	Motivation
	Leadership

	(IW13) Encourage people to give their ideas

(IW13) we're all keen to do what needs to be done for the big numbers and achieve in the future. So I'm happy with it, I'm on board
	Motivation
	Leadership



Support from superiors:
	Some of the participants stressed the importance of the support from their superiors to lead the change, or to assist them when troubles arise.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) So are the orders coming in to for us to be able to achieve it? and you need to work with your team to see, right they're coming in yeah!. If they're coming in, that's not a problem, but if they're not coming in, we need to tell our superiors: look the work is not there! we need to do something to be able to achieve our target for this change!

(IW01) you have to explain why your people can't do it. And why you need the help

(IW01) right we've been asked to do this, we can't do it internally because of this and this, can we ask health and safety to do this?
	Support from superiors
	Leadership

	(IW03) I'd like to feel that (Superior name) or someone in a higher level would be willing to listen to my views on that
	
	

	(IW07) you've got the support from the senior leaders

(IW07) They need to essentially sponsor the project to say this is what we're doing and they need to support it as well.

(IW07) It's really important that they're on board from the beginning because if you have somebody in that senior team who is resistant to it and not supportive, they're going to be a problem because they're going to bring the negativity to it all.

(IW07) a plan was put in place, and then we have to go to them and say this is what we'd like to do, is it okay?
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Mistakes or issues identified
	
	82
	100%

	
	Failure reasons
	70
	85.4%

	
	No planning issues
	12
	14.6%


Table 06. Mistakes or issues identified codes occurrence

	This theme “mistakes or issues identified” aim to group the voices from the interviewees where they talk about issues, or problematic situations that happened in the past, or that might happen. Previous experiences can help to understand the views and opinions of the interviewees.

	The next tables show the voices of the participants with the code meaning interpretation.

Failure reasons:
	Participants voiced their opinions and their experiences on previous failures. Many of them indicated poor communication issues, lack of leadership or support, and poor planning.
	The communication is addressed deeper in the theme “communication of change”.
	

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) you have to plan for that, otherwise the company could be in serious trouble

(IW01) we don't have enough work

(IW01) bad managing

(IW01) poor job costing

(IW01) Because there's a problem. It might be because as an example, we've been asked to do health and safety audits, but our people aren't doing them properly and they're not trained to do it.

(IW01) five years back we wouldn't have explained in depth the changes that we're going for

(IW01) That wasn't explained very well and it didn't work
	Failure reasons
	Mistakes or issues identified

	(IW02) We have gaps, we identify gaps

(IW02) We worked as a team with them and we didn't, I mean, we were not able to resolve all the gaps.

(IW02) It's difficult when they try to impose the system that has been defined for the Spanish market.

(IW02) When the changes are imposed by headquarters you miss gaps, there is a lack of communication

(IW02) I think is a mistake (doing it) without listening, without brainstorming of ideas, without seeing which things can be improved.

(IW02) We cannot do all by the board of directors

(IW02) I like planning. I do feel that it's something that we need to improve in our organization

(IW02) We make changes before thinking

(IW02) Before starting with KPIs you need to make sure that you have the tools to support the things you do.

(IW02) sometimes we just do make changes and see what happens, and I think, in my opinion, that that's a mistake.

(IW02) It could be a small mistake that won't affect much, but if it's a change of process that will affect people, that will affect our customers and it will need to be planned beforehand.

(IW02) the poor communication I think is the main one.

(IW02) For me, I think it's the main, the main, the main three, are, yeah, communication, resistance to change, could be other things, maybe lack of planning

(IW02) if you don't do a proper planning, you do the change, and you have not done the planning beforehand that we discussed, this could be a problem.

(IW02) in our company, you make changes, but then, you don't have the structure to support the changes.

(IW02) Many times in the past, we make changes, and it's an email that comes from HR, and I think this needs to be probably presented by the directors to the teams, or from other managers.

(IW02) who is responsible to communicate changes?

(IW02) no one takes ownership of the changes

(IW02) we tend to just react, we have an issue and we resolve the issue instead of thinking on a medium, long-term project
	Failure reasons
	Mistakes or issues identified

	(IW03) Something that (our company) don't seem to be that good on when it comes to having reviews with their staff

(IW03) let's make a change and work with it and see how it goes and then we'll just adapt it. I don't think that would be the right approach
	Failure reasons
	Mistakes or issues identified

	(IW04) if you don't communicate that correctly, you're never going to win everybody over. If you're explaining to people why you're having to do it, how it will be implemented, do they have suggestions as to how it can be implemented, then I think you get to a better end result.

(IW04) by the time it got to about the second person in the second meeting the whole world knows, because social media and whatever.

(IW04) the message at the very last meeting is totally totally different to how it was on the first meeting, because everybody's got their preconceived ideas.

(IW04) probably based on nothing but rumour as to why we're doing it, what we're doing, what they're going to say

(IW04) it was delivered in a way that was very difficult because of the pandemic 

(IW04) I think what some people or what some companies do incorrectly is they think that the change is made in the boardroom, it's announced by whatever means, it's announced by it and that's the end of it. No!, that's the start

(IW04) my big criticism would be we tried to then introduce it in a time when the world was basically in a place it had never been before the pandemic. 

(IW04) trying to make a major major systems change via Teams, with many different levels of skills on that meeting, many different roles in many cases in the meeting, so that their baseline functions were quite different. And with the language issues that there were I think we should have had the management, I'm going to say "balls", the gumption to say, you know what guys this pandemic's not going to last forever, if it gets delayed by six months, we delay it for six months and we do it properly. 

(IW04) we try and sort this bit out and come back to it, sort that bit out and come back to it. That to me showed a little bit of a lack of experience in delivering change. 

(IW04) that's a prime example of where we just went like a bull in a China shop.
	Failure reasons
	Mistakes or issues identified

	(IW06) I don't think any change should just be a knee jerk. Let's just do it. It should be thought about for several days at least because, you can't think of everything straight away

(IW06) You don't say we're thinking about doing this because then they can just turn around and say, no!.

(IW06) you have to have all the managers on board to do this sort of thing. Otherwise, you end up with split teams doing different things.
	Failure reasons
	Mistakes or issues identified

	(IW07) You have to plan it all because I've seen too many times before that if it's not well planned, it goes wrong

(IW07) businesses can tend to rush.

(IW07) They want things to happen almost overnight and in their minds it will just happen and everybody will carry on and it'll be fine. But the reality is you'll always come up against a lot of problems, so you need to try and plan and consider all those sort of problems beforehand and how you might overcome them. 

(IW07) if you're trying to rush it, if you don't give yourself enough time to do it properly

(IW07) if it's rushed and if certain processes aren't followed there is a danger that you don't meet legal obligations

(IW07) if you were doing a redundancy process there are steps you have to follow and sometimes companies will fall down because they don't do things properly.

(IW07) I think the communication is an area that businesses fall down on a lot as well they forget to tell people what's going on

(IW07) we have to have change and we then have to have process behind that change to make sure it's done properly.

(IW07) Other companies got hit massively by those sort of things and that's when they have to react really fast and that's when you have to be really careful with your change processes that you don't try and do things too quickly because that's when it goes wrong, it gets very expensive.
	Failure reasons
	Mistakes or issues identified

	(IW08) we decided from tomorrow, the admin of the installation is going to start doing whatever, some new task that wasn't part of the role. But it wasn't very well thought on the way that we didn't know how that person could react to that change. We didn't know if that person was capable of completing the new tasks that we were asking for. We didn't know what implications might have this task to any other department that before was dealing with the task. So it did become a bit of a complicated change.

(IW08) in my opinion, the ones that we have tried to do a live implementation, those were the issues

(IW08) a change of direction happened in installation a few years ago. There were a few people that already weren't happy with how things were happening, and all that live implementation of the change didn't help the whole situation because people were a bit lost. Some people made their own ideas as to how the change should happen. But because the communication wasn't there, the change was going to be on a completely different direction from what some of these employees thought. At the end, many of them left the organization
	Failure reasons
	Mistakes or issues identified

	(IW09) If you plan too much, it will never be perfect, and you'll never do anything

(IW09) it's a common risk or a common mistake on management is define the company around the people, but maybe that people won't be here in two or three years' time

(IW09) it's a common mistake that we try (to avoid) as much as (possible). It's very difficult to differentiate the two when you are thinking about long-term plans. It's very difficult, but as much as you can, you need to split where I want to be, and forget about what do I have

(IW09) You can have people achieving that KPI that is not part of the future, Luis, because they are thinking about that KPI. And what we think is about developing the company

(IW09) I think that makes it slower than what it could have been because of being so careful. So probably some of the things I would do it quicker probably, or earlier

(IW09) It's a mistake if you leave people accommodate, to their roles for a long period of time
	Failure reasons
	Mistakes or issues identified

	(IW10) if there're issues with the technology when there's the change in working systems and maybe there's some technical issues that can cause some problems as well

(IW10) if you get continuous issues, they'll always question that change, it this worth it?

(IW10) if it's tried and tested before it's rolled out and implemented and you avoid issues where people are trying to work to the new system but they're keep getting stuck on technical issues

(IW10) sometimes organizations may decide to make a change and they send someone a small manual and just expect them to get on with it
	Failure reasons
	Mistakes or issues identified

	(IW11) Coming of the back of the the pandemic, lots and lots of things are being done remotely and it's taken some time for that remote way of working for companies to readapt back to a more normal working environment where everything tended to be done face to face
	Failure reasons
	Mistakes or issues identified

	(IW12) I realised they were taking a long time to do things and I could not understand why these good guys were so slow. Then I was sitting and talking to them and I realized that the problem was not their attitude or their commitment to anything it was they were not that good with Excel

(IW12) they were trying to learn how to do different things in Excel at the same time they were trying to do the work and it caused us some problems

(IW12) Luckily we picked it up quickly but I found it out by mistake because I was sitting next to one person and I could see what they were doing and I was like, why are you doing that? you know you can just put a formula and you can do that? and he said no, I don't. Seriously? and he said: yes, I don't know, I just know basic Excel.

(IW12) I think too often we put change in a box and we try to separate it

(IW12) we are trying to change people's mindsets that have been one way for many many years and then within one month, or one week, we want to come there and say, hey guys! we are doing a presentation, this is the new change, blah blah blah, and then we want to convince them that it's good for them. So I don't think that is (the way)
	Failure reasons
	Mistakes or issues identified

	(IW13) I've learned from mistakes in the past, so I never make a rush decision and try to jump in quickly and risk upsetting somebody making a situation worse
	Failure reasons
	Mistakes or issues identified



No planning issues:
	Not many participants expressed their view voicing directly the troubles that could be caused by not planning. Most of the participants decided to express the good things that in their opinion planning can bring to the equation of change. In this code it is shown some examples where no planning was blamed for achieving worse results.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  you have to plan for that, otherwise the company could be in serious trouble.

(IW01)  It's almost like somebody had a wish and like: I've had a wish, we're going to do this, and then not put any real in-depth thought behind on how they were going to achieve it. And basically, forcing the change, trying to force the change, and in the end it doesn't work.
	No planning issues
	Mistakes or issues identified

	(IW02) without seeing which things can be improved

(IW02) five years after the implementation of the system, we have a lot of gaps that are still not resolved

(IW02) now they are trying to rectify issues that we raised five years ago

(IW02) We make changes before thinking

(IW02) sometimes we just do make changes and see what happens, and I think, in my opinion, that that's a mistake.

(IW02) maybe lack of planning

(IW02) if you don't do a proper planning, you do the change, and you have not done the planning beforehand that we discussed, this could be a problem.

(IW02) they should have been planned beforehand, but sometimes they are not.

(IW02) we tend to just react, we have an issue and we resolve the issue instead of thinking on a medium, long-term project
	No planning issues
	Mistakes or issues identified

	(IW08) We have had occasions where it was more like a life kind of change where it was changing as we were going on. And historically for me, the planned one has had a better outcome
	No planning issues
	Mistakes or issues identified





[bookmark: _Toc210083307]7.5.4. Theme 4. Monitoring change

[image: ]Image 7.5.4 “Monitoring Change” and associated codes in this theme


	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Monitoring change
	
	147
	100%

	
	Intuition - gut feeling
	46
	31.3%

	
	KPIs - measurable scoreboards
	101
	68.7%


Table 07. Monitoring change codes occurrence

	This theme “monitoring change” aimed to capture voices of the participants expressing their view on how to check or monitor that the change is going in the right direction.

	The next tables show the voices of the participants with the code meaning interpretation.

Intuition – gut feeling:
	Within this code it has been grouped all the expressions that are related to the perception of the work environment and where the assessment was based on participants’ intuitive reaction (gut feelings) to evaluate the change success. Participants stated that they needed to be attentive to the reactions of the workforce or other stakeholders, and not only in the tangible results. Signs of stress, satisfaction, or problems are the kind of things that are taken into account within all these feelings.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) a combination of both

(IW01) you need to be monitoring regularly

(IW01) monitor with the people that are working with you how their general feeling is

(IW01) If they're seeming stressed

(IW01) when you're having your meeting with your people you need to see how they're reacting

(IW01) how they react to questions

(IW01) if they're adapting to the pressure or they're putting up walls

(IW01) by you knowing those people you can then work out, “hold on a minute there's a problem here”

(IW01) it's not just about KPIs. It's having a feeling with how your workforce is reacting

(IW01) that's not just your managers. That's with your contract engineers, and even with the teams (teams of worker engineers at lower level)
	Intuition – gut feeling
	Monitoring change

	(IW02) sometimes there are things that you cannot maybe monitor by the KPI, you know, the customer expectations, or satisfaction, it's difficult to monitor,

(IW02) you do feel like you change the path

(IW02) you can feel you are going in the right direction.

(IW02) It could be a combination of both

(IW02) Some things cannot be monitored on the KPIs

(IW02) I think intuition and common sense I believe that are also very important. 

(IW02) you can have a company that according to the KPIs is doing a very good job, and according to other indicators, that could be, for example, customer satisfaction, or quality, or all the things that cannot be monitored by KPIs, and you can feel that, you are getting, maybe, many complaints, as an example

(IW02) it could be that your intuition, or your common sense

(IW02) I think it's a combination of both

(IW02) At the beginning you could feel some people asking, why do we need to do these changes?
	Intuition – gut feeling
	Monitoring change

	(IW04) I think a bit of both. 

(IW04) I think also it's about looking at the overall, whether it be customer experience employee, satisfaction or whatever. 

(IW04) you should have some KPI or whatever that that suggests you're achieving what you want to achieve.

(IW04) Some things will be much more measurable than others

(IW04) staff satisfaction. For example are we more satisfied? 

(IW04) our company recently introduced some staff personal benefits for example. You know, the health care or whatever. Now, is that's about employee satisfaction? I don't know how we are measuring that.

(IW04) I think you have to look at each person as an individual and understand how much support they will need through it.
	Intuition – gut feeling
	Monitoring change

	(IW05) Both would apply really

(IW05) The listening and feedback is important to gather that. And that will also give us a feeling on whether things are being adopted, accepted, and people are working towards the same the same goal and objectives really.
	Intuition – gut feeling
	Monitoring change

	(IW06) You as a manager, you know your staff,

(IW06) You know who you need to talk to and almost prepare.

(IW06) Are we able to see that something is happening with the alteration we wanted?
	Intuition – gut feeling
	Monitoring change

	(IW07) It is very much more about a personal connection with people so either talking directly with the people that are being impacted or obviously speaking with the line managers, people in the business to understand how are people feeling, what's the general sort of consensus with everyone.

(IW07) if you're doing consultations or things like that, then you're having regular catch-ups with those employees anyway.

(IW07) It's very much more about that kind of people contact and then just general feeling and as I said before the kind of the vibe you're getting off people and how they're behaving in the workplace.

(IW07) Somebody might be telling you oh yes I'm absolutely fine, I've got no issues but the reality is they're not performing, they seem really unhappy at work and it's just recognizing those sort of things, and working with managers to make sure that they're recognizing it and if they're seeing it
	Intuition – gut feeling
	Monitoring change

	(IW08) I would say that is 80% of KPI and 20% of the atmosphere in the work area

(IW08) It's also important to keep in mind the atmosphere in the work area

(IW08) you need to know that the people are comfortable with the change
	Intuition – gut feeling
	Monitoring change

	(IW09) the next one is you will feel if that person is what you need to be with you in the team next for the next stages or not, depending on what is the reaction after the shock
	Intuition – gut feeling
	Monitoring change

	(IW10) you need to keep an eye on the atmosphere and the work environment
	Intuition – gut feeling
	Monitoring change

	(IW12) I think it's a combination because KPIs are there to tell a story. But to follow up you would kind of need regular communication with people

(IW12) if you’ve been doing your role for a little bit of time, you know the different people in your team

(IW12) You need to understand the team that you are working with
	Intuition – gut feeling
	Monitoring change

	(IW13) we will do regular reviews with individuals or as a team to say guys how is the changes working? do we have positives? do we have negatives? what do we need to hire now? what do we need to keep developing?

(IW13) when you're speaking to your staff or your engineers, you know these guys, I know they can take bad reactions to change
	Intuition – gut feeling
	Monitoring change



KPIs - measurable scoreboards:
	This code represents the opposite to the previous one in the sense that it does refer to things that can be properly measured via Key Performance Indicators. All the participants agreed that there need to be means to monitor what it is aimed to be achieved, and that some kind of indicators should be created to monitor the progress.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) and then the targets set out for change should it be required

(IW01) there must be a goal for what we're trying to achieve before we work on the change, otherwise to my mind, you stand no chance of achieving it

(IW01) a combination of both

(IW01) monitor workload

(IW01) monitor production

(IW01) if the change is for us to do more work and we're not achieving our production values, then we need to find out why

(IW01) you need to be monitoring regularly
	KPIs – measurable scoreboards
	Monitoring change

	(IW02) Before starting with KPIs you need to make sure that you have the tools to support the things you do.

(IW02) we need to make sure that we have the KPIs, ready in order to monitor the changes.

(IW02) We need specific goals to achieve

(IW02) We need to know what we want to achieve

(IW02) you want to increase 5% on sales

(IW02) you want to reduce the number of miss visits

(IW02) you need to have goals

(IW02) the KPIs must be monitored and you can see the change of process, you can see the reaction straight away

(IW02) It could be a combination of both

(IW02) the KPIs are for me the main indicators, to analyse, to make sure that the changes have an impact,

(IW02) 80 or 90 percent will be the same indicators who monitor the service activity

(IW02) you need to always try to work on these indicators.

(IW02) When you change the process, you need to try to review the KPIs

(IW02) I think it's a combination of both
	KPIs – measurable scoreboards
	Monitoring change

	(IW03) We are partly driven with a KPI

(IW03) those targets are sort of set

(IW03) they're reviewed every year on what our targets are

(IW03) there are a few targets so we have to make sure we hit every year
	KPIs – measurable scoreboards
	Monitoring change

	(IW04) I think a bit of both. 

(IW04) when we change systems. That clearly, you have to do the change to make the goal.

(IW04) you would hope that the change has some measurable end result

(IW04) for example if it's a change for finance policy then the finance gets better or worse or whatever you were trying to do

(IW04) If it's a headcount policy then you either increase your headcount or you lose your headcount.

(IW04) you should have some KPI or whatever that suggests you're achieving what you want to achieve.

(IW04) Some things will be much more measurable than others

(IW04) a KPI on a finance type change;

(IW04) our company recently introduced some staff personal benefits for example. You know, the health care or whatever. Now, is that's about employee satisfaction? I don't know how we are measuring that.

(IW04) we've introduced things that we think everyone is going to go "oh wonderful! this has improved my life tremendously!", "And we now want to work here and never want to leave". How do we know that, if we never ask people? how have those policy change helped you? 

(IW04) the change has happened but you haven't measured what that satisfaction rate is,
	KPIs – measurable scoreboards
	Monitoring change

	(IW05) we would be looking to achieve a specific goal or outcome

(IW05) Both would apply really

(IW05) There would be need to be regular reviews to assess or measure what changes is happening.

(IW05) We can introduce KPIs to identify, track and manage those changes as well.

(IW05) KPIs are also an important factor.

(IW05) setting out the objectives and the time scales for these changes

(IW05) can be managed and monitored via KPIs and regular reviews.
	KPIs – measurable scoreboards
	Monitoring change

	(IW06) If you're looking to, increase service sales, then you can monitor that and you can see what's going on.

(IW06) You should be able to monitor it via a KPI of some sort.

(IW06) Whether that's using a new application for the engineers, we should be able to see our end who's doing it and who's not.

(IW06) if it's service sales, you can see the number of quotations

(IW06) or if we're getting more hits from telemarketing.

(IW06) Any change you do, you should be able to build into a monitoring solution,

(IW06) if there's a change in the way we ask engineers to repair lifts. That's quite a good thing to monitor because you can look at how many lifts have had a certain fault since we implemented this alteration. 

(IW06) we can see on the KPIs who's done a certain percentage of the lift

(IW06) another key item of it, it is once it's happening, are we able to monitor it?

(IW06) Are we able to see that something is happening with the alteration we wanted?
	KPIs – measurable scoreboards
	Monitoring change

	(IW07) You have to know what the goals are

(IW07) what are you trying to achieve

(IW07) what your milestones are

(IW07) You have to have a goal

(IW07) If you've done a plan, as part of that plan you'll have kind of milestones you'll be expecting to hit during that process. So reaching them by the desired date would be quite obvious ones, and they're quite sort of tangible ones.
	KPIs – measurable scoreboards
	Monitoring change

	(IW08) we set up a goal and we identify what things we need to change in order to reach that goal

(IW08) normally it's a specific goal

(IW08) a specific goal will require you to design a strategy and with the strategy, it will come the change of the process

(IW08) You can change processes, but you need to aim to something

(IW08) You need to know where you are trying to get to with those changes and that only comes from a very specific goal, a strategy that is designed around that goal and then following up on that strategy with the action points that you decided that are necessary for the process change

(IW08) I would say that is 80% of KPI and 20% of the atmosphere in the work area

(IW08) you cannot control what you don't measure

(IW08) you always need KPIs to make sure that you are going to reach the goals that you have decided that are your target

(IW08) that's what you have to measure
	KPIs – measurable scoreboards
	Monitoring change

	(IW09) achieve certain milestones

(IW09) there are specific targets

(IW09) Specific targets we want to achieve in organization

(IW09) I need to work out what do I need to achieve those targets

(IW09) it needs to be measured with KPIs

(IW09) KPIs are key
	KPIs – measurable scoreboards
	Monitoring change

	(IW10) there should be a roadmap and an end goal in terms of what the plan changes are to achieve so that people are aware of the change

(IW10) it should be a specific goal and with as I say a roadmap and an end goal of what that change is to achieve

(IW10) that's really what it needs to be rather than something that it doesn't have any particular objective should we say

(IW10) we have to monitor and measure the progress against milestones and targets

(IW10) KPIs is probably the primary driver

(IW10) There's the element of meeting KPIs and targets
	KPIs – measurable scoreboards
	Monitoring change

	(IW11) normally there is a goal of some sort

(IW11) for minor changes, shall we say, in process, those sort of things, then of course the goal is to remove them

(IW11) If we're talking about a change maybe in a commercial approach or something like that, then yeah, the goal may be to increase sales, to, I don't know, reduce cost, whatever it might be. But there will always be a goal of some sort for changes, yes

(IW11) there needs to be some sort of specific targets set up just to measure that certain thing

(IW11) if we're talking about the sort of more minor changes, then the audit process that we've got, which the health and safety department will go around and on audit individuals against the processes that we have in place, then we'll see the outcomes of those

(IW11) we decide to change a particular commercial approach on one thing or another, then we may need to set some specific measures to make sure that it's having the impact that we're hoping for.

(IW11) if we make a change to a maintenance procedure for an engineer for example or if we clarify in the maintenance regime that a certain thing needs to be checked or we change something of a technical nature or whatever it is, then we would monitor that through the health and safety audits

(IW11) it could be KPIs, it could be audits, it could be following up with the individuals in one-to-one meetings, in regional meetings, it could be toolbox talks, so there's a variety of ways but in one way or another we need to make sure that it is followed up to make sure that the change that we were expecting to happen by making that whatever process is or change to whatever process is actually having the effect that we wanted it to

(IW11) we've got a lot of different processes that are all continually being assessed
	KPIs – measurable scoreboards
	Monitoring change

	(IW12) I think there should be specific goals that need to be achieved because it helps us to identify whether we are successful or not

(IW12) If there is no specific (goals) then people will not know whether we are on the right path or not

(IW12) we should have some sort of performance indicators as to how we are progressing

(IW12) if we can't be measured then we don't know.

(IW12) I think it's a combination because KPIs are there to tell a story. But to follow up you would kind of need regular communication with people

(IW12) we follow up on a weekly basis and just see, okay, here's the metrics, this is what happened

(IW12) We question things that are going well as well. It's important to understand what are you doing that is giving you the success. And what do we need to do to give us a success
	KPIs – measurable scoreboards
	Monitoring change

	(IW13) I would never say it's a more general idea or just a direction it needs to be a clear target that we're trying to achieve

(IW13) there's always financial targets to achieve

(IW13) volume in terms of units on the portfolio, in terms of units that we sell

(IW13) we know what we want to achieve

(IW13) we will use KPIs to make sure you know the business numbers are going the right way

(IW13) monitor it, monitor the progress as well
	KPIs – measurable scoreboards
	Monitoring change
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Nature of change
	
	420
	100%

	
	Change adjustments - need of adjustment
	23
	5.5%

	
	Change has to happen
	37
	8.8%

	
	Change has to make sense
	23
	5.5%

	
	Change is always there
	26
	6.2%

	
	Change is expensive
	9
	2.1%

	
	Decision makers
	48
	11.4%

	
	Down-up change
	5
	1.2%

	
	Plan for change
	110
	26.2%

	
	Reactive change
	16
	3.8%

	
	Size of change
	43
	10.2%

	
	Top-down change
	80
	19.0%


Table 08. Nature of change codes occurrence

	The “nature of change” theme attempts to group the characteristics and descriptions of the change as viewed by the participants. In this theme interviewees voiced their personal view of the process of change, and most of the codes were related to “plan for change” followed by “top-down change” which suggests that the general perception is that the change is planned and implemented from top management.

	The next tables show the voices of the participants with the code meaning interpretation.

Change adjustments – need of adjustment:
	This code groups the voices of the participants where they claim for a type of change that is regularly adjusted, or that it may require some adjustments. The range is wide in this code and aims to capture the changing nature of the process of change. The process of change in participants view is not a one off, but something that is continuously evolving and changing.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) in a five-year cycle

(IW01) tweak to adjusted

(IW01) It may be that as you're doing that you're seeing problems that are happening and actually the whole strategy needs to be looked at
	Change adjustments – need of adjustment
	Nature of change

	(IW02) because you have changed the existing process, you have to review and adapt the KPIs to the new process, the new system, the new organization, so we need to be quite flexible on the KPIs
	Change adjustments – need of adjustment
	Nature of change

	(IW03) it has to be reviewed

(IW03) you might have to make some adaptions to it

(IW03) then I'll review it periodically

(IW03) they're reviewed every year on what our targets are
	Change adjustments – need of adjustment
	Nature of change

	(IW04) sometimes by going down through the change process you realize that maybe your end goal was not quite right and you can change "the change" if that makes sense. 

(IW04) I think what some people or what some companies do incorrectly is they think that the change is made in the boardroom, it's announced by whatever means, it's announced by it and that's the end of it. No!, that's the start

(IW04) I think part of the problem of change is we don't always do it enough and change scares people

(IW04) sometimes, you will have to change how you deliver the change, because individuals need different scenario to solve their issues.

(IW04) People argue that we never change, they do!.Because they do every day!. they're changing everybody's life in every day
	Change adjustments – need of adjustment
	Nature of change

	(IW05) there will probably need to be some tweaks or adjustments and these will be made as the project goes live

(IW05) can be managed and monitored via KPIs and regular reviews.
	Change adjustments – need of adjustment
	Nature of change

	(IW07) I think that there always needs to be some flexibility as you go through the change process

(IW07) because of the way the change process goes sometimes they go on for quite a long time, you do have to be adaptable.

(IW07) You might need to change things, you can't be completely rigid to say “this is our plan, we're not going to change from it”.

(IW07) I will say genuinely if somebody does have a massive concern about a change there's usually a genuine reason for it and it might be something that then changes everything. 

(IW07) The business has to be able to change direction and have different strategies.
	Change adjustments – need of adjustment
	Nature of change

	(IW09) but there are things that are likely to change throughout the way

(IW09) There are things that are out of your control, like market fluctuations, new regulations. In our area, you know, the fire regulations are slowing down the industry because of the gateway tools and all of those things
	Change adjustments – need of adjustment
	Nature of change

	(IW10) follow up after with a set phase maybe three months to make sure. Because sometimes you can have the initial phase can be successful but then you might have a bit of like where people sort of drift back a bit. But you just have to make sure, it's consistent and continues on a regular basis
	Change adjustments – need of adjustment
	Nature of change



Change has to happen:
	This code accounts for the interviewees perceptions where they saw the change as something that is unstoppable, as something that will inevitably happen.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW04) You have to do it. There's no discussion.

(IW04) when your change is required, it's required!

(IW04) that's a prime example of where we just went like a bull in a China shop. We're going to make the change, we're going to, we plan the change no matter what's going around us, we have to make the change.
	Change has to happen
	Nature of change

	(IW05) we can be diplomatic, we can be sensitive, we can listen with individuals, but ultimately, to reinforce the fact that this is happening, this is what we're working towards. 

(IW05) one person isn't going to change that

(IW05) one individual's comments, feedback, negativity whatever you want to describe it as, is not going to change the fact that this is happening and this is what we're working towards.
	Change has to happen
	Nature of change

	(IW06) you have to say this is happening, this isn't a discussion or a debate. This is me talking to you, telling you what's going to happen

(IW06) I'm willing to listen to what you're saying, but it's not going to stop this happening.

(IW06) if you're telling me you don't want to do it because you just don't want to do it, that's not going to work.

(IW06) I try not to talk down to them, but talk with them, but in a level of this is happening.
	Change has to happen
	Nature of change

	(IW07) you can't necessarily change your process because of the way people react.

(IW07) I don't think you can change what you're doing just because somebody doesn't like it and they're unhappy. 

(IW07) You need to continue with the process. Otherwise we would never make change, because you'll never make everybody happy.

(IW07) we do have a slightly different approach certainly to a lot of companies I've worked in before where the business goes above and beyond for people quite often. 

(IW07) sometimes you might have to do things you don't really agree with or like but it's part of the job.
	Change has to happen
	Nature of change

	(IW08) a goal is greater than one particular employee

(IW08) the goal is the main thing

(IW08) the company goal is the important thing

(IW08) the goal of the organization is much greater than particular individuals

(IW08) once a company decides to go in one route, the company will go that way

(IW08) Once the decision is made and is communicated to you, you can only do it

(IW08) I felt into a negative category with certain changes that happened over the history of the company. But it doesn't mean that we didn't do it

(IW08) At the end of the day, he is a superior and he is asking me to do something and I will work to implement it

(IW08) I think change is necessary. It's very necessary

(IW08) the companies, they evolve the same as the world does

(IW08) as the world is changing, the company needs to be updating its processes to the new changes

(IW08) I think change is completely necessary
	Change has to happen
	Nature of change

	(IW09) never stop doing things at the same time. Just because of that, you can't stop doing things

(IW09) you need to change things. You need to change

(IW09) changes are required. In my opinion, are key to the development of the company

(IW09) changes are extremely important. It's a must in every single organization

(IW09) If you don't change, you don't keep the pace with your competitors, and you're gone
	Change has to happen
	Nature of change

	(IW10) in terms of change I think we need to be more flexible and aware of the changes that are required
	Change has to happen
	Nature of change

	(IW12) Please understand this, this is what it is, because sometimes not everything a company will do will satisfy everybody.
	Change has to happen
	Nature of change

	(IW13) I always think it's bad to backtrack on a plan just because one person isn't happy

(IW13) Five percent, ten percent, but can we still make this change work without it? so that's the two main things

(IW13) It doesn't mean we're going to change the plan but we're open to suggestions and encourage that, encourage the feedback
	Change has to happen
	Nature of change



Change has to make sense:
	This code groups the voices of the participants where they perceive the change as something that has to make sense in order to be successful, and therefore there should be a strong reason to do it.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  It's not cheap and they're done for a reason
	Change has to make sense
	Nature of change

	(IW03) you don't want to make changes for the sake of changes

(IW03) If something's working well, then why change it?

(IW03) what's the benefit of making changes?
	Change has to make sense
	Nature of change

	(IW04) you may have wasted a hell of a lot of money on change that nobody actually needed.

(IW04) if people understand far more, the reasoning why we're making the change, then that would make more sense.

(IW04) it's about changing for the right reasons
	Change has to make sense
	Nature of change

	(IW06) it depends on the type of change you're doing. If everyone can see the benefit of less call outs and things, but there's certain ones that you'll get the benefit from in later times.
	Change has to make sense
	Nature of change

	(IW07) being sensible from a timescale perspective as well

(IW07) why you're trying to achieve it
	Change has to make sense
	Nature of change

	(IW09) we do changes where we need to do and then the organization will be aligned with what we want to achieve

(IW09) you may have seen in the past some decisions that it is hard to understand, but if someone makes those decisions, there will be a reason for that

(IW09) if I don't understand 

(IW09) the changes need to come with a purpose

(IW09) the most important thing, as well, to finish, is apply common sense to the decisions

(IW09) common sense usually sorts 90% of the issues
	Change has to make sense
	Nature of change

	(IW10) not just the change for the sake of the change

(IW10) that's really what it needs to be rather than something that it doesn't have any particular objective should we say

(IW10) if the change that was brought about meant people could do their work more efficiently and quicker, that might be a reason for people to feel positive about it
	Change has to make sense
	Nature of change

	(IW12) there is a reason why the company has to do this
	Change has to make sense
	Nature of change

	(IW13) demonstrate and show them the reasons why we need to make the change and what the benefits are going to be

(IW13) here's the research we did, here's what we looked at the planning stage and this is showing us that this will work

(IW13) the proposal with the reasons why we're making the changes
	Change has to make sense
	Nature of change



Change is always there:
	Participants expressed that the change is something that is always there, and/or it is always happening. Business are not static but evolving and changing entities.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  as a business it can't stay the same
	Change is always there
	Nature of change

	(IW03) it's something that should always be looked at and try to be improved on

(IW03) it's just a natural development really of any company

(IW03) they should be evolving the times and changes should happen naturally you know throughout a company process
	Change is always there
	Nature of change

	(IW04) Change is every day

(IW04) Everything we do has change in it to an extent

(IW04) People argue that we never change, they do!.Because they do every day!. they're changing everybody's life in every day
	Change is always there
	Nature of change

	(IW05) In any business evolution there's going to be change. This is natural in any business environment. It's required.
	Change is always there
	Nature of change

	(IW06) So we're always experiencing different changes.
	Change is always there
	Nature of change

	(IW07) I think change is always needed 

(IW07) We've certainly seen I think in the last 10 years, you know, nobody saw Covid-19 coming, and I think that changed all the businesses and the way they did things. And now we're coming out the other side and we're all having to pivot again to do different things because the world's a very different place.

(IW07) that is just part of normal business life. Most companies will have a five or ten year plan and then they'll redo it five years time and so on
	Change is always there
	Nature of change

	(IW09) we do need to just think out of the box, make mistakes, don't worry, just change it, try it at least

(IW09) you need to change things. You need to change

(IW09) changes are extremely important. It's a must in every single organization
	Change is always there
	Nature of change

	(IW10) we have to adapt to changes that are driven by external factors to compete in the marketplace

(IW10) I think the world it's constantly changing

(IW10) in terms of change I think we need to be more flexible and aware of the changes that are required
	Change is always there
	Nature of change

	(IW11) these things are happening almost every day

(IW11) there are lots and lots of proposals and suggestions that are going around because we've obviously got a number of different disciplines shall we say within the company

(IW11) people are making suggestions for improvement on all the time

(IW11) we've got a team of people that are continually looking at these things and that means there are things continuously changing
	Change is always there
	Nature of change

	(IW12) I think change is always required because as organizations we are supposed to be adaptive to what is happening in markets to ensure that we remain relevant and competitive

(IW12) I think change is absolutely necessary

(IW12) an organization needs to have the ability to adapt
	Change is always there
	Nature of change

	(IW13) every day of my working life I’ve learnt to anticipate change of some kind is going to be required for various reasons and I've learned to accept that for years
	Change is always there
	Nature of change



Change is expensive:
	Within this code some participants expressed that the change is expensive, and the company is investing a lot of money into it, or that failures on change processes can cost a lot of money.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) these things and the strategic it's not cheap to have people working on this, and to introduce these tools that we use

(IW01)  It's not cheap and they're done for a reason
	Change is expensive
	Nature of change

	(IW04) you may have wasted a hell of a lot of money on change that nobody actually needed.
	Change is expensive
	Nature of change

	(IW07) you have to be really careful with your change processes that you don't try and do things too quickly because that's when it goes wrong, it gets very expensive
	Change is expensive
	Nature of change

	(IW08) you also need to take into account the costs behind those changes

(IW08) they will have cost implication
	Change is expensive
	Nature of change

	(IW09) if you are growing, you need that growth, you need the margin to pay for the investment you are doing for the future
	Change is expensive
	Nature of change

	(IW13) We do a lot of background checks, we've spent a lot of money in the past doing market analysis

(IW13) how much it will cost us
	Change is expensive
	Nature of change



Decision makers:
	This code attempts to group all these people or groups of people that are the ones that have the power to produce the change, or the ones that decide that a change will happen. In some occasions participants voiced their opinion on who should have the power to decide. The Headquarters in this case in Spain is the top decision maker, and the one that leads the changes, followed by the board of directors. For some other decisions, some local managers or directors can make some decisions (this is linked as well with the size of change as it will be seen later on).

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) (Headquarters) in Spain instigate

(IW01) The plan for each country is put together by the directors of that country

(IW01) the company will look at a way of working through that

(IW01) we come up with our own directives

(IW01) Spain (meaning Headquarters)

(IW01) the directors for the board for (the company) in UK

(IW01) it's done by our superiors it's done by the the board
	Decision makers
	Nature of change

	(IW02) imposed by the headquarters

(IW02) by the board of directors

(IW02) headquarters

(IW02) local directors

(IW02) we have the implementation of a new system. This part came from Spain

(IW02) decisions can be done by service manager, service director

(IW02) We cannot do all by the board of directors

(IW02) We cannot have all the decisions going to the board of directors

(IW02) empower supervisors, empower managers, empower directors in order to make it to be really proactive and making decisions.

(IW02) coming from our headquarter, or from the board of directors
	Decision makers
	Nature of change

	(IW03) that happens at a higher level with directors and obviously with people in Spain (Main Headquarters)

(IW03) I've had the opportunity to discuss about my own team
	Decision makers
	Nature of change

	(IW04) most change I would suggest comes from the leadership team

(IW04) the management team

(IW04) senior management team
	Decision makers
	Nature of change

	(IW06) factory or headquarters

(IW06) if it comes from headquarters
	Decision makers
	Nature of change

	(IW07) it would be something that’d be the senior management decision.

(IW07) the decision maker is usually, the MD is involved, and then it's whoever else is involved.

(IW07) it would be perhaps the regional director, myself, the finance director, so sort of the board of directors would be involved in making that decision and deciding for how to move forward

(IW07) My previous employer we were also Spanish owned, and actually we had a lot of control from Spain. They would tell us “your headcounts too high you need to reduce your headcount” and things like that.

(IW07) here it's very much the UK makes the decisions about the business.

(IW07) now in my role I'm a lot more involved in the original decision making and the business decisions
	Decision makers
	Nature of change

	(IW08) headquarters or superiors.

(IW08) board directors

(IW08) it came from the board of directors

(IW08) our headquarters goal
	Decision makers
	Nature of change

	(IW09) exporters (main headquarters)
	Decision makers
	Nature of change

	(IW10) typically they will come from corporate headquarters

(IW10) corporate headquarters

(IW10) corporate headquarters
	Decision makers
	Nature of change

	(IW11) we're responsible and have our own quality processes in the UK that we're responsible to adhere to

(IW11) the approval process then does go through the board and the members of the board then to make sure that all of the different elements have been considered and all the different factors have been considered

(IW11) when we're deciding or when we're implementing a change from the original idea of what needs to be changed,

(IW11) the agreement that's been reached by the board as to what's going to be changed

(IW11) we need ourselves as a board and the people that are in sort of in the ultimate positions
	Decision makers
	Nature of change

	(IW12) senior management level

(IW12) Spain
	Decision makers
	Nature of change

	(IW13) from head office

(IW13) there's discussion with HR or with the managing director

(IW13) I'll make the local decision
	Decision makers
	Nature of change



Down-up change:
	Some participants voiced here the options for a change driven from the bottom. A bottom up approach of change where the people at the shop level can foster the change. One participant speaks about a bottom up change as something like a “suggestion scheme”, and the other participant expressed that there is a formal process to change, in line with what the other participant indicated.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW04) it can come from the ground up so you get maybe a like a staff suggestion scheme or something like that.
	Down-up change
	Nature of change

	(IW11)It can be through opportunity for improvements identified by employees

(IW11) we like to try to promote is that, you know, that anybody in any position can make proposals to change the process. If they see a better way of working or if they see, you know, something which could create some efficiencies or if they see something which they think needs to be improved. Then those ideas and suggestions for improvements and for change can come from anybody in the company

(IW11) we have a form as part of our business process that if I or one of my team or someone wants to make a change we have a form that starts that process

(IW11) It identifies which departments it might affect, it asks for what the particular change is, and then it goes through a sign-off process then
	Down-up change
	Nature of change



Plan for change:
	Participants voiced their opinion and experiences on change indicating that there is a need of a plan, and that the planning is an important part of the change. Some also expressed that not planning for the change can cause troubles.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) to be successful you have to make a plan

(IW01) should it look like we're going into recession?, then the company will look at a way of working through that.

(IW01) we come up with our own directives

(IW01) it has to be planned

(IW01) It has to be planned within our business

(IW01) there must be a goal for what we're trying to achieve before we work on the change, otherwise to my mind, you stand no chance of achieving it

(IW01) it's done by our superiors it's done by the the board. They will decide what we need to do to achieve our budget for the year, or plan for like two years ahead

(IW01) you have to put things in place to achieve that because we're doing 300 now but to do 500

(IW01) things need to be put in place

(IW01) You can't just say: oh we're going to do this this way without giving them a a method of being able to do it.
	Plan for change
	Nature of change

	(IW02) needs to be planned beforehand

(IW02) I like making plans, thinking on the processes that will change, thinking on the systems that will support those changes

(IW02) planned beforehand. 

(IW02) change needs to be considered and planned beforehand, very, very carefully

(IW02) We need to think on all these processes, all the tools that will be affected by those changes

(IW02) it needs to be really planned beforehand

(IW02) It could be a small mistake that won't affect much, but if it's a change of process that will affect people, that will affect our customers and it will need to be planned beforehand.

(IW02) if you don't do a proper planning, you do the change, and you have not done the planning beforehand that we discussed, this could be a problem.

(IW02) I like analysing the changes, before proposing them

(IW02) Planning

(IW02) change process, for me, it's always about being proactive, and trying to understand before, and not reactive.
	Plan for change
	Nature of change

	(IW03) it always has to be thought out carefully

(IW03) you'd have to carefully plan out any changes

(IW03) initially you need to carefully think about it and consider the consequences and whether it's beneficial or not
	Plan for change
	Nature of change

	(IW04) the more it's planned and the better the communication, the more chances of that change being successful 

(IW04) I think you should plan where possible.

(IW04) let's pre-plan it

(IW04) I understand that this system change change was planned for a long long time before it actually occurred,
	Plan for change
	Nature of change

	(IW05) Careful planning is essential 

(IW05) Careful planning is essential

(IW05) Let's put in a plan, let's put in a growth objective for example and let's look to recruit some more people and grow the team.
	Plan for change
	Nature of change

	(IW06) I don't think any change should just be a knee jerk. Let's just do it. It should be thought about for several days at least
	Plan for change
	Nature of change

	(IW07) I think you have to have a plan at the beginning and you have to have it clearly.

(IW07) You have to know what the goals are at the end of the change, what are you trying to achieve, how you're going to get there, what your milestones are, who's involved, things like communication engagement. 

(IW07) I'm on the very cautious planning side of the fence

(IW07) we'd have a date in mind for when we were going live with the whatever the new thing is

(IW07) then create a plan working backwards from that

(IW07) you need to try and plan and consider all those sort of problems beforehand and how you might overcome them

(IW07) you have to have very clear vision of what you're trying to achieve, why you're trying to achieve it

(IW07) make sure it's all ready and that you're not trying to do things out of sequence basically

(IW07) Most companies will have a five or ten year plan and then they'll redo it five years time and so on
	Plan for change
	Nature of change

	(IW08) My personal preference is the planned version of the change

(IW08) we set up a goal and we identify what things we need to change in order to reach that goal

(IW08) plan how are we going to address it

(IW08) historically for me, the planned one has had a better outcome

(IW08) It had a very good outcome because we planned anticipated to what probably were the outcomes or the responses of the people to the change

(IW08) it wasn't a situation where people wouldn't know what was exactly happening. We knew exactly how we wanted to implement this change. And we planned for every possible outcome along the way

(IW08) if we would have worked on that and we have discussed with the different people that might have been involved on the particular change, we could have addressed all these things beforehand and then go to the employees with a solid change process that didn't allow for anyone to question

(IW08) I wouldn't say problems, these are things that you have to consider when designing a new process

(IW08) if you anticipate to the change

(IW08) I think the key here is to try to anticipate

(IW08) we decided that the addressable market is much greater than what we are working with at the minute. Based on that, we have targeted some goals that we want to achieve to 2030
	Plan for change
	Nature of change

	(IW09) usually, it comes with a plan

(IW09) the plan 

(IW09) we've got big plans to 2030

(IW09) there's a plan to achieve certain milestones within the company

(IW09) every five years, we have a strategic plan

(IW09) everybody participates in these meetings. And from there, comes the strategy for the next five years

(IW09) every five years we do the strategic plan

(IW09) It needs to be extremely carefully planned, but don't seek perfection, because it doesn't exist

(IW09) you need to go with the basics, and carefully planned

(IW09) obviously the things need to be planned carefully

(IW09) there are, obviously, some figures that we broke them down, and we know where we need to be every single year, between now and the end of 2030. And we need to work towards that

(IW09) long-term plans

(IW09) I need to work out what do I need to achieve those targets

(IW09) you just need to deal with that, and then you go to your plan B, you go to your plan C

(IW09) As much as we can, we need to have everything, process, backed up by system

(IW09) I need to believe it and I need to go with, a reduced level of uncertainty

(IW09) and a plan
	Plan for change
	Nature of change

	(IW10) it definitely would need to be carefully planned

(IW10) there should be a roadmap and an end goal in terms of what the plan changes are to achieve so that people are aware of the change

(IW10) a roadmap

(IW10) I think training and making sure that the rollout has been tested before

(IW10) if it's tried and tested before it's rolled out
	Plan for change
	Nature of change

	(IW11) almost continuously being reviewed and then tweaked as you put it, yes that happens, but always planned

(IW11) before we make any change in process, there is a process for us to follow to do that

(IW11) that process involves reaching out to all the potential heads of department who will be involved to make them aware of a proposal to change a particular process

(IW11) once, as I said, we've gathered all the opinions and make sure that we're not changing something in one place that has an effect somewhere else that we haven't considered

(IW11) everything that's been considered prior to making the change

(IW11) there isn't a one-size-fits-all sort of solution for these type of things. Each circumstance has to be considered on its own merit and all of those things are considered in the in the planning of the change at the start and agreed how the change is going to be implemented and how it's going to be communicated

(IW11) It can be reactive or it can be proactive but it's better when it can be proactive

(IW11) If we can identify an issue or an opportunity to make a change before there is an issue
	Plan for change
	Nature of change

	(IW12) it should be careful planned it's like 90 percent planning and 10 percent execution

(IW12) When the change management program is being implemented we should identify the people that might be supportive, we should identify the people that might be resistant and we should identify the people that are going to be ambassadors for the program
	Plan for change
	Nature of change

	(IW13) We do put a strategy in place and we reach an agreement before we go and make the changes

(IW13) Because in your own mind or my own mind you can think that you've covered all the angles everyone will be happy this will all work fine so it's always good to get a second and a third opinion on the changes proposed and to spend time making sure we've done all our due diligence to make it work as smoothly as we possibly can

(IW13) It should always be planned

(IW13) Always be planned but expect the unexpected because the most difficult thing that you deal with in any change is human beings

(IW13) part of the immediate plan needs to be the “what if”

(IW13) You almost need the plan but you need the backup to counter any unforeseen or unobvious reactions from the people during that process

(IW13) we should carefully plan it

(IW13) and a plan to get there as well

(IW13) The culture of our business is that we always have a plan

(IW13) a five-year plan, a strategy how we're going to achieve that

(IW13) volume in terms of units on the portfolio, in terms of units that we sell, so there's always a specific plan

(IW13) We do a lot of background checks, we've spent a lot of money in the past doing market analysis and etc to see what can be achieved and then the plans put in place to achieve that

(IW13) our company is very good at achieving the goals that we set ourselves. Always planned

(IW13) if we plan something we plan how much it will cost us, we know what we want to achieve, it's the people, whether that's existing people or bringing new people, that's the most difficult thing for me always

(IW13) you need to have the plan but you also need a backup plan

(IW13) you have to be prepared for that as well, and that has to be part of the plan, and part of not so much the strategy but you need to be aware that we may lose some people here

(IW13) Five percent, ten percent, but can we still make this change work without it? so that's the two main things

(IW13) This is the plan we've put in place to make us achieve these targets

(IW13) the first thing you need to consider before you roll these things out is what could be the negative questions? what are the positives that may come out of this? so you need to be prepared for as many as you possibly can

(IW13) you should always speak and get a second third opinion from experienced people, make sure that you have a good plan there, that you've covered all the angles as much as you possibly can

(IW13) It's to take the time to sit down and look at what the change means, what are we trying to achieve, plan it discuss with people

(IW13) I'm not saying I've got all the answers but you need to follow all of those things to have any chance of doing it successfully

(IW13) the first thing would be the plan

(IW13) you can always think that you have it planned to perfection and someone will do something to upset that plan

(IW13) Worst case scenario, what you're going to have to do? be ready for that as well

(IW13) It's great to come out there with everyone happy and smiling and a happy customer and more profit and more sales but there's usually a few hurdles along the way so that's what you always have to be careful for and look out for.
	Plan for change
	Nature of change



Reactive change:
	Participants voiced here their experiences or views on change processes as a reaction to the changing external or internal factors. Often participants refer to reactive change as the one that has not had enough time to be planned or thought carefully in contrast with the planned change such as the strategic plans or the “five year plans”.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) emergency one where things are changing
	Reactive change
	Nature of change

	(IW02) If we have performance issues or if we are missing resources we need to make changes
	Reactive change
	Nature of change

	(IW04) if we think of the prime example the pandemic, there you were managing change very quickly and it's very difficult to pre-plan.

(IW04) we try and sort this bit out and come back to it, sort that bit out and come back to it. That to me showed a little bit of a lack of experience in delivering change.
	Reactive change
	Nature of change

	(IW06) If it's a local thing and it's a minor thing, yes, you can go over it straight away.
	Reactive change
	Nature of change

	(IW07) that's the way business works we have to react to what's going on in the world and the climate and the economy and all of that.

(IW07) where it comes down to you know if you have to do restructuring or you have to make redundancies those sort of things they're very much about reacting to something that's gone on in the business.

(IW07) They're not usually the ones you can predict.

(IW07) usually it's much longer term whereas the rest of it is a lot more reaction really to kind of what's going on

(IW07) Covid-19 was a really good example that so many companies obviously made a lot of redundancies and made a lot of changes as a result of that.
	Reactive change
	Nature of change

	(IW08) We have had occasions where it was more like a live kind of change where it was changing as we were going on
	Reactive change
	Nature of change

	(IW09) there are always things that are not in your control

(IW09) sometimes the things cannot go as expected with implementations of processes and systems because sometimes they are a bit more complex and sometimes it's a bit more complex than what you expect the first time

(IW09) those are things that you just need to do, as they happen, the ones you can't predict
	Reactive change
	Nature of change

	(IW11) It can be reactive or it can be proactive but it's better when it can be proactive

(IW11) a lot of the times it has to be reactive because we realize a process isn't necessarily clear enough or needs to be changed to make it a more workable process for the people that are involved
	Reactive change
	Nature of change



Size of change:
	Within this code it has been grouped all the participant voices that expressed that the size of the change matters at the time of implementing change, or deciding upon the changes, or in the reactions of people. Often it is distinguished between the operational changes, and the structural or transformational changes. Many participants indicated that the big changes come from top while some small changes or operational changes can be dealt at lower levels.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  If it's an expansion it gets more tricky if we're having to reduce (it means here to reduce personnel).
	Size of change
	Nature of change

	(IW03) bigger changes like when we were taken from the sales team and put under commercial, that wasn't a discussion I was involved in
	Size of change
	Nature of change

	(IW04) if you change to a lot of individuals, it's frightening 

(IW04) a massive change

(IW04) depends on the change you're implementing

(IW04) company-wide policy

(IW04) it does depend on the obviously the level of change 

(IW04) If you're just changing the light on your desk from the left hand side to the right hand side, it doesn't make much discussion does it? If you're saying your desk is no longer going to be in that office, it's going to be in a different office, that's a totally different management structure and change

(IW04) some things are more readily acceptable and people will think that wasn't a change, but it was!

(IW04) the bigger the change the more resistance if you like.
	Size of change
	Nature of change

	(IW05) there's a whole host of different reasons that bring on change and dependent on the type of change

(IW05) Be it on a larger or greater extent will require different inputs from different departments and different management and staff.

(IW05) some of the bigger changes maybe be driven from Spain 

(IW05) In other cases we would be looking to do things on a UK basis
	Size of change
	Nature of change

	(IW07) it very much depends on the type of change. The scale of the change and sort of who needs to be involved and all that

(IW07) it is very much dependent on what the change piece is, as to kind of who's involved and how it works.

(IW07) If it's a massive piece of change and it's affecting everybody in one particular business

(IW07) it sort of depends on what the change is

(IW07) So they support it and then obviously there are lots of discussions between the CEO and them, and then he comes back and says: “right this is what they've agreed”. 

(IW07) big changes like that, when it comes to like a massive business strategy for the next five years, Spain very much like to know what's going on.
	Size of change
	Nature of change

	(IW08) We have had departmental changes

(IW08) they will have cost implication, time implication
	Size of change
	Nature of change

	(IW09) we know where we need to be every single year, between now and the end of 2030

(IW09) it's a big change

(IW09) if it's a small process, it's internal, then we can do it

(IW09) the bigger, the more complex one, because when you are bigger, Luis, you need to get more processes to make it more (coherent), because if not, you can start to have people doing A and for the same A, people doing C or, or Z in a different region or a different department

(IW09) slow pace is a killer in a company
	Size of change
	Nature of change

	(IW11) It would depend on the type of change that we're talking about

(IW11)
if it involves, for example, any systems that are linked with the factory, because we obviously have various different software systems that are linked with the factory, then it may involve the factory

(IW11)
a lot of the quality processes that we've got, there are processes in the UK, and so we have the flexibility and the capability to change them ourselves

(IW11) If we're talking about some particular wording to clarify a particular process because, through audits we work out that there's some ambiguity or there's some misunderstanding, then the simple goal when we're making those type of changes is to make sure that that ambiguity is removed and when we check again going forward

(IW11) if we're talking about the sort of more minor changes, then the audit process

(IW11) if those changes are more wider,

(IW11) It's very much dependent on what it is we're changing and who it is that the change is targeted for

(IW11) the process or the method of communication might be quite different for someone who may be office based, in a team in the office, to the method will be quite different if we were trying to communicate a change to 200 engineers that are working all over the country

(IW11) It really does depend on what the change is, the significance of the change, maybe the importance of the change to the particular person or the particular role

(IW11) a lot of these things can happen just almost in the background with people just being able to look at it and consider on, and other times it needs more discussion. And sometimes those discussions will find a way to the board into the board meeting itself before we'll make a decision

(IW11) Some small, some big, some barely need a discussion, just a notification to people and others that need to be discussed and considered at all levels including at board level
	Size of change
	Nature of change

	(IW13) I can make some small changes locally but generally there's discussion with HR or with the managing director

(IW13) if it is something small

(IW13) if it's something big and it means a big change to the plan then I'll certainly speak with my colleagues, you know, senior directors etc to get approval and discuss them between us before we go back and make any further decisions

(IW13) there can be really small changes like a trainee starting. A manager can deal with that for example

(IW13) I don't have to be involved with that but big structural changes or process changes I like to be involved
	Size of change
	Nature of change



Top-down change:
	This code groups interviewees expressing their view on the way the change is being managed from top down. Most of the participants within this code, voiced that the directives are coming from the upper echelons and are implemented through the chain of command. They refer to Headquarters or Spain to indicate the parent company that owns the UK subsidiary, and the board of directors to name the highest decision making on the subsidiary in UK. Participants also express their view or experiences on changes in a top-down approach.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) (Headquarters) in Spain instigate. And then they ask for each of the countries to come up with their idea of what that plan is for that country

(IW01) If our plan for five-year plan is accepted in Spain, then the directors for the board for (the subsidiary in UK) , will come up with the directives and the way to move forward

(IW01) it's done by our superiors, it's done by the the board. They will decide what we need to do to achieve our budget for the year, or plan for like two years ahead

(IW01) If you just say, right we're going to do this, from tomorrow we're going to do this. That's the wrong way to do it and you will get a negative reaction

(IW01) We need to be working this way.

(IW01) The company has decided this is what we're going to be doing

(IW01) And basically forcing the change, trying to force the change, and in the end it doesn't work
	Top-down change
	Nature of change

	(IW02) systems, products are imposed by the headquarters and processes are imposed by the local directors

(IW02) it is imposed by Spain

(IW02) we have the implementation of a new system. This part came from Spain and we had to adapt, and we had to try to adapt the system to the UK

(IW02) We need to improve, especially when this comes from headquarters

(IW02) I like analysing the changes, before proposing them.

(IW02) If the change is coming from our headquarter, or from the board of directors, as an example, of course these changes need to be implemented

(IW02) it's very important for the director to believe (on the changes), because you need to train people and communicate the changes within the team. 

(IW02) Some changes are made at board level or headquarters, and we need to implement them and try to understand those changes.
	Top-down change
	Nature of change

	(IW03) A lot of things just get implemented on myself

(IW03) I just get advice as, you know, that things need to change and that's the way we work

(IW03) I don't really get involved or get asked, for my opinion, when they're reviewing changes

(IW03) We're just following the company process, really, and don't really have any input on change on how that's done

(IW03) it always seems to come from a higher level

(IW03) it just got implemented on me and I was told that's where I'd be managed by that team

(IW03) I've not really been involved in discussions at high level when it comes to things like that but yeah that's normally sort of board level or directors making those decisions
	Top-down change
	Nature of change

	(IW04) whatever they're looking at and then decide for whatever reason that they need to implement change to achieve or to change direction

(IW04) If you just become a dictator and force it, you just say "well you don't need to know", then no (they do not understand or they do not accept it)

(IW04) it's a company-wide policy then clearly that policy has to come from the senior management team 

(IW04) you can't just implement change at a board level and then expect it to go down through the company without any hard work

(IW04) We're talking about Spain being the leader if you like, the understanding, the knowledge centre,
	Top-down change
	Nature of change

	(IW05) some of the bigger changes maybe be driven from Spain 

(IW05) those plans changes would be top down

(IW05) If it's a growth plan for example, then our leaders, our managing director would say this is what I want to achieve, this is when I want to achieve it by.

(IW05) that would be very much something that would be passed down to management, i.e myself to set about everything that's needed to put into place in terms of growing the team, and interviewing and recruiting the right people for the roles. 

(IW05) We can explain the reasons why, but ultimately they're not going to stop us from making those changes.
	Top-down change
	Nature of change

	(IW06) if it comes from headquarters

(IW06) you just have to put your manager's hat on and say, well, unfortunately, the customer is paying for this or the company has decided this and this is how we'll operate.

(IW06) you ask them to explain why they can't do it or why they can't make it part of their routine. 

(IW06) if you're telling me you don't want to do it because you just don't want to do it, that's not going to work.

(IW06) If it's come from Spain, it's a fantastic excuse for me. I'm not to blame!. I haven't decided to do this.

(IW06) This has come from HQ. Everyone's got to start doing it. 

(IW06) when something comes from higher up, I haven't been part of the decision making as a manager, it's really easy because I'm not to blame.

(IW06) Somebody has told me this needs to happen and I'm now filtering it out to my line, my employees that fall under me.
	Top-down change
	Nature of change

	(IW07) things like restructuring or acquisitions, things like that. And usually those sort of things are coming from the very top.

(IW07) the decision maker is usually, the MD is involved, and then it's whoever else is involved.

(IW07) My previous employer we were also Spanish owned, and actually we had a lot of control from Spain. They would tell us “your headcounts too high you need to reduce your headcount” and things like that.

(IW07) we do have a slightly different approach certainly to a lot of companies I've worked in before where the business goes above and beyond for people quite often. 

(IW07) at that point it was very much about they tell me what they want and I will then deliver it for them

(IW07) When it comes to dealing with sort of my subordinates, people that work directly for me, it's very much about making sure that they've got the tools and the understanding to do what they need to do. 

(IW07) the recent the five-year plans that we've launched this year, that is something that has had to go to Spain.

(IW07) So they support it and then obviously there are lots of discussions between the CEO and them, and then he comes back and says: “right this is what they've agreed”.
	Top-down change
	Nature of change

	(IW08) When it comes to departmental changes, more likely is coming from headquarters or superiors

(IW08) board directors, they reach to agreements on the board as to how the company should be looking like

(IW08) from there, there's a change that comes out

(IW08) once a company decides to go in one route, the company will go that way

(IW08) Once the decision is made and is communicated to you, you can only do it

(IW08) At the end of the day, he is a superior and he is asking me to do something and I will work to implement it

(IW08) we are doing things this way from now on and I expect them to follow

(IW08) we have had some changes recently on the organization and one of the reasons why is because our headquarters goals

(IW08) this is purely designed by a headquarters team with a team of consultants making a market research, knowing ourselves, knowing the competitors, knowing where everyone is, and based on that, creating some criteria to set a goal that is achievable, demanding but achievable
	Top-down change
	Nature of change

	(IW09) Being part of a bigger organization, we need to be aligned with the main goals of the whole organization

(IW09) we just need to be on the same page and the same track, the same path as we (the organization group name) and adjust the things we need to do to the reality of our company and the country that we are managing

(IW09) in the country, we need to do basically the same and deploying it to our companies

(IW09) the right conversations with those people, to understand what you expect, and what is their role in the full picture
	Top-down change
	Nature of change

	(IW10) I suppose they will be monitoring and taking the helicopter view of things

(IW10) we would normally be led primarily by the corporate headquarters

(IW10) there would be companies (subsidiaries) where the implementation or prior to the implementation the vision is set as to what the goal is in terms of what you want to achieve

(IW10) it's an organizational target where you want to change from one working process to another working process and generally it's to improve on existing systems that are there

(IW10) you're taking direction from the corporate headquarters and then you're trying to deliver that down through the chain of command, down through the managers, supervisors

(IW10) With the subordinates, if you like, certain supervisors managers it's more at a technical level trying to steer them through the process
	Top-down change
	Nature of change

	(IW11) it's up to us to bring those people along to make sure that they follow the changes that we're implementing as well

(IW11) from the proposal to the board as part of that process is the agreement on what the method of communication will be for that change

(IW11) in our process to change process it's agreed and decided who it is that's to deliver the message. Both who and how the message is to be delivered

(IW11) we have to make sure the message is clear and that the change is understood

(IW11) It could be because of culture, language, you know, we have a lot of different nationalities working for us, so when the message is being delivered on a local level then we need that local manager with the knowledge that he's got of his individual team members to be able to decide exactly how much or what further steps he needs to take to make sure that the message and the change is understood

(IW11) the agreement that's been reached by the board as to what's going to be changed

(IW11)We would be doing that from our our own point of view and we would of course be considering (our customers) and a lot of the changes that we make are being done to improve what we're doing with our customers
	Top-down change
	Nature of change

	(IW12) it is something that is discussed at a senior management level first and then is imposed on people

(IW12) Perhaps discussed in Spain and then through UK and then it's imposed on the people.

(IW12) I think it's a top down approach

(IW12) They want to understand the risk, they want to understand how we go to mitigate the risk, and they want to understand that the program is going to be delivered on time and as planned

(IW12) we are trying to change people's mindsets that have been one way for many many years and then within one month, or one week, we want to come there and say, hey guys! we are doing a presentation, this is the new change, blah blah blah, and then we want to convince them that it's good for them
	Top-down change
	Nature of change

	(IW13) you need to communicate with the head of the department so they're aware of what we're planning to do
	Top-down change
	Nature of change
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Outcomes of changes - Takeaways
	
	50
	100%

	
	Objectives of change
	27
	54.0%

	
	Other outcomes
	23
	46.0%


Table 09. Outcomes of change - Takeaways codes occurrence
	This theme “outcomes of change - takeaways” aimed to capture voices of the participants expressing their view on the reasons for the changes to happen in the companies or what other outcomes could happen as a consequence of the change initiatives.

	The next tables show the voices of the participants with the code meaning interpretation.

Objectives of change:
	Most of the participants expressed their view of the objective of the change, why the change was required in the company. Many perceived the change as part of the ingredient for the company to be successful, and to stay competitive in the market. In many occasions participants put examples of growth targets, or customer satisfaction targets. Other interviewees highlighted performance and efficiency.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  in order for the company to still be successful

(IW01) you have to put things in place to achieve that because we're doing 300 now but to do 500

(IW01) with the five-year plan you're always looking forward to build your business

(IW01) makes us better and our customers notice that

(IW01) We can find out information from IMS (computer systems) from SP (computer systems) without having to go to different departments to get that information, and therefore we can be more reactive to our customers, and we can plan better.
	Objectives of change
	Outcomes of change - takeaways

	(IW03) getting our work load completed within a timely manner

(IW03) it has benefited the company

(IW03) we're getting our work done in a timely manner

(IW03) to benefit the company long term

(IW03) anything that benefits the company overall,
	Objectives of change
	Outcomes of change - takeaways

	(IW08) we decided that the addressable market is much greater than what we are working with at the minute. Based on that, we have targeted some goals that we want to achieve to 2030
	Objectives of change
	Outcomes of change - takeaways

	(IW09) we just need to be on the same page and the same track, the same path as we (The organization group name) and adjust the things we need to do to the reality of our company and the country that we are managing

(IW09) what we think is about developing the company

(IW09) If one day, our girls (daughters), they won't work for (our company firm), it will be a better place than the one me and you are developing at the moment, that is the idea

(IW09) It's not improve a graph or a badge on our chest to say champion of the year on whatever

(IW09) it's all together, how are we going to make it a better place with sustainability to make sure that it's a good company for the next generations to work on?

(IW09) You don't need to change every day, because then you are sending the wrong message to the company

(IW09) You may not achieve exactly what you want to, but it's always a step forward
	Objectives of change
	Outcomes of change - takeaways

	(IW10) whether that's improved efficiency or a better product for the customer or a better service,

(IW10) Our organizations need to have the best systems to ensure productive and capable workforce are engaged in the overall organizational goals

(IW10) and a clear picture of what the overall end goal is
	Objectives of change
	Outcomes of change - takeaways

	(IW11) those either non-conformances or further opportunities for improvement are no longer identified because they've been resolved by the change in process
	Objectives of change
	Outcomes of change - takeaways

	(IW12) when we implement change management programs we do it because we want to improve the business in some way

(IW12) when most businesses do things for change they do it for the purpose of the company not the employee

(IW12) organizations we are supposed to be adaptive to what is happening in markets to ensure that we remain relevant and competitive
	Objectives of change
	Outcomes of change - takeaways

	(IW13) the end result is to keep the customer happy but also make money safely for the company

(IW13) make changes to make sure we keep the customers happy
	Objectives of change
	Outcomes of change - takeaways



Other outcomes:
	In this code, participants voiced some outcomes of the change processes that are not always desired, or planed, or they do not benefit the company. Changes can affect negatively to productivity, or turnover. Some participants indicate here the interconnectedness of the departments, and that some changes done in a part of the company to improve something, may affect negatively other parts of the company.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02) those changes may affect also our customers

(IW02) It could be a small mistake that won't affect much, but if it's a change of process that will affect people, that will affect our customers and it will need to be planned beforehand.

(IW02) We have some occasions where some people will not fit in some roles, but they have been in an excellent on different roles, because maybe, everybody's not done for every role, you know, so, that person may have a lot of qualities, so let's try to get those positive qualities instead of pushing on the negative side.

(IW02) you make changes, and say, how this affects the team?, how this affects the customer?

(IW02) you tend to only listen to the positive
	Other outcomes
	Outcomes of change - takeaways

	(IW03) we didn't make the change until we had some staff leave

(IW03) that can have an impact of things slowing down and productivity slows down

(IW03) you don't want to make changes and then things get worse with production or productivity with your staff
	Other outcomes
	Outcomes of change - takeaways

	(IW05) This means and demonstrates that company and or departments within a company are evolving, and growing

(IW05) This can present challenges but opportunities for individuals
	Other outcomes
	Outcomes of change - takeaways

	(IW07) You'll find people leave, you don't get what you're looking for out of the result of the change, and it could be a complete disaster.

(IW07) then start to have problems around retention
	Other outcomes
	Outcomes of change - takeaways

	(IW08) At the end, many of them left the organization

(IW08) One important thing here that we have mentioned before, and I think it's also key is the generational change. It's not the same the people that were employees that we have in the company that were born in 1960 or 1970 or people that we have employed that are born in year 2000

(IW08) these are only not process changes are employee changes, promotions, many, many things that are yet to come
	Other outcomes
	Outcomes of change - takeaways

	(IW09) we always know that someone will not be up to it and someone will leave the business

(IW09) whatever we do will not only impact that small part of what we want to improve, but, at least not to impact negatively on the other areas of the business

(IW09) he way our systems are, they are so linked between the different departments of the company, and one of the problems of our company, sometimes we don't understand the fact that one small part of a process that seems so small that people won't realize if it will ever have an impact somewhere else

(IW09) People don't understand what is the big impact to other parts of the business

(IW09) we still have situations where we don't understand the consequences of doing that thing on that way. And what does it mean to the other departments and the delays it may cause at the end of the day will be reflected with our customers

(IW09) You always learn something. Always improve something. You always get to know something about someone, a skill from someone that you are not aware of. You get really nice and positive vibes whenever it changes. 

(IW09) people, in our headquarters, they change roles every two, three years. And that has been, in my opinion, key to the success of our group. Because, you have a lot of competence and experience in different areas, not someone that always is been doing the same for the last 20 years

(IW09) He or she will need to learn, and then, at the end of the day, that person will be in a better shape to the next challenge in two or three years' time
	Other outcomes
	Outcomes of change - takeaways
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Reaction to change
	
	449
	100%

	
	Dealing negativity
	83
	18.5%

	
	Feelings towards change
	84
	18.7%

	
	more work - work load
	19
	4.2%

	
	Negativity and resistance
	79
	17.6%

	
	Negativity due personality/character
	25
	5.6%

	
	New starters
	4
	0.9%

	
	Personal benefit-loss
	38
	8.5%

	
	Personality
	49
	10.9%

	
	Positive reactions
	34
	7.6%

	
	Previous change experiences
	26
	5.8%

	
	Time to assimilate change
	8
	1.8%


Table 10. Reaction to change codes occurrence
	The “reaction to change” theme attempts to group all these experiences, feelings and views related to how people react to change, and what makes them reacting that way.

	The next tables show the voices of the participants with the code meaning interpretation.

Dealing negativity:

	Participants voiced their view on how to deal with negativity during the change process. They expressed their opinions and their experiences dealing with people that take the change negatively not being happy about the change and even resisting to it. Most of the interviewees advocate for discussing or explaining the change with the resistant people. In the most extreme cases, a change of role, or leaving the company are the options suggested. Some indicate that it is better to include the individuals that could be problematic in the change so they become part of it and they feel more positive.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  if it is negative then the way that I would manage that style I'd say okay then you tell me what you think we need to do. But go away and think about it because I've just given you this change now. You've not had a chance to think about it. Go away for the weekend have a think about it, and then come back and tell me what you think you need. They might not get it, but at least they've had time to think about the changes that we're bringing on. 

(IW01) our job, is to remove that sort of pressure

(IW01) if you remove that pressure you're more likely for it to work

(IW01) if you explain it straight away and not just try to implement it, then you're more likely to be successful in what you're trying to do.

(IW01) you need to listen to what they're saying

(IW01) If you explain it you're more likely to get a positive, and include them in it

(IW01) it could be that you explain it to them again, you try to take away the negative attitude, but at the end of the day it could be that you need to say no. We need to do this, otherwise, we need to involve HR

(IW01) explaining the benefits

(IW01) if they're really not dealing with that, then HR would need to say to them: “look we need you to do this, you're not doing that, we will give you a month to for example to change and work along with us. Otherwise we might need to give you a written warning, and just take them through that sort of process

(IW01) you could move them out and into another part of the company
	Dealing negativity
	Reaction to change

	(IW02) I think that these reactions can be managed in a positive way, if they are discussed with the team

(IW02) if you train the staff

(IW02) if you get ideas from the team on how can we improve

(IW02) these reactions, a lot more positive than negative if we're working with the team. 

(IW02) it's to make sure that the people can speak with the managers, the directors

(IW02) it is important when you make changes, you have a negative feedback

(IW02) it's important to analyse both positive and negative comments
	Dealing negativity
	Reaction to change

	(IW03) we didn't make the change until we had some staff leave

(IW03) If they feel like they need training because something's changing, it's just offering that support to the team and that makes things a little bit more positive

(IW03) I’d just have to have a one-to-one chat with them find out why they felt negative about the change and then try and explain to them why we were doing it

(IW03) once you may explain that to people they get a bit more positive about the change in the process

(IW03) They might come up with some good ideas that you haven't thought about
	Dealing negativity
	Reaction to change

	(IW04) Whether that be customers or employees, you need to explain why you're doing it, and what the goals are. 

(IW04) if people understand far more, the reasoning why we're making the change, then that would make more sense.

(IW04) Your problem is going to be the person who doesn't quite see why we're doing this, what we're trying to achieve.
	Dealing negativity
	Reaction to change

	(IW05) If there's any negativity anywhere then their influence and their colleagues having a positive attitude can can hopefully foster change within the team.

(IW05) by sitting down with individuals to further maybe clarify and explain the reasoning for this change. 

(IW05) Sometimes again this would be in a repetitive and possibly more forceful manner by reinforcing the message. 

(IW05) It may require some negotiation skills but you can change people's attitudes.

(IW05) sitting down on an individual basis and speaking to people individually, especially those that may be putting up a bit more resistance.

(IW05) it's important to identify and then invest time front end with the individuals that may be putting up barriers or resistance.

(IW05) So identify and invest time front end with the individuals.
	Dealing negativity
	Reaction to change

	(IW06) The people who are not on board, you need to sit down and have a conversation.

(IW06) that will be when either, yes, they give you a good reason why they can't do it or they just sit there and look a bit silly and then they sort of realize that they are being a bit silly and they just get on with it.

(IW06) it's definitely about having a conversation and not getting frustrated or upset, just keeping everything calm and just having a conversation really.

(IW06) You can invite if you know who your problem staff or people who are going to be resistant to any alterations, you can invite them in for a chat before you do it. 

(IW06) you say we're doing this, we want your opinion.

(IW06) We say we need to do this, we want your opinion on how best to implement it the field. And that we generally find works on bringing resistant staff on board if you make them feel part of the project or the alteration you're doing. 

(IW06) You'll probably give them a phone call and say, this is why we're doing it,

(IW06) for instance, we're recording all the technical information on our lifts now via an application. And you say to the engineers this: “if you fill this incorrectly, when we want to sell them a new lift, we've got all the information already, and then I'm not asking you to go back and take lots of photos and things like that”.
	Dealing negativity
	Reaction to change

	(IW07) It's really important that they're on board from the beginning because if you have somebody in that senior team who is resistant to it and not supportive, they're going to be a problem because they're going to bring the negativity to it all.

(IW07) If people in the workforce are feeling negative that's then going to spread and they're going to share those feelings, and unfortunately in this current world we live in, you know, social media things like that, there's danger that people are going to start posting stuff sharing information online being very negative about the company. 

(IW07) you have to have that conversation to make sure that they try to understand it's nothing to do with them, this is the business decision.

(IW07) you have to try and address any negativity that's coming across because that's a common one.

(IW07) But otherwise, you just have to carry on and manage those people the best you can.
	Dealing negativity
	Reaction to change

	(IW08) if that particular employee is not happy or accommodating to the new process, then the decision might be just to replace that employee by someone that is aligned with the company goal

(IW08) if we are designing a strategy and a change comes out from that strategy to achieve that goal and there's a person resisting to do the change that doesn't allow the company to progress or a group of persons that don't allow the company to progress. Whilst I wouldn't take any immediate action and I wouldn't fire them straight away, but those will be the people that I will be looking to replace in the mid long term as soon as possible. 

(IW08) in my past experience that person probably is not, most of the ones that come to my mind, they are no longer employed by us

(IW08) if someone is not able to adapt to that, more likely themselves are the ones that are going to leave the project
	Dealing negativity
	Reaction to change

	(IW09) we know that likely that some people will not be up to it and we need to be prepared for that

(IW09) If the leader makes people involved, and if the leader makes them participate, and takes their opinion, and gives them the right attitude, I don't know how many times more likely that you'll have people with the right attitude, because they trust the leader, and you'll make the changes of happening, because they, they trust the process
	Dealing negativity
	Reaction to change

	(IW10) this system works!, why do we have to change? But I think that can be overcome by say training and creating or providing the vision of what it's wanted to achieve

(IW10) speaking to people individually

(IW10) it would have to be closely managed and you'd have to micromanage that until either you got a resolution or you may end up on a disciplinary route

(IW10) that might be a reason why they might question the change, so if you can make it as smooth as possible I think that helps
	Dealing negativity
	Reaction to change

	(IW11) Trying to change the behaviour of the people can be the most difficult thing

(IW11) changing the behaviour of the individuals can sometimes be the most challenging thing

(IW11) it's up to us to bring those people along to make sure that they follow the changes that we're implementing as well

(IW11) If we're getting resistance or if we're struggling to implement a change in a certain area or in a certain team or with a certain person then depending on which one of those scenarios it might be then we might need to do some further training we might need to do some further meetings and further discussions be them with it on a team basis or one-to-one just to really emphasize or create a better understanding or maybe better explain some of the reasons behind it, to then ensure that people do follow what it is that we're looking to do in a different way

(IW11) where we have people that may be for whatever reason not quite so adaptable or not quite so open to change then we need to make sure as an organization that we recognize where we have those examples and then work maybe in a different way to bring those people along as well
	Dealing negativity
	Reaction to change

	(IW12) where we identify that there might be some guys that are going to be resistant I think we should address them face to face personally before the program (start), and sit down and have some discussion

(IW12) There might be some people that might be  negatively affected and we need to acknowledge that, and we need to understand that, and we need to find solutions of how to best deal with that as human beings

(IW12) You need to understand the team that you are working with and find ways to tailor how you deal with different people, because in my opinion everybody is different it's not one approach to everybody

(IW12) we understand that it's going to give you more work we understand it, we know it. Let’s see how we can make that more work easier to handle rather than trying to convince people

(IW12) people have the right to be happy

(IW12) We could be saying hey we know you don't like this maybe you'd want to consider a role in another department

(IW12) Maybe you want to go to Scotland, and if the company values that employee's skill then you don't want to lose it
	Dealing negativity
	Reaction to change

	(IW13) some people will say, do you think it will work? and they'll still ask you why do we need to do it? So you have to explain it again

(IW13) The reactions can be fear, they can be intimidated, and we need to be very conscious that it's people's livelihoods, it's their careers that we're talking about, so we need to spend that time plan and be clear to them what we are after

(IW13) Encourage people to give their ideas, make them feel part of the change , that's a way to reduce bad reactions and install confidence that what we're doing is for the benefit of everybody

(IW13) the negatives, as I said at the start, you need to have the plan but you also need a backup plan for the people who may not like to be moved into a different position or their role may change

(IW13) you have to be prepared for that as well, and that has to be part of the plan, and part of not so much the strategy but you need to be aware that we may lose some people here

(IW13) the first thing is to be aware that you may have a negative contribution or people who don't want to change. You have to spend a bit more time with them

(IW13) You won't do it all in one meeting but is to take a note of their concerns tell them you'll come back and speak with them

(IW13) then we go away and see what are the concerns, what impact will it have on the project, on the changes, and then go back and speak to them and explain again why we're making the changes, and how we can help them individually

(IW13) the negative people what is making them negative? and you may need some debates where they think this won't work

(IW13) we need to go back our planning and say well here's the research we did, here's what we looked at the planning stage and this is showing us that this will work

(IW13) We need to look at, and come back and explain why we're making the changes and listen some of these negative comment

(IW13) there's other occasions where you may need to make a change because somebody's not performing well, you may have HR involved, you may be working through this process

(IW13) be prepared for: I don't like that!, we don't like that!, we're not doing that!.

(IW13) Worst case scenario, what you're going to have to do? be ready for that as well

(IW13) It's great to come out there with everyone happy and smiling and a happy customer and more profit and more sales but there's usually a few hurdles along the way so that's what you always have to be careful for and look out for.

(IW13) be prepared for the people to be upset
	Dealing negativity
	Reaction to change




Feelings towards change:
	Participants voiced their feelings or express how other people feel towards the change process. There are a range of feelings, some positives and some other negatives. In the positives, one participant felt security in his future on the company due to the company making the right changes. Some others may see the changes with positive feelings as this could give them opportunities to grow in their career. On the negative feelings, participants indicated fear of losing their jobs or changing their job status, some feel anxiety, insecurity, uncertainty, some could be unhappy, or they might be frightened. Many participants expressed a feeling of scepticism or negativity. As a result of the negative feelings, some people can just comply with their work, or they can feel angry or upset and end up leaving the company. Some participants voiced that people can feel shocked especially at the moment of announcing the change.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) the company looks for five years strategic plan because they're looking forward, they're looking to develop, and it makes me feel safe in my job

(IW01) it gives me confidence that (my company) is forward thinking

(IW01) if we get better then I feel safe in my employment

(IW01) job security

(IW01) (my company) does five-year plans and they are serious about them, and that gives me job security
	Feelings towards change
	Reaction to change

	(IW02) fear of losing a job

(IW02) they feel anxiety

(IW02) a change of role, or a change of process, this could create anxiety

(IW02) you feel that you are not ready
	Feelings towards change
	Reaction to change

	(IW03) we have to adapt to the changes

(IW03) if I did feel there was a reason to change the process, then I'd like to feel that (Superior name) or someone in a higher level would be willing to listen to my views on that

(IW03) it puts some people outside their comfort zone when you start making changes

(IW03) Some people just find comfort in the way they've always worked

(IW03) people tend to just maybe dig their heels in, cause issues, complain
	Feelings towards change
	Reaction to change

	(IW04) it's frightening 

(IW04) you've scared your workforce

(IW04) But their initial reaction will be. Oh! the change is going to affect my life!

(IW04) there's always some scepticism about why?

(IW04) half full jar people will always say: oh! it's because they're trying to reduce my wage, or sack me, or make me redundant or make me work harder.

(IW04) they're trying to reduce my wage

(IW04) And your people that are you know on the other side will go: oh yeah! you know we know why they're doing it this will make it better.

(IW04) people are very wary of change

(IW04) they always see the negative rather than the positive,

(IW04) people get to know things that they make up

(IW04) seemed really really difficult and I would never get my head around it

(IW04) change scares people

(IW04) at the time, I think there were a lot of people that were very confused

(IW04) We are personally not understanding what you're trying to show us because there's too much, if you like white noise or interference. 

(IW04) Most change at some point in the change affects employees
	Feelings towards change
	Reaction to change

	(IW05) there could be a negative perception from certain employees for example when things do not go according to the plans employees can blame the management for wanting to bring about the changes in the first place
	Feelings towards change
	Reaction to change

	(IW06) is something that's quite painful to to sell to the guys

(IW06) you get one person who says, yeah, not problem, I'll do that. And then you've got one person who turns around and says that's not my job

(IW06) I don't like if somebody tells me to do something sort of out of the way without a reason of why I'm doing it.

(IW06) We all want to know why we're doing something.
	Feelings towards change
	Reaction to change

	(IW07) workforce that's very disengaged

(IW07) they're then sitting in this world of fear for the next year or two waiting and actually probably they'll go and find another job 

(IW07) if you were doing a restructuring for example when you have some redundancies you might find people that you don't want to leave that are suddenly looking to leave. 

(IW07) they seem really unhappy at work

(IW07) it's really hard to predict how people will react

(IW07) Usually you'll get people they're shocked to hear of a change

(IW07) they might get angry

(IW07) they might get very upset

(IW07) You'll quite often get people get quite emotional

(IW07) People can take change very personally, they think it's an attack on their character and their performance

(IW07) you do get people who see it as an opportunity.

(IW07) They can be quite positive, particularly if it means a new role for them

(IW07) if there's an opportunity of redundancy sometimes they'll say absolutely I'll put my hand up and take that if it's available.

(IW07) people don't feel that they know what's going on.
	Feelings towards change
	Reaction to change

	(IW08) he's not happy to change

(IW08) he's not comfortable

(IW08) he doesn't want to come out from it and he doesn't want to find a new way of doing things

(IW08) The people that they don't like the change so much normally takes this as a negative thing and perhaps even consider leaving the company themselves

(IW08) you might have people that, yes, they don't care, they are okay with whatever the tasks that they have to do in the day and if they change it is okay

(IW08) generally speaking, people will always lean towards one or the other

(IW08) you might fall into the positive or the negative category

(IW08) a few people that already weren't happy with how things were happening
	Feelings towards change
	Reaction to change

	(IW09) I had one boss one day that told me, the worst thing to do is not to decide. It's better to decide wrong than not to decide, which is true

(IW09) When you do changes, the big thing is there are always people that they don't like changes

(IW09) There is a shock at the beginning

(IW09) Everything comes with a shock

(IW09) he is still in the shock mode

(IW09) Shock is one of the reactions, and then the other one is people may feel that they are not ready for the challenge

(IW09) are you sure? How are we going to do it? You know, it's like, oh, how are we going to do it?

(IW09) we'll do it. And we'll do it together. You know what I mean? Yes, we'll do it, we'll do it together

(IW09) someone will say that he's not happy

(IW09) people just get accommodated

(IW09) we need to get to the point that we are actually not comfortable to make the change

(IW09) you move someone from doing that job on a nice way for the last three years, you move to another one that is not, or she's not used to do that
	Feelings towards change
	Reaction to change

	(IW10) people can be upset (by changing) the traditional model

(IW10) people might be afraid to speak up

(IW10) They might feel more satisfaction with being able to achieve more and it will be a bit easier to meet their targets

(IW10) Some people if in group situations they might be afraid to ask questions or they might just keep going even though they might have some uncertainty
	Feelings towards change
	Reaction to change

	(IW12) People feel insecure because they are not too sure how this change affects them personally first

(IW12) when people are insecure they cannot give up their best in my opinion

(IW12) It's people are like, okay, why are we doing this? what are we doing it for? how is it going to fit my job? afterwards am I going to have a job still?

(IW12) people will react with worry

(IW12) Some people might be in shock

(IW12) I think sometimes we have to also accept that some people may not like the change and they may want to leave
	Feelings towards change
	Reaction to change

	(IW13) you always think this guy or this person will love that position or love this role and it turns out, oh my god they hate it, they're ready to leave

(IW13) people are always probably intimidated and quite scared of their jobs

(IW13) Some people feel they may lose their job

(IW13) The reactions can be fear, they can be intimidated

(IW13) They're happy to be involved but they don't think it will work for example

(IW13) I've been involved in it personally changing my role. I'm always open to it and it's always for the bigger picture
	Feelings towards change
	Reaction to change



More work – work load:

	Some interviewees expressed concerns about the changes and the implications to their work life style as a consequence of the change programme. These changes may imply more work, less time to do thing, or more pressure or stress on the job to be completed.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02) is this going to affect my job? 

(IW02)  more job to do, less time to do it
	More work - work load
	Reaction to change

	(IW03) How will it have an impact on the day-to-day working of individuals?

(IW03) We've got commitments with the customers to get details out within a certain time period

(IW03) it would be better for the department and for the company for us to organise the workload that it was not regionalised

(IW03) work on a job wherever it was in the country based on their current workload and capacity to take on the work rather than having them just work in a particular region

(IW03) make sure that we're keeping systems updated
	More work - work load
	Reaction to change

	(IW04) they're going to have to work five times harder

(IW04) make me work harder.
	More work - work load
	Reaction to change

	(IW06) They're not there to tell me all of the details about the lifts. They're not there to talk to the house manager. They're not there to use the customer portal to sign on and off of jobs.

(IW06) The administration side of things, 

(IW06) if we're giving them a new application to use, it's not going to affect me that much, apart from I might need to once a week check who's using it, check who's not using it.

(IW06) other changes we implement where we ask engineers to provide information on the installation.

(IW06) there's not really any positive, Oh!, we're not seeing a drop of call outs!. It's just information that's built up there.
	More work - work load
	Reaction to change

	(IW07) They are prepared to give up time for the process because that's what's really important, you have to give time to these individuals.
	More work - work load
	Reaction to change

	(IW08) they will accept it negatively because it affects their routine
	More work - work load
	Reaction to change

	(IW12) are you possibly giving me more work? how am I going to cope?

(IW12) we understand that it's going to give you more work we understand it

(IW12) they were trying to learn how to do different things in Excel at the same time they were trying to do the work and it caused us some problems
	More work - work load
	Reaction to change



Negativity and resistance:
	Participants voiced their opinions and experiences on the negativity and resistance when changes are implemented. In many cases this is expressed questioning the reasoning behind the change, questioning why to change the current status. Some interviewees expressed their view on how this negativity can be avoided giving examples of what not to do. Many participants expressed that imposing the change without giving a proper explanation of why this is required would trigger the negativity and resistance. Some of the interviewees indicated that some negative comments can be taken on board as these could be good critics of things overlooked, or not taken into account originally.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) If you just say, right we're going to do this, from tomorrow we're going to do this. That's the wrong way to do it and you will get a negative reaction

(IW01) there could be something that you've not considered, and that could stop us from achieving what we want

(IW01) if you want a negative response you just have a meeting you just say right we're going to do this, this, and this. Go away and do it. Then you'll get negative.

(IW01) it could be that you explain it to them again, you try to take away the negative attitude, but at the end of the day it could be that you need to say no. We need to do this, otherwise, we need to involve HR

(IW01) if they don't, then ultimately you have to work them out of the business

(IW01) HR could say to them right okay you're not working out in installation at here, but you've got an NVQ3 and service have got an option for a service engineer

(IW01) providing that the person is a person that you'd like to keep, then keeping them in another part of the company is good as well. 

(IW01) the companies that we bring in, that's where you see people not coping with change

(IW01) When (a company name) were merged with (my company), a lot of them fought the change.

(IW01) They didn't want to use (compay) systems, they were dead against it.

(IW01) in the end the high level people who couldn't deal with that change, they left.
	Negativity and resistance
	Reaction to change

	(IW02)  the changes affect people, customers, or employees, and there is always, I mean depends on the person, but there could be a resistance to change.

(IW02) Resistance of a person that has been 20 years in the company, and why now? why now should I change this?

(IW02) We're in the comfort zone,

(IW02) first maybe resistance

(IW02) why do we need to do these changes?.

(IW02) I think probably (the first reaction) is the resistance.

(IW02) is this going to affect my job? 

(IW02) and also even for the negative feedback as you can get ideas.

(IW02) it's important to analyse both positive and negative comments

(IW02) The negative comments are opportunities to improve.

(IW02) I think that I really like to have positive and negative comments, because you tend to only listen to the positive, this is good, but what about people that now feel that they have more pressure? So, I think it's important to analyse both positive and negative comments. 

(IW02) You learn more from the negative comments than from the positive comments.
	Negativity and resistance
	Reaction to change

	(IW03) if someone's just told, oh! we're doing this and this is how we're working, that's I think where you get a bit of a negative feedback from people

(IW03) that can have an impact of things slowing down and productivity slows down

(IW03) you don't want to make changes and then things get worse with production or productivity with your staff
	Negativity and resistance
	Reaction to change

	(IW04) people don't always accept change in the way that it's meant.

(IW04) the biggest issue with change is the people that you are aiming the change at

(IW04) But their initial reaction will be. Oh! the change is going to affect my life!

(IW04) people get to know things that they make up

(IW04) There were there were lots of negative comments from that because people were so used to doing what they were doing 

(IW04) they didn't like the change 

(IW04) I think there were people that were totally against the system, 

(IW04) We said "guys we are not joining these sessions any more because they do not work"

(IW04) the bigger the change the more resistance if you like.
	Negativity and resistance
	Reaction to change

	(IW05) You only need one person in a team that's not pulling their weight or not rowing in the same direction that can cause things to be unsettled.
	Negativity and resistance
	Reaction to change

	(IW06) you've got one person who turns around and says that's not my job

(IW06) just “go and do it because that's what I want you to do”, and people don't like that.
	Negativity and resistance
	Reaction to change

	(IW07) if it goes wrong with the people you end up in a real problem because you suddenly end up with a workforce that's very disengaged.

(IW07) You'll find people leave

(IW07) If people in the workforce are feeling negative that's then going to spread 

(IW07) And then I've had people crying in the corner and throwing furniture
	Negativity and resistance
	Reaction to change

	(IW08) The people that they don't like the change so much normally takes this as a negative thing and perhaps even consider leaving the company themselves

(IW08) They will either accept it positively and seen as an improvement or they will accept it negatively because it affects their routine and they don't want to do nothing different from what they have been doing

(IW08) if we are designing a strategy and a change comes out from that strategy to achieve that goal and there's a person resisting to do the change that doesn't allow the company to progress or a group of persons that don't allow the company to progress. Whilst I wouldn't take any immediate action and I wouldn't fire them straight away, but those will be the people that I will be looking to replace in the mid long term as soon as possible. 

(IW08) We didn't decide to stop their employment. They decided to leave because they couldn't adapt to the new change
	Negativity and resistance
	Reaction to change

	(IW09) we always know that someone will not be up to it and someone will leave the business

(IW09) we know that likely that some people will not be up to it and we need to be prepared for that

(IW09) in every single company, one of the killers is that, “yeah, but we used to do it like that”

(IW09) the biggest resistance is like, I need to change the way I need to work

(IW09) I need to change “the way I need to think about the things”

(IW09) people just don't get out of their box and they struggle, to the next stages

(IW09) someone will leave, someone will say that he's not happy
	Negativity and resistance
	Reaction to change

	(IW10) people can be upset (by changing) the traditional model

(IW10) The areas where you get the most resistance would be from the people

(IW10) this system works!, why do we have to change?

(IW10) the old way was better! why do we have to change?

(IW10) it's not going to work any better!, or just general resistance to change

(IW10) Negative reaction might be observed if it takes some time to see the benefit of the change or if the training was insufficient and people are finding it difficult to operate according to the new systems

(IW10) there’s always going to be people that will try to make the new change fail

(IW10) they might refuse to adapt, or make it difficult for management 

(IW10) try to create a toxic atmosphere within the organization
	Negativity and resistance
	Reaction to change

	(IW11) if you you're trying to influence a change in behaviour of 200 people or a change in process of 200 people, then a large percentage will start acting differently or start following that change immediately

(IW11) that's not the way it's been done before!, and maybe they don't see the bigger picture
	Negativity and resistance
	Reaction to change

	(IW12) there will be some people will be resistant to the change. so you'll get resistance

(IW12) the people that are not happy about it there will be some of them that will just do their jobs and okay, I'm not happy but I have to do my job, so I'm going to do it anyway

(IW12) there are going to be some that are going to be sometimes probably destructive. Destructive in a way that they may spread some bad rumours, and they may be making some bad thoughts in other people's mind which may affect the team

(IW12) if one bad guy (one that is not happy with the change) is saying to the other guy, hey if you're going to do this then when they finish with it you are not going to have a job after that, do you know that?. Hey! whoa hang on! this guy is telling me this, so why must I do this?

(IW12) why is it so important that we have to do this?
	Negativity and resistance
	Reaction to change

	(IW13) I've been doing this for 10 years 15 years, why do I need to change to do it in a certain way?

(IW13) some people will say, do you think it will work? and they'll still ask you why do we need to do it?

(IW13) why?

(IW13) what does it mean to me personally?

(IW13) how is it going to impact people?

(IW13) people who may not like to be moved into a different position or their role may change

(IW13) unfortunately, the more people that you're changing some don't like it, and some will leave the business

(IW13) I know they can take bad reactions to change

(IW13) Why are they doing it?

(IW13) I don't like that!, we don't like that!, we're not doing that!.
	Negativity and resistance
	Reaction to change






Negativity due personality / character:
	Participants expressed that people have different attitudes towards the change that are somehow predictable by the nature of the individuals. Many interviewees indicate that you can anticipate the negative reaction by knowing the people you work with.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  you can have a negative response from some people who are very close-minded

(IW01)  It depends on the individual
	Negativity due personality / character
	Reaction to change

	(IW02)  the changes affect people, customers, or employees, and there is always, I mean depends on the person, but there could be a resistance to change.

(IW02)  Resistance of a person that has been 20 years in the company, and why now? why now should I change this?

(IW02)  there is always a resistance of people

(IW02)  We're in the comfort zone,
	
	

	(IW04) people are very wary of change
	
	

	(IW05) you're gonna get different feedback, different acceptance from different people. 

(IW05) People by their very nature do not like change
	
	

	(IW06) it's actually the guys who aren’t doing it are the ones that, you know, are difficult to get into alterations or changes.

(IW06) engineers that are resistant to alteration are the more senior engineers. They've been here longer.
	
	

	(IW08) people that has been for a longer time in the organization, that they got used to one way of work, one routine every day, and then to change that, it might be a difficulty
	
	

	(IW09) there are always people that they don't like changes

(IW09) there's a part that is inside the person, we know that there are people that they are and they will be moaners all of their life

(IW09) We know that there's 5% of people that whatever you do it will be wrong

(IW09) there are all these people that they don't like change
	
	

	(IW10) I would say that people don't like change

(IW10) people don't like change, not all people but quite a lot of people
	
	

	(IW11) other people who could be resistant to change of any sort at any time because their nature is that

(IW11) where we have people that may be for whatever reason not quite so adaptable or not quite so open to change then we need to make sure as an organization that we recognize where we have those examples
	
	

	(IW12) I think the biggest challenge comes in people's personal security

(IW12) there will be some people will be resistant to the change, so you'll get resistance

(IW12) some people may not like the change
	
	

	(IW13) others just don't like change

(IW13) people who don't want to change
	
	



New starters:
	One of the participants mentioned about the new starters, and indicating that changes were carried out when new people started the job.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW03) new staff that I've got now didn't really, or hadn't worked the previous way

(IW03) we only made the changes when we've had a group of new starters

(IW03) I haven't really got anyone in my team that was working in the old manner

(IW03) We only made these changes really when we had new staff. It just seemed a good time to do that change
	New starters
	Reaction to change



Personal benefit-loss:
	Interviewees voiced in the expressions classed under this code their concern about their future, whether they will be in a better or a worse position in the work. In some cases, it is expressed as an uncertainty to lose their jobs or get worse in their work. In other cases, it is seen as an opportunity to improve their position.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02)  is this going to affect my job?
	Personal benefit-loss
	Reaction to change

	(IW03) I didn't really have an opinion on it to be fair it didn't really change my position so as far as I was concerned I've just had a new manager
	Personal benefit-loss
	Reaction to change

	(IW04) if you're not careful, you don't achieve what you want to achieve because you've scared your workforce into thinking they're all going to be made redundant or they're going to have to work five times harder or whatever. 

(IW04) made redundant

(IW04) oh we're going to be out of work

(IW04) You might need someone who was a a clerk to become a supervisor or a team leader or a mentor to those people.

(IW04) they could actually get a better career out of the change. 

(IW04) I'm not going to be in a job!

(IW04) they're trying to reduce my wage

(IW04) make me redundant

(IW04) make me work harder.

(IW04) it affects people's careers
	Personal benefit-loss
	Reaction to change

	(IW05) This can present challenges but opportunities for individuals to step up and be seen as wanting to take on more responsibilities and enhance their own standing or roles within the business.

(IW05) this can present opportunities to these people in the business as well.

(IW05) This is where we see in reality people who want to be heard, to be part of a process, to want to be part of a change process, can be the leaders of the future Luis.
	Personal benefit-loss
	Reaction to change

	(IW06) It's like turning up for work. You turn up for work to get paid.
	Personal benefit-loss
	Reaction to change

	(IW07) that obviously impacts people and their roles that could be a big change
	Personal benefit-loss
	Reaction to change

	(IW08) they will accept it negatively because it affects their routine
	Personal benefit-loss
	Reaction to change

	(IW09) we all have our needs and our struggles on a daily basis

(IW09) if you are growing, you'll create opportunities to people and you'll create more jobs and more roles

(IW09) you'll have people that, if they feel that they are not having the same opportunities as other people as well
	Personal benefit-loss
	Reaction to change

	(IW12) I think the biggest challenge comes in people's personal security

(IW12) People feel insecure because they are not too sure how this change affects them personally first

(IW12) That's like one and one with that person only because it may be it affects their jobs their role specifically

(IW12) how is it going to fit my job?

(IW12) afterwards am I going to have a job still?

(IW12) we need to share with people the impact that this change can possibly have on their work and indirectly their lives

(IW12) But that change doesn't necessarily mean that it will benefit their employee

(IW12) when most businesses do things for change they do it for the purpose of the company not the employee

(IW12) if you can demonstrate that if the company is going to change then there can be some benefit for the employee and this is the benefit. If it should not going to benefit the employee then you also need to be transparent about this

(IW12) sometimes we may be taking two roles and putting it to one and that guy might feel that he might have no work
	Personal benefit-loss
	Reaction to change

	(IW13) sometimes you have to change somebody's existing role and that's a difficult or can be a difficult thing to deal with

(IW13) quite scared of their jobs

(IW13) Some people feel they may lose their job

(IW13) what does it mean to me personally?

(IW13) how is it going to impact people?

(IW13) it's people's livelihoods, it's their careers that we're talking about

(IW13) what does it mean for me?
	Personal benefit-loss
	Reaction to change



Personality:
	Participants covered by this code express their opinion about personality of the people involved in the change, or their own personality or character.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW02) I think I am a very proactive person, that wants to always improve

(IW02) self-critical
	Personality
	Reaction to change

	(IW03) Some people just find comfort in the way they've always worked

(IW03) once you start trying to make a change it's sort of you can get some people react a little bit negatively to the change

(IW03) people tend to just maybe dig their heels in, cause issues, complain

(IW03) I've always had quite a positive attitude about change to be fair.

(IW03) I just go with it and I take change on board and I'll just work with it. I don't get negative about changes
	Personality
	Reaction to change

	(IW04) I always tried to ensure that the people understood why we needed to do it

(IW04) what people do, they make stories up
	Personality
	Reaction to change

	(IW05) We're dealing with people and in that respect then you're gonna have optimistic and pessimistic people who perceive things somewhat differently.

(IW05) you're gonna get different feedback, different acceptance from different people. 

(IW05) I believe that more open-minded positive people would accept that this is a good thing

(IW05) This is important that we try and ask people and expect people to maybe look at a more holistic view on not just their own position or their own department but maybe a wider company advantage of getting on board with that attitude, with the right attitude.

(IW05) It's part of human psychology. It may require some negotiation skills but you can change people's attitudes.

(IW05) there's a lot of psychology involved in what we do in our sales roles

(IW05) I think the one thing that is consistent here Luis, is demonstrating a “can do, will do attitude”
	Personality
	Reaction to change

	(IW06) they want to fix lifts. That's what they do, that's what they enjoy.

(IW06) it all depends for me on the engineer that you're asking to do it.

(IW06) It comes down to the person sometimes and also what you're asking them to do. 

(IW06) if you know who your, problem staff or people who are going to be resistant 

(IW06) engineers that are resistant to alteration are the more senior engineers. They've been here longer. 

(IW06) you know which ones you can ask to go and do a job and not problem, “I'll crack on, I'll do that”. And, you know, the other ones that will turn around and give you five reasons why they can't do that.

(IW06) People are far more willing to alter the way they work or accept changes if they know why.
	Personality
	Reaction to change

	(IW07) Some people they don't ever think about leaving until the opportunity is kind of given to them.

(IW07) You can think about individuals and their characters and how you might need to manage them

(IW07) There are people that are willing to listen and help as much as possible
	Personality
	Reaction to change

	(IW08) I think it's mainly two types of profile

(IW08) A lot of people will see it as an opportunity

(IW08) Another type of person would be the one that has been doing the role for a certain amount of time, he's not happy to change, he's not comfortable, and he doesn't want to come out from it and he doesn't want to find a new way of doing things

(IW08) people that has been for a longer time in the organization, that they got used to one way of work, one routine every day, and then to change that, it might be a difficulty

(IW08) The people that they don't like the change

(IW08) you might have people that, yes, they don't care

(IW08) generally speaking, people will always lean towards one or the other

(IW08) I think once someone has made up his mind that a change is negative, it's very difficult to bring into the positive mindset.

(IW08) I haven't seen a person changing from a negative opinion to a positive opinion
	Personality
	Reaction to change

	(IW09) there are always people that they don't like changes

(IW09) we are all people at the end of the day and we all have our needs and our struggles on a daily basis

(IW09) people just get used to the things as they are. And when it comes to change, there's always a reaction

(IW09) the most important one is the profile of the people

(IW09) sometimes you have people that are selfish, and they don't think about the bigger picture
	Personality
	Reaction to change

	(IW10) there’s always going to be people that will try to make the new change fail
	Personality
	Reaction to change

	(IW11) we need the people of the right mindset there to be open to change

(IW11) we need people that are open to change
	Personality
	Reaction to change

	(IW12) You understand that that person may be not that strong in this part and that person is the guy that is always making noise, who is asking the tough questions

(IW12) The other person who is the quiet one, who prefers to receive an email and so on.

(IW12) Maybe Luis doesn't want to talk in the meeting he's shy, he doesn't want to say a lot and you might get more out of him if you have a one-on-one

(IW12) If you're having a cup of coffee, hello, you know we're going to do this, what do you think about it? what's your thoughts? and he may speak then! But in the team he will not say anything
	Personality
	Reaction to change

	(IW13) We're used to dealing with change

(IW13) I generally get involved as much as I possibly can
	Personality
	Reaction to change



Positive reactions:
	Participants voiced positive reactions, or enhance the positive side of change processes. Most of the participants expressed that it is needed to face the change with positive attitude, and that this positive attitude could bring benefits to the change such as quicker implementations, or better change experience. Some interviewees indicated that the participation, and involvement in the project of change at earlier stages can foster positive reactions.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) when (our company) takes over new companies for example, then that's change and most people in (our company) see that change for good
	Positive reactions
	Reaction to change

	(IW02)  I think it's important to work with the team to take the positive

(IW02)  it's important to analyse both positive and negative comments

(IW02)  it's important to analyse always in a positive way the changes.
	Positive reactions
	Reaction to change

	(IW03) if they react to it positively then that's good because it hopefully will improve your goal that you want to achieve
	Positive reactions
	Reaction to change

	(IW04) we know why they're doing it this will make it better.
	Positive reactions
	Reaction to change

	(IW05) I believe that more open-minded positive people would accept that this is a good thing and get on board with fostering a can do will do type attitude towards the change looking not from just their own individual perspective but hopefully having the capacity to be able to look at it from a wider company point of view.

(IW05) So positivity accepting this is what we're doing, this is how we plan to implement these changes, so it's a “can do, will do” positive attitude on all levels.
	Positive reactions
	Reaction to change

	(IW06) you get one person who says, yeah, not problem 

(IW06) the guys that are on board straight away or staff that are on board straight away, that's easy. You just say thank you very much and, see you soon
	Positive reactions
	Reaction to change

	(IW07) I've had people ranging from being happy about it and skipping out the door with money in their pocket and they're fine

(IW07) if people are happy then that certainly makes the change process much easier and you can usually get through things a lot quicker and it's much simple and it's a much more pleasant experience.
	Positive reactions
	Reaction to change

	(IW08) A lot of people will see it as an opportunity

(IW08) normally the person that has been engaged on the change of the process and they have been able to participate on it and they have been able to give a bit of feedback, they are motivated towards the new process implementation

(IW08) They will either accept it positively and seen as an improvement or they will accept it negatively because it affects their routine and they don't want to do nothing different from what they have been doing

(IW08) if you anticipate to the change and you introduce the people on the decision making part of the change, more likely the outcome is that those people will have a positive attitude towards the change

(IW08) if they participate, whether they have provided some input and at the end it was discarded, but at least they have participated and they feel like they have belonged to that part of the project

(IW08) change, generally speaking, offers an opportunity
	Positive reactions
	Reaction to change

	(IW09) people will just get on board with it and are amazing

(IW09) We are in the middle of a transformation, which is a positive one because it's for the growth
	Positive reactions
	Reaction to change

	(IW10) you'll see a positive reaction if the change is bought in and you’ll see an improvement in people's work, which could take the form of improved efficiency, working smarter, people can get more work done in a more efficient way

(IW10) if the change that was brought about meant people could do their work more efficiently and quicker, that might be a reason for people to feel positive about it

(IW10) ensure successful delivery of their training to try and create a positive attitude to the proposed changes

(IW10) if it's seen to be a positive or have a positive effect then I think people will be more likely to buy into it

(IW10) if people see that their feedback is taken on board, that can reinforce the situation and have positive impacts
	Positive reactions
	Reaction to change

	(IW11) if you're trying to influence a change in behaviour of 200 people or a change in process of 200 people, then a large percentage will start acting differently or start following that change immediately

(IW11) you'll have varying degrees of acceptance or varying degrees of a number of people who will be slower to adapt to that change

(IW11) when you try to change something for several hundred people you would have people who sometimes are referred to as early adopters, people who are quite happy for change and quite happy to adopt whatever change

(IW11) they can see either the small picture or the big picture and understand the reasons for the change and are quite happy to go with it
	Positive reactions
	Reaction to change

	(IW12) there might also be some people that might be happy about what is going on because it might be a problem that might have been troubling their work

(IW12) Yes! now we're doing something about it, good ,great!

(IW12) if you have people that are happy about the change the likelihood of success is going to be higher, the likelihood of collaboration is going to be higher
	Positive reactions
	Reaction to change

	(IW13) The positive people is fantastic because you want people to be on board and to make the change or the project that you're working on be a success so that's always welcomed, good ideas etc

(IW13) The positive people great
	Positive reactions
	Reaction to change



Previous change experiences:
	Participants expressed their opinion and experiences on previous change processes. Many interviewees indicate that positive succeed helps for gaining confidence towards the change. While the change is implementing, failure experiences can damage the morale, delaying or even stopping the change. Failures in the past can be taken as lessons learnt to take some key points for the future.



	Voices of participants
	Code meaning /interpretation
	Theme

	(IW03) I've seen changes in processes, changes in structures of the positions of the company, changes with software, IT, there's been changes in quite a lot of areas that I've seen over the years. I've never really been negative with any of it
	Previous change experiences
	Reaction to change

	(IW04) they announced that we would not have regional directors. I know we do that again now, but then we didn't

(IW04) there was a regional director for the south who was the director across installation sales and service. and the company decided that didn't quite work because what you really needed is three separate silos. You needed the install silo, the service silo, and the sales silo, so we had to announce that the regional director role would disappear, but that you would have a national say sales director, install director, and service director

(IW04) if I look at myself as just a prime example what seemed really really difficult and I would never get my head around it, now, it's second nature.

(IW04) change is actually much better received at the end of it when they understand it and have experienced it

(IW04) I think part of the problem of change is we don't always do it enough and change scares people

(IW04) if you're in an environment that I was in, where there was constant change, there was constant evolving processes, management, whatever. Change actually becomes less scary I think changes is more scary when you very rarely go through it. 

(IW04) if you think about it, a little tiny family company if they're doing what they were doing in 1930 and they've never changed any kind of change is going to be a massive change to them 

(IW04) they constantly review what they're doing and they're changing, really change doesn't become change.

(IW04) It is change but it is not seen as being the big "oh my god!". It's just natural progression isn't it?

(IW04) at the end of the day we've come out of it okay, the system works, we know how to do things

(IW04) you've got let's just say, one man in Britain who is allegedly the trainer, the world expert, that didn't work
	Previous change experiences
	Reaction to change

	(IW07) I think because particularly the UK business is very successful and it has been very well ran over the last five ten years, they don't have so many concerns whereas possibly some of the other countries where they're a bit more younger and less mature in terms of sort of how they're set up they might have a bit more involvement from Spain.
	Previous change experiences
	Reaction to change

	(IW08) we decided from tomorrow, the admin of the installation is going to start doing whatever, some new task that wasn't part of the role. But it wasn't very well thought on the way that we didn't know how that person could react to that change. We didn't know if that person was capable of completing the new tasks that we were asking for. We didn't know what implications might have this task to any other department that before was dealing with the task. So it did become a bit of a complicated change.

(IW08) in my past experience I haven't seen a person changing from a negative opinion to a positive opinion when a process has been changed for one reason or another

(IW08) in my opinion, the ones that we have tried to do a live implementation, those were the issues

(IW08) a change of direction happened in installation a few years ago. There were a few people that already weren't happy with how things were happening, and all that live implementation of the change didn't help the whole situation because people were a bit lost. Some people made their own ideas as to how the change should happen. But because the communication wasn't there, the change was going to be on a completely different direction from what some of these employees thought. At the end, many of them left the organization
	Previous change experiences
	Reaction to change

	(IW09) We were caught in COVID, as any company in the world. We were with one year to 18 month delay on our achievements. But on the other side, the target we have to achieve by 2030 is likely to be achieved by the end of 25

(IW09) there are all these people that they don't like change. We don't have a lot actually, Luis, we don't have it, because of the way our company behaves, people already know that every X number of years, we change things, and they’ll go, and luckily, and those people that stay it's always been great

(IW09) We always achieved what we wanted, so it gives confidence to the teams to say, okay, I'm not sure about this, but actually, you've done it like three times already in the last 10 years, and yes, look where we were, and look where we are, and where we want to be

(IW09) it helps a lot to do things, and to be successful, it helps a lot
	Previous change experiences
	Reaction to change

	(IW10) if there's something that's creating some problems and then you fix that, then that can help a lot with the mentality of the people

(IW10) if the training is good and if it's a technical change there's no technical issues that prevents (failures),you know. I'm just thinking like if you have something you know you're rolling it out and everything works okay you're always going to get some problems but it generally works okay, people will are more likely to accept it
	Previous change experiences
	Reaction to change

	(IW11) Everything tended to be done in a room and we're more moving back now to trying to work in that way where we get people together rather than do everything on remotely on Teams calls or whatever it might be
	Previous change experiences
	Reaction to change

	(IW12) if you're looking at the people that are reporting to you they are looking for success stories
	Previous change experiences
	Reaction to change

	(IW13) our company is very good at achieving the goals that we set
	Previous change experiences
	Reaction to change



Time to assimilate change:
	Some participants voiced the need for time for people to assimilate the change. Their view on change is that people may not react right when firstly communicated about change and they would need to think about it before they can assimilate it.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  go away and think about it because I've just given you this change now. You've not had a chance to think about it

(IW01)  Go away for the weekend have a think about it

(IW01)  they've had time to think about the changes that we're bringing on.
	Time to assimilate change
	Reaction to change

	(IW09) and to have time to think and to make the right decisions

(IW09) We don't need to rush

(IW09) and you need to give time for people to absorb that shock

(IW09) if you are doing the communication five minutes later trying to explain and convince that person that it is the right decision. That person will not listen, because she or he is still in the shock mode

(IW09) You need to leave one or two days, you need to leave it
	Time to assimilate change
	Reaction to change
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Readiness for change
	
	209
	100%

	
	Ethics-fairness
	29
	13.9%

	
	People readiness
	68
	32.5%

	
	Rumours-storytelling
	8
	3.8%

	
	Structure needs
	42
	20.1%

	
	Support
	42
	20.1%

	
	Technology changes
	20
	9.6%


Table 11. Readiness for change codes occurrence

	In this theme it has been grouped all the codes that could influence the receptivity for the change, as well as the organizational preparedness.


The next tables show the voices of the participants with the code meaning interpretation.

Ethics and fairness:
	Some participants voiced their concerns about ethics and fairness in the process of change. The topics mentioned were related to cultural differences, workload balance, fairness when dealing with people and transparency when explaining the change.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW03) I look at the workload, look at who's got the capacity to take on new drawings and then allocate the work that way. And then I'll review it periodically to make sure that no one's doing a lot more work than someone else

(IW03) try to make it fair that everyone's equally working the same

(IW03) I think we get a better production from the staff that way because everyone's working equally

(IW03) before you'd have someone that could be working really hard and someone else could be sitting and doing very little

(IW03) it was a bit unbalanced.

(IW03) work on a job wherever it was in the country based on their current workload and capacity to take on the work rather than having them just work in a particular region
	Ethics-Fairness
	Readiness for change

	(IW04) they had to manage that cultural change
	Ethics-Fairness
	Readiness for change

	(IW05) We need to be as transparent as possible to give people the chance to understand the reasons for change
	Ethics-Fairness
	Readiness for change

	(IW06) We all like to think that we're fair and even to everybody within ourselves.
	Ethics-Fairness
	Readiness for change

	(IW07) if they feel like the company is doing something deceptive or wrong and they don't understand the reasons for it they then become quite disruptive and quite difficult to deal with and then that creates more problems.

(IW07) making sure people are as well treated as you possibly can

(IW07) It's so important to be really I think empathetic and I personally I would always want to treat people the way I would want to be treated.

(IW07) It's then also about having the honest conversations that if there isn't a role for somebody or if it's a role that the business generally doesn't think that person can do, having that conversation because there's nothing worse than putting somebody into a job and then, you know, you're setting up to fail basically. 

(IW07) I think that being as open as possible is probably the best thing to do.
	Ethics-Fairness
	Readiness for change

	(IW09) We don't do any changes around people
	Ethics-Fairness
	Readiness for change

	(IW12) we should try as far as possible to be transparent and honest as to what changes are going to happen

(IW12) To find a balance between keeping things confidential and to be honest

(IW12) there's always also an element of business critical or business confidential things that sometimes we cannot discuss with employees, but it's better to be transparent and clear on those things rather than to give them wrong information

(IW12) 100% communication, transparency and honesty

(IW12)treat people the way you want to be treated

(IW12) That's where I started off by saying, it's transparency, it's authenticity, it's sincerity

(IW12) I think the transparency is at most important because we need to share with people the impact that this change can possibly have on their work and indirectly their lives

(IW12) if you can demonstrate that if the company is going to change then there can be some benefit for the employee and this is the benefit. If it should not going to benefit the employee then you also need to be transparent about this

(IW12) transparency 

(IW12) you cannot lie to people and say, oh we are doing this and it's going to make all (easier) but we know it's not

(IW12) transparency, authenticity

(IW12) in all cases it must be again transparency and honesty and ethically
	Ethics-Fairness
	Readiness for change

	(IW13) we really need to be careful and deliver it as gently and as sympathetically as we possibly can

(IW13) then implement the plan in a professional manner as well
	Ethics-Fairness
	Readiness for change



People readiness:
	Interviewees expressed during the interview that people were not ready, or that people needed to be prepared for the change. Some participants suggested that employees needed to be given some means of training, or even some support to coup up with change, or with new technologies. One of the interviewees mentioned that change should be embedded into the company culture to foster readiness.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  they need to be prepared to work for the company the way the company wants them to work
	People readiness
	Readiness for change

	(IW02)  We make changes, and you see that people are not ready,

(IW02)  you need to train people on those changes

(IW02)  you need employees to support those changes

(IW02)  especially the digitalization (referring to aged workers)

(IW02)  if you train the staff

(IW02)  you feel that you are not ready

(IW02)  you need to train people

(IW02)  Training is also very important.

(IW02)  training
	People readiness
	Readiness for change

	(IW03) give them the training required to bring them up to a certain level

(IW03) If they feel like they need training

(IW03) they don't know how to do a certain process

(IW03) If they felt like they needed support or training, get that arranged and put it in place

(IW03) Sometimes it's just a lack of knowledge and they don't fully know why you're making the changes
	People readiness
	Readiness for change

	(IW04) and also successfully accepted by the population that you're aiming to change to.

(IW04) change is about managing people's expectation and communication.

(IW04) I think it's about understanding why you made the change in the first place

(IW04) I look at myself as just a prime example what seemed really really difficult

(IW04) I would never get my head around it

(IW04) if you think about it, a little tiny family company  if they're doing what they were doing in 1930 and they've never changed any kind of change is going to be a massive change to them and that's much harder to manage. 

(IW04) So they might need a little bit more coaching through the change management

(IW04) I'm not sure that we had enough people pre-trained that we should have had

(IW04) it's not because the system isn't capable. It's because the training and the implementation of that change was not managed as well as it could have been.

(IW04) sometimes, you will have to change how you deliver the change, because individuals need different scenario to solve their issues.

(IW04) It's just managing people's expectations of change
	People readiness
	Readiness for change

	(IW07) I've had people ranging from being happy about it and skipping out the door with money in their pocket and they're fine. And then I've had people crying in the corner and throwing furniture and stuff. 

(IW07) it's so important at the beginning to have the right people in place who are helping to manage the process. 

(IW07) how can we address their concerns? how can we overcome them? do they need training? do they need support?
	People readiness
	Readiness for change

	(IW08) We didn't know if that person was capable of completing the new tasks that we were asking for.

(IW08) I would say first is the how people accept the change, is one of the big things

(IW08) the employees acceptance to the new process

(IW08) you need to know that the people are comfortable with the change

(IW08) We didn't decide to stop their employment. They decided to leave because they couldn't adapt to the new change
	People readiness
	Readiness for change

	(IW09) the biggest challenge, and I left to last on purpose, is the organization

(IW09) the biggest challenge usually comes with people and organization

(IW09) people may feel that they are not ready for the challenge

(IW09) What is important to know exactly the capacities, or try to understand exactly the capacities of the people that you have
	People readiness
	Readiness for change

	(IW10) that can be overcome by say training

(IW10) if the training was insufficient and people are finding it difficult to operate according to the new systems

(IW10) do they require more training would the one-to-one training prove more beneficial?

(IW10) provide sufficient training to the trainers so that they'll have the confidence and the knowledge to ensure successful delivery of their training to try and create a positive attitude to the proposed changes

(IW10) I think training and making sure that the rollout has been tested before

(IW10) Sufficient training for the trainers and that they have the confidence and knowledge to ensure the success delivery

(IW10) have we done the right training to be able to be confident enough to deliver it?

(IW10) training really I think it is the key

(IW10) if you really focus on the training and get the people confident with the new systems, I think that really has a positive effect

(IW10) group sessions and then maybe one-to-one training if people need training

(IW10) training really I think it is a really important element to us and a road map
	People readiness
	Readiness for change

	(IW11) whether that involves some additional training

(IW11) we might need to do some further training
	People readiness
	Readiness for change

	(IW12) Am I ready to do this work that you are asking me in the sense of am I capable enough to do it?

(IW12) do i know what I'm doing?

(IW12) am I going to be able to do it successfully? 

(IW12) I think that one of the things I would definitely want to change is evaluating people's skills in readiness for the change

(IW12) we had to do a lot of excel work because we were migrating data and we had some really good people that was on the team. But they were not good at excel

(IW12) we took it for granted that these guys, these people are good at Excel because they are good workers, they're good people

(IW12) I realised they were taking a long time to do things and i could not understand why these good guys were so slow. Then I was sitting and talking to them and I realized that the problem was not their attitude or their commitment to anything it was they were not that good with Excel

(IW12) Luckily we picked it up quickly but I found it out by mistake because I was sitting next to one person and I could see what they were doing and I was like, why are you doing that? you know you can just put a formula and you can do that? and he said no, I don't. Seriously? and he said: yes, I don't know, I just know basic Excel.

(IW12) luckily we got in a couple of Excel experts that gave us some quick training

(IW12) I believe that organizations should develop themselves to have a culture of change instead of approaching change as once-off programs

(IW12) I think part of an organization's culture or values or you know whatever the words we want to use, should be that we are an organization that is adaptive to change

(IW12) We believe in change, change must happen. It must be in our DNA

(IW12) if the organization is always prepared culturally, if our culture is that guys we want to be adaptive, we know that we need to move. You know, It's like driving in London traffic (you always find the gap)

(IW12) you permanently have to be in that mindset. I think organizational culture plays an important role
	People readiness
	Readiness for change

	(IW13) whether that's existing people or bringing new people, that's the most difficult thing for me always

(IW13) there's a difference between advertising a position and someone applying for it, you then know they're interested already. However sometimes you have to change somebody's existing role and that's a difficult or can be a difficult thing to deal with

(IW13) Some people may be scared that they don't have the skills
	People readiness
	Readiness for change



Rumours-Storytelling:
	Some of the participants spoke about their past experiences with people spreading rumours or making up different views of the change reality. In all the cases explained, participant view is that this behaviour hinders the change process and it can spread among other people in the company.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW04) probably based on nothing but rumour as to why we're doing it what we're doing what they're going to say

(IW04) sorts of (slight laughs here) reasoning comes out.

(IW04) People go make up their own stories about why that person's been moved out of that job which has no bearing on any truth.

(IW04) that's what people do, they make stories up and say this was why it happened.
	Rumours - storytelling
	Readiness for change

	(IW07) they're going to share those feelings

(IW07) there's danger that people are going to start posting stuff sharing information online being very negative about the company.
	Rumours - storytelling
	Readiness for change

	(IW12) Destructive in a way that they may spread some bad rumours, and they may be making some bad thoughts in other people's mind which may affect the team

(IW12) if one bad guy (one that is not happy with the change) is saying to the other guy, hey if you're going to do this then when they finish with it you are not going to have a job after that, do you know that?. Hey! whoa hang on! this guy is telling me this, so why must I do this?
	Rumours - storytelling
	Readiness for change



Structure needs:
	Participant opinions and experiences that are grouped under this code refer to structural needs for the organisation which encompasses from material improvements, technological improvements, or even more people to get the work done.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) you might need additional salesman

(IW01) you would definitely need more contract managers or supervisors etc to deal with an additional 200 units 

(IW01) we might need extra labour.

(IW01) we haven't got enough contract managers

(IW01) we haven't got enough testers

(IW01) we haven't got enough teams

(IW01) or even having the system there to enable us to do it
	Structure needs
	Readiness for change

	(IW02) like lack of resources

(IW02) employing more engineers

(IW02) make sure that the organization is ready to make those changes

(IW02) that we have the right resources

(IW02)  that the process and the systems will support those changes

(IW02) We need to think on all these processes, all the tools that will be affected by those changes

(IW02) and to make sure that the organization is ready for the changes.

(IW02) the resources

(IW02) in our company, you make changes, but then, you don't have the structure to support the changes.

(IW02) It happens in many organisations, you have a lot of processes, like admin processes, but then you need employees to support those changes and you're not ready for those.
	Structure needs
	Readiness for change

	(IW03) have trainees on board

(IW03) changes in staff,
	Structure needs
	Readiness for change

	(IW05) growing the team

(IW05) interviewing and recruiting the right people for the roles
	Structure needs
	Readiness for change

	(IW07) how you're going to get there,

(IW07) you might need to bring in some senior people from elsewhere to help

(IW07) Sometimes is a part of a longer term strategy you might say okay well we need to do a restructure in order to get the business set up for the future, we need some different roles and things like that.
	Structure needs
	Readiness for change

	(IW09) what is the organization that we need?, what are the processes and systems that need to support the organization, to support the business

(IW09) number of people

(IW09) the organization will be aligned with what we want to achieve

(IW09) what do I have

(IW09) the biggest challenge usually comes with people and organization

(IW09) in our industry, it's not an abundant amount of people available in our industry

(IW09) it doesn't mean that those people are not good at all, but there are moments and profiles

(IW09) What is important to know exactly the capacities, or try to understand exactly the capacities of the people that you have

(IW09) There are people that are absolutely brilliant on their jobs, but you know that they are on their limits

(IW09) There are people that they are at the limit of their potential, that's the reality, and what we need is, as much as you can, to work it on the background

(IW09) then we've got individuals that will fulfil those roles
	Structure needs
	Readiness for change

	(IW10) ensure that prior to implementing the change that everything has been tested to ensure that it functions correctly

(IW10) I think training and making sure that the rollout has been tested before
	Structure needs
	Readiness for change

	(IW13) it requires a change to the sales team, or to the installation team perhaps

(IW13) requires more engineers

(IW13) it can require more administration

(IW13) bringing new people

(IW13) if we need additional resource to implement a plan then obviously that recruitment process can be difficult as well to get the people in as quickly as we may need them
	Structure needs
	Readiness for change





Support:
	Participants expressed the need of support for people to accept the change and to be able to navigate through the change. Some participants expressed it in means of managing uncertainties or concerns, and some others also mentioned support for the hardest decisions like redundancies.   

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW03) and offer them support

(IW03) it's just offering that support to the team

(IW03) If they felt like they needed support
	Support
	Readiness for change

	(IW04) you have to manage those uncertainties with the staff

(IW04) You can't just go, yeah yeah that's it! go out and never talk to the people. You support them through the change

(IW04) you help them

(IW04) the people that will be, maybe totally in favour they may need a lot less support than somebody who's not in favour.

(IW04) manage those concerns

(IW04) Even though a lot of those issues were out of their hands, the fact that you couldn't all sit in a room together that's not the company's fault but we should have said: "you know what I'm not sure this is the best time to implement this change". 

(IW04) although the people involved done the best they could, they were not necessarily the people that were best placed to deliver the change.

(IW04) It's just that when it becomes a bigger change to somebody's working life it has to be managed in a slightly different way.

(IW04) and then supporting.

(IW04) it's really really important that you support those employees through the change.
	Support
	Readiness for change

	(IW07) You need to make sure that obviously you're managing people's expectations

(IW07) If a business is going for a restructure for example they're waiting for someone to have a conversation with them, it might never come, but they're then sitting in this world of fear for the next year or two waiting and actually probably they'll go and find another job in that time. 

(IW07) how they can address it and support that person

(IW07) and support them through a process. 

(IW07) you have to give time to these individuals

(IW07) We should be supporting people.

(IW07) It's not their fault if the business decides to make a change so I think you have to just do everything you can to support them

(IW07) address their concerns and if they're worried about moving into a new role or something like that,

(IW07) There is support there for them

(IW07) if it's a situation where you know someone's being made redundant, there's no alternative roles, things like that, it's how can you support that person.

(IW07) Could it be putting in touch with some recruitment agencies or whatever it may be but just something to try and make that person feel like the business does care. 

(IW07) we'll always try and do what we can to support people in difficult situations.
	Support
	Readiness for change

	(IW09) we don't ask the people to do it themselves

(IW09) our headquarters, they don't tell us, “oh, you've got the targets here, now, go and find a solution”

(IW09) manage the frustration of people

(IW09) the right conversations with those people, to understand what you expect, and what is their role in the full picture

(IW09) supported by our organization
	Support
	Readiness for change

	(IW10) I suppose providing people with reassurance

(IW10) that might be a reason why they might question the change, so if you can make it as smooth as possible I think that helps

(IW10) group sessions and then maybe one-to-one training if people need training
	Support
	Readiness for change

	(IW11) guidance documents
	Support
	Readiness for change

	(IW12) if at this stage the change program that is being done does not make an employee happy then I think we need to support them to find a place where they will be happy

(IW12) We could be saying hey we know you don't like this maybe you'd want to consider a role in another department

(IW12) luckily we got in a couple of Excel experts that gave us some quick training

(IW12) We started to say to the guys if you are doing a formula or something and it's taking you longer than like 15 minutes just shout
	Support
	Readiness for change

	(IW13) to make them feel comfortable

(IW13) and how we can help them individually

(IW13) Some people may be scared that they don't have the skills to do the new role, so we may need to add some training and we may need to add some coaching for it for example

(IW13) a lot of occasions it'll be the head of the department that'll actually come to a director and say, I need to make some changes and I am assisting them with the change process
	Support
	Readiness for change





Technology changes:
	Interviewees expressed their experiences and opinions about changes in technology. Both sides of the technology are shown in their statements, on the positive side, the improvements that technology can bring, and on the negative side the lack of preparation of  the people usually have.


	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  the Cloud (computer system through remote servers) for example, it's fantastic compared to what we were using before

(IW01) We can find out information from IMS (computer systems) from SP (computer systems) without having to go to different departments to get that information, and therefore we can be more reactive to our customers, and we can plan better.
	Technology changes
	Readiness for change

	(IW02) It could be that some people fear of losing a job, now with especially the digitalization 

(IW02) Service engineers are doing now pilots on how to do in different ways the servicing
	Technology changes
	Readiness for change

	(IW03) The practice or the software that we use has changed

(IW03) changes in software
	Technology changes
	Readiness for change

	(IW04) We changed our system in 2020,

(IW04) the fact that we were in pandemic, that obviously made a major impact on what you could do

(IW04) to have 20 people on a team's talk which is not managed very well,
	Technology changes
	Readiness for change

	(IW06) new applications that they need to be using

(IW06) Whether that's using a new application for the engineers
	Technology changes
	Readiness for change

	(IW07) social media
	Technology changes
	Readiness for change

	(IW08) an opportunity to adapt the systems to new technology
	Technology changes
	Readiness for change

	(IW09) we came from a big transition from old software to a new, a brand new software that was implemented maybe four or five years ago
	Technology changes
	Readiness for change

	(IW10) change in the working mechanisms and working systems which would be IT related

(IW10) technical issues

(IW10) technical change

(IW10) they're keep getting stuck on technical issues
	Technology changes
	Readiness for change

	(IW12) we were migrating data 

(IW12) I realised they were taking a long time to do things and i could not understand why these good guys were so slow. Then I was sitting and talking to them and I realized that the problem was not their attitude or their commitment to anything it was they were not that good with Excel
	Technology changes
	Readiness for change
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Relationship between superiors - subordinates
	
	165
	100%

	
	Change dealt with same or lower levels
	70
	42.4%

	
	Change dealt with superiors
	47
	28.5%

	
	No cooperation - Coerce
	9
	5.5%

	
	Request/promote participation
	39
	23.6%


Table 12. Relationship between superiors - subordinates codes occurrence

	This theme was created to group the relationship existing between the different levels of staff within the company based on their power position.

	The next tables show the voices of the participants with the code meaning interpretation.

Change dealt with same or lower levels:
	Participants expressed their view and experiences on change with same or lower levels. They also speak on how is the behaviour when dealing with same or lower level people within the company. Most of the participants mentioned cooperation and collaboration with lower levels, and listening to their opinions and feedback. In some occasions when they mention shop level employees, they indicate it works better as a team. Some of the participants mentioned that they expect their subordinates to follow. When dealing with same level, usually it is more the case of discussions and negotiations.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) then they ask for each of the countries to come up with their idea of what that plan is for that country

(IW01) you have to discuss with the people that you're working with. The immediate managers.

(IW01) at a lower level you're more likely to move forward as a team.

(IW01) It's a different conversation really

(IW01) with the subordinates, you're working to the company view

(IW01) you're bringing them along and encouraging them to work with the company view

(IW01) you've got to bring the people that work with you, and this is the same from directors and you've got to work with them
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW02) We do have a regular meetings where we discuss monthly actions

(IW02) these reactions, a lot more positive than negative if we're working with the team. 

(IW02) it's to make sure that the people can speak with the managers, the directors, and then we need to try to find the solution for that

(IW02) brainstorming of ”how can we improve?”

(IW02) To be proactive is very important and listen to the team.

(IW02) it's important to then listen, get ideas, get all these concerns from the team

(IW02) Get these ideas, listen to the team, and then of course pass this on
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW03) I get the opportunity to advise our HSEQ team if we feel like there would be a better way of working those processes

(IW03) If you could discuss with them about what you were planning to do, maybe get them involved in the discussions at an earlier stage to see what their thoughts were

(IW03) I think with a smaller team I'd be quite happy to have a discussion with my team and get their thoughts on if I had ideas about making changes to see what their thoughts would be

(IW03) see if they've got any suggestions that I might not have thought about
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW04) involve people in the change rather than just, implementing the change. 

(IW04) do they have suggestions as to how it can be implemented, 

(IW04) they have to make sure it may be delivered by local managers

(IW04) You have to have the people on each level managing that change through for you,

(IW04) you have to manage the people through the change and that should come right the way down to team leaders, supervisors, whatever you have in your company.

(IW04) the managing director or the CEO can't do everything so you have to get your management team, your supervisory team, whatever you have in a room, explain to them, understand their concerns, manage those concerns, and then those people can go out and manage the people that are ultimately going to make the change a success or not.

(IW04) an MD or a CEO can't make change. He can make the decision to change but the company as a whole have to support one another through that change.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW05) It requires a team effort. 

(IW05) I think that naturally there is a slightly different attitude yet when I'm dealing with my superiors and the subordinates or my reportees, there would be different levels of attitude

(IW05) I think it's important to identify and then invest time front end with the individuals that may be putting up barriers or resistance. This is in my experience far more beneficial than starting a process and hoping that they will adopt it, only to find out they're not committed or not necessarily rowing in the same direction.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW06) we'll discuss how we could implement it into the UK market because quite often we find with having a Spanish head office, the UK market is very different and we work in different ways. 

(IW06) it's working out how to fit what they're requiring to how we operate, which isn't as simple as we like it. 

(IW06) you sort of get together as your team and brainstorm almost.

(IW06) you should be planning and discussing with all of the teams in effect.

(IW06) maybe if it's to do with the engineers, discussing with a couple of engineers, this is what we're thinking of doing. How do you think it will go? Have you got any objections to it?

(IW06) So you're getting an opinion from everyone. You're not just making the decision on your own. 

(IW06) We're telling you we want you to do this, and they come back and say, well, actually, I could do it this way and we would still achieve the same goal. 

(IW06) it is being open to people's opinions and how they can do it. 

(IW06) You can't be rock solid, this is how we're going to do it.

(IW06) you bring them and you almost make them feel like they're part of the project that's going on.

(IW06) With other managers on my level, it depends on the group, because generally you do need somebody to lead a project

(IW06) with my direct staff, I would, you know, talk to them, advise this what we want to do, and then try to listen to their feedback. 

(IW06) if we've decided, say, as a local office that we want to do this, we would discuss it internally as a team and you have to have all the managers on board to do this sort of thing.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW07) the board would come together and see what the issue is what the changes required and then as a group, decide on you know who's managing it, who's making the plan, who's involved

(IW07) it's that much more peer-on-peer conversation with the rest of the board, that we make the decisions on these things together.

(IW07) My voice is equally heard as everybody else as it should be and actually probably a bit more when it comes to things like that because I'm the expert in that area. 

(IW07) When it comes to dealing with sort of my subordinates, people that work directly for me, it's very much about making sure that they've got the tools and the understanding to do what they need to do. 

(IW07) It’s a team thing at that level very much though. 

(IW07) And relying on support from other people from other parts of the business for example.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW08) When it comes to subordinates, the opposite role is me who is saying, OK, we are doing things this way from now on and I expect them to follow

(IW08) With my subordinates, I expect them to follow

(IW08) with peers is normally a slight game of power as well involved because we both will be reporting to the same superior.

(IW08) I might see things on one way, my peer might see things on a different way or sometimes not, sometimes we are completely aligned and it's our superior who doesn't see the change

(IW08) I think it's important to work with them in any of the potential scenarios because even if they see the direction that it is going into a completely different one than the one that I am working on, at least they will give me that overview and I will be able to see how they think and I will be able to take any necessary actions based on that

(IW08) if I see that they bring an opportunity or an interesting idea, even if I'm not 100% aligned with how they do their things or how they want to implement a change, I might be able to bring that into my core of ideas

(IW08) There are a lot of learning points that you can have from your peers

(IW08) it's also the highest, like the biggest point of discussions that come from there, with your peers, because this is the ones that you are all in the same level and you all have to go to your superior with a vision. And many, many times, you don't see the things the same way.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW09) that strategic plan is with the participation of dozens to hundreds of people

(IW09) we've got people participating from all the different types of, of business, all the different types of departments, all the different backgrounds

(IW09) Can be a director of the company, or can be one guy that is doing his job assembling lifts in Valencia, or can be one guy with a service route, or a service supervisor in Granada
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW10) I think it needs to be led from the top and I think it also needs to be done in a collaborative way where people work together to get to achieve the goal and to implement the change

(IW10) With the subordinates, if you like, certain supervisors managers it's more at a technical level trying to steer them through the process, the more minute detail or more specific

(IW10) take feedback and if there are other things that could be changed, small items, take feedback and bring it back down to the corporate headquarters
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW11) that process involves reaching out to all the potential heads of department who will be involved to make them aware of a proposal to change a particular process
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW12) if you're looking at the people that are reporting to you they are looking for success stories

(IW12) they are looking for collaboration

(IW12) they are looking for how are things going

(IW12) if we have concerns how are we going to fix them

(IW12) There's more substance, there's more emotion, there's more of those kind of feelings that are happening with it
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW13) We do put a strategy in place and we reach an agreement before we go and make the changes

(IW13) I will be speaking with the manager of that department and and discussing the change and why we need to make it

(IW13) a lot of occasions it'll be the head of the department that'll actually come to a director and say, I need to make some changes and I am assisting them with the change process
	Change dealt with same or lower levels
	Relationship between superiors - subordinates


[bookmark: __RefHeading___Toc16527_2189249772] 
Change dealt with superiors:
	Participants voiced their view and experiences on change with superiors. This code captures the experiences and thoughts of the participants related to superiors. In the case of board of directors, superiors often refer to main Headquarters in Spain, or more locally to the head of the country. Most of the participants express that they would follow the instructions given and implement the change and seek for help or support if needed. Many participants indicated that if something would cause troubles to be implemented, they would need to explain and justify to superiors the reasons for not being able to implement these changes. Some participants voiced that superiors are interested in the end results rather than in the method to achieve it.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  If our plan for five-year plan is accepted in Spain

(IW01)  we as in lower than the board, would have to come up with what we require. So you're basically working together to do that

(IW01)  It's a different conversation really

(IW01) you might go and report at board level: “We're asking them to do stuff, but they can't do” And it is a problem for the company because our customers are noticing that they can't do this, and they don't have the experience.

(IW01) you then have to say: “really, instead of us taking this on as an installation department, it needs to come from the health and safety department”.

(IW01) you have to explain why your people can't do it. And why you need the help

(IW01) You need to go in and explain

(IW01) you've got to bring the people that work with you, and this is the same from directors and you've got to work with them

(IW01) negotiate it because you don't always get what you need
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW02) we had to adapt, and we had to try to adapt the system to the UK

(IW02) it's not only following instructions.
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW03) the only opportunity that I would get would be either when I'm having a review with my manager.

(IW03) I did have a discussion with my manager about structural changes in my department and mainly with myself

(IW03) I did have a conversation with (Manager name) on that and how we would structure the design department

(IW03) I had a conversation with my boss about how we think we should work it

(IW03) We had that conversation and we decided

(IW03) That was discussed with my line manager, so we had that conversation before we'd made that change
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW05) there would be close discussion between you know myself and our managing director

(IW05) I think that naturally there is a slightly different attitude yet when I'm dealing with my superiors and the subordinates or my reportees, there would be different levels of attitude
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW06) I probably with my superiors probably listen more, and trying to take in what they're advising or preparing or wanting to do.

(IW06) You're in problem solving straight away

(IW06) especially with my superiors, like when I'm talking to the MD or other directors, I let them direct me because that's their job.
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW07) It's not often with our current employer that we get things that are imposed by Spain

(IW07) when I've dealt with I guess superiors in the past when I’ve been in a more junior role for example it's more about making sure they're aware of the facts and the risks and stuff like that. 

(IW07) they tell me what they want and I will then deliver it for them

(IW07) They're not really interested in how we do it. They just want to know what we want to do.

(IW07) They might want to know if we were going to make changes around sort of some senior roles or something like that or introduce some senior roles or something they might want to understand why you are you doing that and what do you think that you will achieve.

(IW07) how we then go back doing all those sort of changes they're not bother about the details
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW08) when it comes to peers or superiors, it's very little sometimes you can do for the change unless you have been part of that room where the change was being designed and you have already provided your input

(IW08) Once the decision is made and is communicated to you, you can only do it

(IW08) At the end of the day, he is a superior and he is asking me to do something and I will work to implement it

(IW08) with your superior, there's little I can do
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW09) in our countries (meaning the subsidiaries), we are part of it, which means that we will play our part, and we need to discuss with exporters (main headquarters) how and when are we going to achieve it

(IW09) “here we are with the new targets, or with the new challenges, now just bringing the results” it doesn't work like that

(IW09) that strategic plan is with the participation of dozens to hundreds of people

(IW09) we've got people participating from all the different types of, of business, all the different types of departments, all the different backgrounds. Can be a director of the company, or can be one guy that is doing his job assembling lifts in Valencia, or can be one guy with a service route, or a service supervisor in Granada

(IW09) If it's a big change that will imply some changes with the process with Spain, obviously, I need to discuss with them
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW10) there's also room for feedback from within the organization when the change element has been decided, that could shape some elements of that change working or contribute to it

(IW10) I think it needs to be led from the top and I think it also needs to be done in a collaborative way where people work together to get to achieve the goal and to implement the change

(IW10) with superiors I suppose it's probably more about a strategic level and focusing on the end goal

(IW10) take feedback and if there are other things that could be changed, small items, take feedback and bring it back down to the corporate headquarters
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW11) that process involves reaching out to all the potential heads of department who will be involved to make them aware of a proposal to change a particular process

(IW11) if it involves, for example, any systems that are linked with the factory, because we obviously have various different software systems that are linked with the factory, then it may involve the factory
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW12) superiors are looking more from a perspective of are we heading in the right direction? if not what are the challenges? and what are the solutions to overcome those challenges? That's what they interested in

(IW12) They want to understand the risk, they want to understand how we go to mitigate the risk, and they want to understand that the program is going to be delivered on time and as planned
	Change dealt with superiors
	Relationship between superiors - subordinates

	(IW13) We do put a strategy in place and we reach an agreement before we go and make the changes

(IW13) a lot of occasions it'll be the head of the department that'll actually come to a director and say, I need to make some changes and I am assisting them with the change process
	Change dealt with superiors
	Relationship between superiors - subordinates



No cooperation - coerce:
Almost half of the interviewees expressed some means of coercion or a more forceful way to push the change to happen. Some of the examples given are to show that this way does not produce the benefit required, but others indicate that this is the way to achieve the goal in some occasions.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) If you just say, right we're going to do this, from tomorrow we're going to do this. That's the wrong way to do it and you will get a negative reaction
	No cooperation - Coerce
	Relationship between superiors - subordinates

	(IW04) when we change systems. That clearly, you have to do the change to make the goal. You have to do it. There's no discussion. There is no "should we do it in a different way".

(IW04) no matter what's going around us, we have to make the change.
	No cooperation - Coerce
	Relationship between superiors - subordinates

	(IW05) Sometimes again this would be in a repetitive and possibly more forceful manner by reinforcing the message.

(IW05) we can be diplomatic, we can be sensitive, we can listen with individuals, but ultimately, to reinforce the fact that this is happening, this is what we're working towards.
	No cooperation - Coerce
	Relationship between superiors - subordinates

	(IW06) you just have to put your manager's hat on and say, well, unfortunately, the customer is paying for this or the company has decided this and this is how we'll operate.

(IW06) I know you don't want to do this, but it's come from the people that pay us. So as a manager, it makes it easier because I haven't made that decision for this to happen.
	No cooperation - Coerce
	Relationship between superiors - subordinates

	(IW08) I wouldn't fire them straight away, but those will be the people that I will be looking to replace in the mid long term as soon as possible.
	No cooperation - Coerce
	Relationship between superiors - subordinates

	(IW10) you may end up on a disciplinary route
	No cooperation - Coerce
	Relationship between superiors - subordinates



Request or promote participation:
	Most participants opinion or experience was that the participation and discussion about the changes to come should be sought. The participants were looking for participation usually from their subordinates to express their view, concerns or suggestions for the change. Some interviewees were requesting to have more participation in the decisions that was coming from above.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01)  It's not forced upon them by Spain, or by (factory). They have to come up with that plan

(IW01)  we need to do this, what do you think we need as well?

(IW01) I think we need this, what do you think? 

(IW01) the best way to make change work is to involve your people
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW02) things need to be discussed beforehand.

(IW02)  big corporate changes need to be, should be, agreed or discussed with the country
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW03) if I did feel there was a reason to change the process, then I'd like to feel that (Superior name) or someone in a higher level would be willing to listen to my views on that

(IW03) If you could discuss with them about what you were planning to do, maybe get them involved in the discussions at an earlier stage to see what their thoughts were

(IW03) I think that would be quite a good idea, to get some staff, especially with a smaller team

(IW03) I think with a smaller team I'd be quite happy to have a discussion with my team and get their thoughts on if I had ideas about making changes to see what their thoughts would be

(IW03) see if they've got any suggestions that I might not have thought about 

(IW03) get them involved
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW04) involve people in the change rather than just, implementing the change. 

(IW04) If it's something different, then the change could be more negotiable

(IW04) We would rather be trained in a different way

(IW04) you have to listen to the people you're delivering the change to.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW05) Explaining that their input is a key ingredient to the projects being a success.

(IW05) And to promote their part or parts in this, being a vital ingredient to a project success.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW06) you sort of get together as your team and brainstorm almost.

(IW06) you should be planning and discussing with all of the teams in effect.

(IW06) maybe if it's to do with the engineers, discussing with a couple of engineers, this is what we're thinking of doing. How do you think it will go? Have you got any objections to it?

(IW06) If you're asking somebody to do a new task or alter the way they work, they might have a better way of suggesting we implement that change or do that. 

(IW06) you bring them and you almost make them feel like they're part of the project that's going on.

(IW06) We say we need to do this, we want your opinion on how best to implement it the field. And that we generally find works on bringing resistant staff on board if you make them feel part of the project or the alteration you're doing.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW07) it's so important at the beginning to have the right people in place who are helping to manage the process. 

(IW07) They want to feel like they're important and that their concerns are valid so you need to make sure you're listening to what they're saying to you, and you're addressing the concerns they've got and the questions.

(IW07) And relying on support from other people from other parts of the business for example.
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW08) a time for them to participate into a new process and give a bit of feedback as to how things should be done in the future

(IW08) you introduce the people on the decision making part of the change

(IW08) the important thing here is to try to include them before the change happens and try to make them part of that room where the decisions are being taken towards that change

(IW08) I think we could have overcome all that in a different way, if we made them participant of the changes

(IW08) if you feel that you are participating on the project, it is different

(IW08) I always have on the back of my mind of trying to put the people that are going to be affected more closely to the change part of the change strategy
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW09) that strategic plan is with the participation of dozens to hundreds of people

(IW09) we've got people participating from all the different types of, of business, all the different types of departments, all the different backgrounds

(IW09) Can be a director of the company, or can be one guy that is doing his job assembling lifts in Valencia, or can be one guy with a service route, or a service supervisor in Granada
	Change dealt with same or lower levels
	Relationship between superiors - subordinates

	(IW13) to make them feel part of the project

(IW13) Encourage people to give their ideas, make them feel part of the change

(IW13) we always need to be open and I think engaging with people and telling them that we're open to suggestions
	Change dealt with same or lower levels
	Relationship between superiors - subordinates
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	Theme
	Code
	Total number of occurrences
	Percentage within the theme (%)

	Triggers of change
	
	145
	100%

	
	Triggers of change
	145
	100.0%


Table 13. Triggers of change occurrence

The next tables show the voices of the participants with the code meaning interpretation.

Triggers of change:
	This category (which could also describe the theme) include the opinions of the participants with respect to the triggers they see for the changes on the case study company. Within this triggers, many participants mentioned the “five year plan” or the “strategic plan” which refers to the plans that are built and implemented regularly. This strategic plan ultimately seeks to achieve the business succeed. Other triggers of change as it can be seen in the voices of the participants below are the reactive actions to market fluctuations, or internal deficiencies for instance when they mention “lack of orders”, “recession”, or “performance issues” and also in the form of not meeting the expectations or the targets.

	Voices of participants
	Code meaning /interpretation
	Theme

	(IW01) strategic plan

(IW01) five-year plan

(IW01) as a business it can't stay the same

(IW01) plan five years

(IW01) in order for the company to still be successful

(IW01) five-year cycle

(IW01) lack of orders

(IW01) recession

(IW01) should it look like we're going into recession?

(IW01) change in the market

(IW01) change in the economy

(IW01) five-year plan

(IW01) they're always looking to get better, to achieve better.

(IW01) they're done to make us better

(IW01) They don't change for silly reasons. They're changed to achieve things.
	Triggers of change
	Triggers of change

	(IW02) main triggers are the market and the customer expectation

(IW02) in order to be more proactive

(IW02) give a better response to our customers

(IW02) performance

(IW02) performance issues 

(IW02) missing resources

(IW02) we have a new system and of course we need to, change processes, systems

(IW02) changes over in the leadership of the company

(IW02) innovation, new products.

(IW02) decisions need to be made every day

(IW02) organization needs to be flexible

(IW02) you want to increase 5% on sales, or, or you want to reduce the number of miss visits, so you want to improve the customer satisfaction,

(IW02) I like to spend two minutes, three minutes, five minutes, every day, thinking how can I do this better. 

(IW02) Change processes for me is the key for a company in order to continue being successful.

(IW02) Adapting to the conditions of the market, to the customers, to the resources that you have
	Triggers of change
	Triggers of change

	(IW03) make sure that you're getting the best out of people and it's beneficial to the company

(IW03) our workload follows on from what they sell

(IW03) I think we should all be looking to work smarter and better

(IW03) anything that benefits the company overall, you know, we can improve our performance, improve our relationships with customers, so anything that can develop that improvement by making changes within the company
	Triggers of change
	Triggers of change

	(IW04) economic reasons

(IW04) headcount reasons

(IW04) change of leadership reasons

(IW04) limited amount of time it's forced by customers

(IW04) leadership team

(IW04) economic reasons

(IW04) political reasons

(IW04) forced by a change of the leadership team. It can be forced by economic or political reasons both inside and outside of the company

(IW04) to a lesser extent I think your customer base

(IW04) not very often at all from the actual workforce, change can come from workforce
(IW04) it's a means for improving

(IW04) customer satisfaction

(IW04) regulatory reasons
	Triggers of change
	Triggers of change

	(IW05) growth plans

(IW05) business evolution

(IW05) personnel changes 

(IW05) it's a growth plan
	Triggers of change
	Triggers of change

	(IW06) if leadership sees there's a failure somewhere

(IW06) we're not meeting KPIs 

(IW06) we're not making the money or the units that we want.

(IW06) it might be a process change that the factory or headquarters want us to start using a different system

(IW06) we might also implement changes where we've found a safety failure

(IW06) we need to alter something to make that better.

(IW06) It can be financial, safety related or just even process-related
	Triggers of change
	Triggers of change

	(IW07) restructuring

(IW07) acquisitions

(IW07) it could be about change in strategic direction. 

(IW07) It could be a financial need

(IW07) If the business is struggling and they need to reduce headcount

(IW07) if you introduce a new technology.
 
(IW07) if you don't change then businesses will just collapse basically.

(IW07) There are lots of stories in there of companies over the years who didn't do any change or just thought they could get by on the product they had and things like that and then you know 10 years later they don't exist any more. 

(IW07) five year plans, that sort of long term strategy type thing is usually just the business plans for the future.

(IW07) a five or ten year plan
	Triggers of change
	Triggers of change

	(IW08) market needs

(IW08) client needs

(IW08) internal changes

(IW08) we decide to optimize certain department or certain area of the company

(IW08) market or clients needs

(IW08) a change on regulation

(IW08) it's both external and internal reasons

(IW08) product changes

(IW08) things that are more driven by the market

(IW08) A possible change of regulation might need for us to have a different certificate that before we didn't have

(IW08) an opportunity to adapt to a new market demand

(IW08) an opportunity to adapt to a new type of client

(IW08) an opportunity to adapt the systems to new technology

(IW08) That we looked at the potential market share that we are working on in the whole UK

(IW08) the generational change
	Triggers of change
	Triggers of change

	(IW09) we've got big plans to 2030

(IW09) what kind of organizational products, processes, systems do we need to achieve those targets?

(IW09) every five years, we have a strategic plan

(IW09) We want to achieve the business, what is the organization that we need?, what are the processes and systems that need to support the organization, to support the business, to achieve the figures we want to achieve?

(IW09) we are in the middle of a transformation again, because those targets were reviewed, and as a consequence, they are higher, and we need to prepare the company, the business, to make sure that we achieve our bit of those global targets

(IW09) market fluctuations

(IW09) new regulations

(IW09) fire regulations

(IW09) it is impacting the industry overall, the construction industry, and then as a consequence, our industry as well

(IW09) think on a different way. Why do you do that? Question everything, every single thing you do on a daily basis, question it. Why do you do that? Does it make sense? Does it give value?

(IW09) it's for the growth

(IW09) it's for the stability, and to make sure that we are in a safe place, and a solid place for the future

(IW09) we do change because we need to do this change

(IW09) SIM cards is a nuts process. It needs to be reviewed, needs to be reviewed because there are so many steps and it's such a small thing

(IW09) the growth comes with more processes and again, comes with systems and comes with organization

(IW09) Business is tough, business is difficult, and it's getting more and more difficult every year

(IW09) geopolitical reasons, can be industry, can be regulations, can be the status of the economy, can be labour, can be a lot of things
	Triggers of change
	Triggers of change

	(IW10) Change can be triggered by changes in technology

(IW10) it could be by an external factor,

(IW10) it could be with internal (factors)

(IW10) we need changes to work more effectively or more efficiently

(IW10) external forces such as customer requirements

(IW10) it could be regulatory requirements

(IW10) change in the working mechanisms and working systems which would be IT related

(IW10) it's triggered by changes whether they're internal within the organization or external factors such as technology or customer-led requirements

(IW10) we have to adapt to changes that are driven by external factors

(IW10) external forces or factors like could be a customer-led requirement in the marketplace

(IW10) where the customers have expectations that mean a change of work related practices within the organization

(IW10) it's one of the necessities within the modern world. As I said, in previous decades the same work system sort of existed for longer periods but now we're seeing more regular changes
	Triggers of change
	Triggers of change

	(IW11) It can be by regulation, by requirements of the regulations

(IW11) It can be by the requirements of health and safety

(IW11) It can be through opportunity for improvements identified by employees

(IW11) It can be driven by audit process where we're checking the processes that we have in place at any time, continuously

(IW11) If they see a better way of working

(IW11) something which could create some efficiencies

(IW11) increase sales

(IW11) reduce cost

(IW11) Are there opportunities for us to improve?

(IW11) We need to be as an organization continually assessing, continually considering, and always looking for opportunities to improve

(IW11) Improve for the company and improve for what we're doing for the customer

(IW11) we have a department that's looking continually at how the process is working, is there opportunity for improvement?
	Triggers of change
	Triggers of change

	(IW12) If we do not do this we may not survive for the next year

(IW12) Environment changes

(IW12) things change, both externally internally
	Triggers of change
	Triggers of change

	(IW13) it can of course come from head office looking to do a global restructure

(IW13) looking to launch a project, maybe a product

(IW13) we may launch a new product that it requires a change to the sales team, or to the installation team perhaps

(IW13) locally what drives change is generally growth

(IW13) as a business grows, we need to evolve the business to cope with demand
 
(IW13) new contracts on service for example requires more engineers

(IW13) an acquisition

(IW13) We may buy another company that brings change with it

(IW13) Something may not be working, that's another reason why we make a change

(IW13) growth or acquisition
 
(IW13) We may be letting customers down or have complaints we need to look at that

(IW13) because of growth

(IW13) because of new contracts

(IW13) because of a company's plan

(IW13) because of acquisitions

(IW13) because people have retired

(IW13) we need to change some roles because people have resigned

(IW13) you may be making a change because someone resigns or someone's retiring
	Triggers of change
	Triggers of change
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