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EXECUTIVE SUMMARY

The purpose of this study is to examine the role that management plays in influencing and creating

change readiness. The research was conducted among employees in the nonprofit organization,

FairFishing. Creating readiness establishes a foundation for identifying the significance of

management, as well as its interconnectedness in both change management efforts and leadership

attributes within the organization. Due to the unforeseeable nature of a modern business environment,

organizations need to be constantly prepared for change. It is vital for employees to be open and

receptive of change initiatives while in the organization. In this research, it is argued that change

initiatives implemented through projects are most likely to succeed. Usually, the first phase of a change

initiative in an organization is dedicated to creating readiness among its employees, and it is this

readiness which is a main focus in this paper. The literature and empirical findings suggest that change

management efforts and leadership attributes help to create change readiness. If these are are weak or

nonexistent, then management should start to implement change by strengthening efforts that do exist,

and establishing those that are non-existent. Also, it is suggested that if the change readiness process

has no effect, management should re-visit, re-evaluate, and reflect upon the process in order to identify

and overcome the challenges encountered.

Key words: change readiness, change management, change projects, role of change leaders and

organizational change.
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1. INTRODUCTION

1.1 BACKGROUND

Modern business involves high competitiveness, swift decision making, and the ability to cope with

continuous change (D’Aveni, 1998, p. 183). Presently, an organization's ability to change propels its

growth! (Vakola, 2013, p. 96). To succeed, organizations must respond to the constantly changing

business environment (Leana & Barry, 2000, pp. 754–759). There are several factors which drive an

organization to change, and some of these include the need to improve operational efficiency,

innovation, etc. (Senior, Barbara & Swailes, 2010, pp. 16–17; Stuart, 1995, p. 15). Leading research in

this field shows that change is necessary for the functioning and survival of an organization.

Even though literature provides a broad spectrum of organizational change models, there still lacks a

standard framework that can be used to successfully plan, implement and manage change (Parker,

Charlton, Ribeiro, & Pathak, 2013). Change management scholars point to projects as a possible means

of implementing a more successful organizational change (Biedenbach & Söderholm, 2008; Bresnen,

2009). In the field of project management, organizational change is perceived as a separate project type

(Biedenbach & Söderholm, 2008, p. 131). The most notable obstacle in implementing change is the

resistance encountered from employees. Nowadays, interest in research into employee's attitude

towards change has increased (Caldwell, Herold, & Fedor, 2004; Rafferty, Jimmieson, & Armenakis,

2013). Change readiness is one of the most debated concepts within the field of organizational change.

(Rafferty et al., 2013). The most commonly cited definition of change readiness is beliefs, attitudes,

intentions and behavior of employees towards readiness (Armenakis et al., 1993; Holt & Vardaman,

2013; Vakola, 2013).

To create readiness for a change project, it is essential to identify and understand key factors that can

influence readiness: communication, active participation, organizational support, competent leadership

and organizational culture. The next section explores the research and objectives.
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1.2 RESEARCH QUESTION AND OBJECTIVES

Change readiness is deemed important for businesses. There are many theories about what change

readiness is and how organizations can best influence employees to create readiness (Armenakis et al.,

1993, pp. 681–683). However, research has often focused on knowledge-intensive businesses such as

information technology (Armenakis et al., 1993; Holt & Vardaman, 2013), rather than in more practice

based organizations such as a nonprofit organization, which is the focus of this paper. The cornerstone

of creating change readiness in an organization derives from management's ability to positively

influence employees towards a desired change objective. While nonprofit organizations are maybe not

thought of as places where readiness for change has a central role as in the case of for-profit business

organizations, they still do need to function. I thus thought it would be interesting to investigate the

situation in a nonprofit organization, and I got the opportunity to conduct my research in an

organization called FairFishing. The organization was founded in Denmark, and operates in Berbera,

Somaliland. It purely depends on voluntarism, and it is funded through donations. The Danish

management is training a local user group, which will take over the organization in 2017. In light of

this, the research question for this thesis is as follows: 

What role does management of FairFishing play to create change readiness amongst

employees? 

By way of answering the research question, this study aims at fulfilling the following objectives:

• To identify the measures that the management of FairFishing has taken to enhance change

readiness among its employees in Somaliland.

• To understand the role of the identified measures in the process of creating change readiness in

FairFishing Somaliland.
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1.3 DELIMITATIONS

The scope of this study is delimited to examining the role that management plays in the process of

creating readiness among employees. The justification for this is that management is seen as the

backbone in the process of creating change readiness. Managers play a pivotal role in detecting trends

in the macro and micro environment so as to be able to identify changes and initiate programs.

Managers estimate the impact a change will possibly have on employee behavior patterns, work

processes, technological requirements and motivation. Managers examine what employee reactions

might be, and draft a change program that will provide support as employees go through the process of

accepting change. Since the organization of FairFishing is currently going through a change readiness

process, this provided an opportunity to examine the research topic in a real life situation. This research

could have focused on other research topics such as knowledge sharing, knowledge management and

conflict resolution, however, acquiring a deep insight about the role that management place in a change

readiness process is of great interest to the researcher of this thesis. The next section talks about

research disposition.

1.4 RESEARCH DISPOSITION

After chapter one, this thesis continues with chapter two that covers the philosophical and

methodological considerations while conducting the research. Chapter three reviews current literature

on organizational change with the focus on projects as a way to implement change. Additionally, it

explores change readiness, and antecedents of change readiness, which are important in the readiness

process. The chapter ends with presenting a change readiness model. Chapter four presents how data

was collected and analyzed. Chapter five gives an analysis of the data collected, and chapter six

discusses empirical findings in the light of the literature review.. Chapter seven presents a conclusion of

the research and suggests recommendations for further research. The next chapter is about

methodology.
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2.THEORETICAL METHODOLOGY

This chapter presents the philosophical and methodological aspects involved in answering the research

question. It gives reasons for choosing the subject of this research, and the preconceptions of the

researcher. Additionally, the research philosophy, methodological stance, research approach and the

nature of the research design will be reflected upon in this section. The section below explores the

choice of the subject.

2.1 CHOICE OF SUBJECT

The aim of this research is to understand the role that management plays in creating change readiness.

This thesis is the concluding part of my master's program in International Business Communication.

Prior to writing this thesis, I studied courses in Project Management; Culture, Identity and

Organizations; Organizational Strategy and Business models; all of which helped to develop my

business communication acumen. I have a keen interest in organizational change, and given that

projects are seen as a key aspect in delivering change, I decided to deepen my knowledge in the

subject. I started my research from a perspective of project and change management and studied the

link between the two subjects. The comprehensive insight I gained in project management during the

course of the program served as a starting point for this research. Based on this, I decided to broaden

my horizon and focus more on change implemented through projects. The importance of implementing

change initiatives through projects was of a particular interest to me. The background research that I

did on organizational change establishes the notion of change readiness, which is also known as the

planning phase of a project. Additional background research reflected that change readiness is

discussed in relation to the role that management plays in the process of creating readiness for a change

project. Since change is a constant aspect within the business environment, and organizations need to

adapt in order to survive, I therefore, decided to research the role that management plays in creating

change readiness among its employees.
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2.2 PRECONCEPTIONS

To ensure the integrity and transparency of this research, it is vital to discuss what influence my

background has on this research. Scholars note that, researchers must consider the level of subjectivity

they bring to the research owing to their preconceived notions from past experiences and socialization.

I am aware that my preconceptions may affect the research I conduct and the methodological choices I

make. To avoid my subjectivity from coloring my conclusion, I will reflect upon the research

throughout its course. I decided to pursue this direction of my research due to my interest and

enthusiasm for change readiness, and I believe this passion will help me to conduct this research open-

mindedly. However, while assessing the contribution of this thesis to the academic field, I urge readers

to keep in mind the influence a researcher's personal viewpoint can have on the research (Shacklock &

Smyth, 1998, pp. 1–3). The next section discusses research philosophy.

2.3 RESEARCH PHILOSOPHY

It is critical to establish a philosophical stance to one's research, since it forms the basis for the

assumptions, strategy, and methods one uses in the study. Philosophical stance in a research denotes

the scientific ideals taken by a researcher. Ontological stance is the researcher's viewpoint of reality.

Epistemological stance is what constitutes as acceptable knowledge (Mark Saunders, Lewis, &

Thornhill, 2009, pp. 106–112). Additionally, Saunders et al., (2009, pp. 133–116) identify three main

scientific ideals: Positivism, interpretivism and realism. This section discusses the ideals, and locates

this study in the proper philosophical position.

Positivism refers to constructing objective realities based on observable phenomena (Wainwright &

Forbes, 2000, p. 261). Scholars studying the positivism ideal have an “objective” ontology: they

believe that social entities exist and operate independent of social actors. They also believe in an

empiricist epistemology, meaning that only observable ideals can produce credible data (Mark

Saunders et al., 2009, pp. 110–113).
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Interpretivism refers to the “subjective meanings and socio-political as well as symbolic action in the

process through which humans construct and reconstruct their reality” (Orlikowski & Baroudi, 1991,

pp. 13–14). Scholars following this philosophical ideal have a constructionist ontology which maintains

that a social phenomenon is only possible through perceptions and subsequent actions of the social

actors (Mark Saunders et al., 2009, pp. 110–111). Additionally, the interpretivist epistemology denotes

that knowledge should be gained through feelings and emotions of people, rather than objective

accounts of observable phenomena.

Realism asserts the existence of a real world, including a real social world, which can exist independent

of our knowledge about it. Critical realism is a particular kind which maintains that the real world, e.g.

natural and social world, exists but a social world relies on human interactions (Fairclough, 2005, pp.

622–624). Critical realism also maintains that it is not enough to collect observations on the social

world, but it also explains these observations “within theoretical frameworks which examine the

underlying mechanisms that inform people's actions and prevent their choices from reaching fruition”

(May, 2001, p. 12).

As a researcher, I believe that an objective reality exists, however, this objective reality is subjectively

experienced by people as groups or individuals (Spencer, L., Ritchie, J. & O’Connor, 2003, p. 16). I

also argue that not all perspectives of the social world are adequate, however some viewpoints of the

socially constructed world constitute of a more appropriate knowledge than others (Fairclough, 2005, p.

622). I acknowledge the interpretivist nature of understanding change readiness, but I also believe that

change readiness is influenced and generated from pre-existing social reality such as structures,

processes and practices. Hence, I follow the paradigm of critical realism with objectivist ontology. To

create an understanding on the phenomena of inquiry, I will communicate with practitioners to gather

their viewpoint on change readiness. I believe that knowledge depends on time, place, society, culture,

personal history and experiences of the respondents and is therefore relative (Luper, 2004, pp. 271–

273). For this reason, I hold the position of relativist epistemology. The next section explores

methodological stance.
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2.4 METHODOLOGICAL STANCE

This research is conducted in a qualitative way. As the dynamics of the modern workplace evolve,

organizational change becomes even more complex, and qualitative research proves to be the most

suitable research approach to gain insight into this phenomenon (Garcia & Gluesing, 2013, p. 424).

Organizational change is a process in which various organizational characteristics emerge, evolve,

submerge and reemerge under varying social interpretations on many different organizational levels.

Understanding such a complex subject is nearly impossible with the use of quantitative methods

(Brown, Humphreys, & Gurney, 2005). This point of view is portrayed in the following excerpt from

(Garcia & Gluesing, 2013, p. 432):

“Organizations are socially constructed entities that exist in particular context, both because of their

internal and external cultural factors. Narratives, interviews and observations lead to the discovery of

mechanisms and relationships within and between individuals and groups that one cannot unearth with

strictly quantitative”

To supplement this argument, Yin (2009, pp. 92–93) discusses that qualitative research comes best into

play when “the researcher cannot exercise control over events and when the focus is on a

contemporary phenomenon within some real-life context”. The suitability of a qualitative method for

researching a phenomena as complex as organizational change has also been explicitly underlined and

further verified by Duerr (2004). Duerr supports the use of a reflective inquiry process for

organizational research, rather than trying to gather and fit data under pre-defined classifications as in

quantitative research. The next section presents the research approach.

2.5 RESEARCH APPROACH

To understand the role that management plays to create change readiness, I have decided to follow the

abduction research approach. Instead of starting with a hypothesis as in the deductive approach, I start

instead by posing a research question. This research does not aim either to generate a new theory, as in

the inductive approach. Abductive approach has been upheld by researchers as the most suitable

approach to gain insight in and work towards contributing to additional conceptual possibilities to the

existing academic base (Suddaby, 2006, p. 639). As mentioned already in the introduction, change 
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readiness has been discussed extensively in the context of organizational change, but literature does not

present a universal framework of organizational change in the context of assessing readiness for

change. Due to the relative novelty of this research, I feel that the abductive approach is suitable for

this study. My starting point is a meticulous review of existing literature within the field of

organizational change, and thereafter, I introduce Armenarkis and Harris' readiness model (2009). I test

the proposed model and literature review through interviews. The section below defines the nature of

research design.

2.6 NATURE OF RESEARCH DESIGN

This research is exploratory in nature. Saunders et al., (2009, p. 428) argues that the exploratory

research has the benefit of being flexible, as it allows the researcher to change direction as the research

progresses. In addition, exploratory studies are very useful when a researcher desires to deepen his/her

insight on a phenomenon but is unsure of the precise nature of the problem in question (Mark Saunders

et al., 2009, p. 428). The research started with a broad focus on creating readiness for organizational

change. Shortly after, I realized that change readiness has been discussed extensively in a context of

implementing new technology systems. Further literature review indicated that the relationship between

the pivotal role of management and change readiness in a nonprofit organization has not been explored

exhaustively. This is when the research became more focused towards the role that management plays

to influence and create readiness in a nonprofit organization. The next chapter explores literature

review.
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3. LITERATURE REVIEW

This chapter aims at reviewing relevant literature for organizational change, change management and

change readiness. The reason for conducting the literature review was to get a deeper understanding

into how organizations prepare themselves for change. Meticulous assessment of relevant literature led

to the researcher narrowing down the study focus. The researcher introduces the subject by discussing

organizational change. Thereafter, the literature review creates a link between organizational change

and projects. Further investigation of the literature review leads the research to the notion of change

readiness and the factors influencing it. A thorough scanning of the literature review ensured that

relevant aspects relating to this topic were covered. The following key words were used to find relevant

literature. change readiness, change management, change projects, role of change leaders and

organizational change. 

The following databases were accessed to search for relevant literature: Emerald, Sciencedirect, and

EBSCOhost, Scholastic, worldcat.org, bibliotek.dk, Google Scholar. When books and journals were not

accessible online, the library of Copenhagen Business School was visited to get access to hard copies.

This research is multidisciplinary in nature, drawing on research from International Business

Communication, organizational change management, and project management. The next section

examines the definition of organizational change.

3.1 ORGANIZATIONAL CHANGE

In the late 1980s, one of the most reliable management thinkers, Peter Drucker, predicted that due to

radical shifts in demography, economy, and technology, future organizations would rely on

information, more than any other resource, and would function as a “symphony orchestra” instead of

managing through command and control (F. Drucker Peter, 1988, pp. 45–47). In his research on hyper-

competition, D'Aveni (1998, p. 183) highlights the significance of organizational change by asserting

that “industries have changed from slow moving stable oligopolies to environments, characterized by

intense and rapid competitive moves, in which competitors strike quickly with unexpected

unconventional means of competing”. Jones et al. (1996) highlight the early 1970's as the period when
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the age of information made its impression on the business world. During this period, organizations

began to understand that they had to move from a traditional structure to a dynamic approach where

employees could channel their energy and creativity to produce necessary organizational change. The

next section defines organizational change.

3.1.1 WHAT IS ORGANIZATIONAL CHANGE
 The concept of organizational change has been studied from different angles. By (2005, p. 369) refers

to organizational change as the process of rethinking and renewing organizational strategic direction.

Helms-Mills, Dye, & Mills (2008, p. 174) see organizational change in terms of organizational key

competency. In their definition of organizational change, Moran & Brightman (2001, p. 111)  see

organizational change as a process which involves structure, capabilities and the direction of an

organization. The definitions above do not provide a standard definition of organizational change,

however, they refer to change as a process (By, 2005, p. 369; Helms-Mills et al., 2008, p. 174; Moran

& Brightman, 2001, p. 111). 

Change has always been an inherent aspect of an organization's life cycle; whether aware of it or not,

an individual, a group or an organization, is subjected to change (Gareis, 2010). Kotter (1995, p. 59)

recollects his evaluation of more than 100 firms striving towards becoming better competitors through

various efforts like restructuring, total quality management, reengineering and rightsizing. As further

observed by Kotter (1995, p. 60) for most of these companies, the aim has been to alter how business is

done in order to meet the dynamics of the changing business environment. If an organization fails to

respond to the changing business environment, it may not survive the competition (Leana & Barry,

2000, p. 754). The next section presents change triggers.

3.1.2 CHANGE TRIGGERS
There are many factors that trigger change. Stuart (1995, pp. 16–18) defines change triggers as sensory

or perceptive stimuli that cause organizational change. Change triggers can be internal or external.

External triggers can be identified with the help of the following models: PEST model: (Political,

Economic, Social and Technological), Porter's Five Forces and SWOT analysis model: (Strength,

Weaknesses, Opportunities and Threats). There are four levels of change triggers which are caused by

external environment, and these include macro-environment, industry, competitors and

markets(Johnson et al.,2008, pp. 52–56). The table below shows change triggers identified through
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PEST(Beddowes & Wille, 1990, p. 29; Senior, Barbara & Swailes, 2010, p. 15).

Political Economic Social-Cultural Technological

• Legislation
• International

Laws
• Universal Laws
• Local

Regulations

• Competitors
• Suppliers
• Currency
• Exchange Rates
• Lending Policies
• Financial

Institutions

• Demographic
Trends

• Lifestyle
• Business Ethics
• Gender Issues
• Skills

Availability

• Information
Technology

• New Production
• Computerization

Of Processes
• C h a n g e s i n

Transport and
Technology

Table 1: PEST Analysis for Triggers of Change

Besides the external change triggers, organizational change can also be triggered by internal factors.

Examples of internal change triggers include the need for creativity and innovation by employees

(Lewis, 2011, pp. 23–25) Another example of internal change triggers is stakeholders. These asses an

organization's products, practices, services, and propose a new vision, which might lead to change

(Oakland & Tanner, 2007, p. 574). Jacob et al. (2013, p. 780) suggest the use of SWOT analysis as a

method to analyze both external and internal triggers. To embrace change, the organization must focus

on it's internal weaknesses and change them into strengths. The organization needs to be aware of the

opportunities and threats caused by external business environment, and it should use the opportunities

to improve internal activities, and find solutions to external threats. This section has looked at the

definition and triggers of organizational change. The next section will look at the process of

organizational change, and the research of the following authors will be explored: Lewin 1947; Jones et

al., 2010; Schein 2004; Tichy & Devanna 1986; Kotter 1996; Kanter et al., 1992; Luecke 2003; and By

2005. 
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3.1.3 THE PROCESS OF ORGANIZATIONAL CHANGE
There are a variety of models which define the process of implementing change. Most of the models

draw their inspiration from the classical model of Lewin (1947), who was the first to study

organizational change. He proposed the field force theory that is based on a three steps  model:

unfreeze, move and refreeze. Unfreeze means the organization needs to decrease the equilibrium forces

that keep the organization's behavior in its current state. Move means the organization has to shift from

it's present state to a desired state. Refreeze means maintaining the organization's achieved state through

structure, norms and values (Jones, 2010, p. 4). Schein (2004, pp. 319–337) and Tichy & Devanna

(1986) provide a three-steps model which describes the process of implementing change (Schein,

2004, p. 319). The table below illustrates the correlating change processes from the three authors.

AUTHORS STEP 1 STEP 2 STEP 3

Lewin (1947) Unfreeze Move Refreeze

Schein (1985) Disconfirmation Cognitive Restructuring I n t e r n a l i z i n g N e w
Concepts

T i c h y & D e v a n n a
(1986) 

Recognizing the Need
for Revitalization

Moving Institutionalization of
Change

Table 2. A comparison of change models

Schein (2004, pp. 319–337) and Tichy & Devanna (1986) add new aspects to the process. Schein

(2004, pp. 320–324)  adds the aspects of creating an environment of psychological safety among

change recipients. Psychological safety should be in alignment with the future desired state of

organizational change. Creating psychological safety helps to convince employees to support change

initiatives. Tichy & Devanna add the role of leadership in creating a new vision and re-adjusting

organizational strategic focus. This helps to convince change recipients to accept change initiatives.

Kotter (1996, pp. 35–40) views change as a process, and presents an Eight-stage model which can be

used to implement organizational change. Kanter et al. (1992)  sees change as a process, and presents a

Ten Commandments model that can be used to implement organizational change. Luecke (2003, p.

33) perceives change as a process, and provides a Seven-Steps model that can be used to implement

organizational change. Table three makes a comparison between, the Ten Commandments model, the

Eight-stage model and Seven-steps model.
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Ten Commandments Model Eight-stage model Seven-steps model

1) Analyze the organization and
its need for change.

1) Establish a sense of urgency 1 ) M o b i l i z e e n e r g y a n d
commitment through joint
identification of business and
their solutions.

2) Create a vision and common
direction.

2) Creating a guiding coalition. 2) Develop a shared vision of
how to organize and manage for
competitiveness. 

3) Separate from the past. 3)Developing a vision and
strategy.

3) Identify the leadership.

4) Create a sense of urgency 4) Communicating the change
vision.

4) Focus on results not activities

5) Support a strong leader role. 5) Empowering broad based
action.

5) Start change at the periphery
then let it spread to other units
without pushing it from the top.

6) Line up political sponsorship 6) Generating short-term win. 6) Insti tutionalize success
through formal policies, systems
and structures.

7) Craft an implementation plan 7) Consolidating gains and
producing more change.

7) Monitor and adjust strategies
in response to problems in
change process

8) Develop enabling structures 8) Anchoring new approaches in
the culture.

9) Communicate, involve people
and be honest.

1 0 ) R e i n f o r c e a n d
institutionalize change
Table 3. Projects as processes by By (2005, p. 375).

In table 3, the steps that are categorized as unfreeze are highlighted in italics. Half of the steps

represented in the models above point to getting an organization ready for change. This is important to

reflect upon because it gives an additional importance to the unfreeze step, which is the main focus of

this study. This step is important because it helps the organization to chart a course for the achievement

of its goals. The process begins with reviewing the current operations of the organization and

identifying what needs to be improved operationally. From there, unfreeze involves envisioning the

results the organization wants to achieve, and determining the steps that are necessary to arrive at the
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planned destination. The next section deals with change management, integrating change management

with change projects, definition and competences for a change manager. 

3.2 CHANGE MANAGEMENT

When dealing with the process of implementing change, organizations usually begin change as a

planned venture (Gareis, 2010). Implementing change occurs most successfully when it is conducted as

a project. The process of implementing change follows a lifecycle of a project, and it is closely related

to tools and techniques used in project management (Parker, Charlton, Ribeiro, & Pathak, 2013, p.

535). In the next section, organizational change as a process will be presented, followed by how change

implementation follows the natural course of a project lifecycle, and the significance of implementing

organizational change through projects. The next section explores integrating change management with

project management.

3.2.1 INTEGRATING CHANGE MANAGEMENT WITH PROJECT 
MANAGEMENT

Management practitioners report a high rate of failure for launched change initiatives in organizations

(Balogun & Hailey, 2004, p. 1). There are a variety of different organizational change models and

theories, but there is still no standard framework which shows how to successfully plan, implement and

manage change (Parker et al., 2013b, p. 534). Change Management scholars point to projects as a

possible means of implementing a more successful organizational change (Biedenbach & Söderholm,

2008; Bresnen, 2006). The correlation between project management and change management is

explored by Jarocki (2011, p. 65). He argues that integrating change management and project

management is essential for implementing successful organizational change. Project management

focuses on management of tasks from a methodical and technical dimension. While change

management looks at the softer side of managing deliverables. Both fields complement each other's

insufficiencies, and they must not be viewed as mutually exclusive (Parker et al., 2013a, p. 539). The

table below shows a comparison between change phases and a project lifecycle.
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Change Phases Project Lifecycle

Determine complexity of change Initiating

Prepare and create capacity Initiating 

Create shared mental model about the change Planning

Assess current state and build future state
design

Controlling

Implement Executing

Evaluate Closing
Table 4: Change phases vs. project life

Table five is adapted from Griffith-Cooper & King (2007, p. 16). It bridges the gap between project

management and organizational change by looking at the phases throughout change, and how these

phases are mutually connected to the stages of a project's lifecycle. Many change management

programs fail to include the tools, techniques and metrics of project management, causing a lack of

operational framework to the delivery of organizational change (Jarocki, 2011, p. 67). For example

activities such as defining and sequencing, creating a timeline for these activities, working out a

budget, managing the team and monitoring and controlling project work create the structure base for a

change project on which the softer aspects of behavioral and social sciences can be woven to deliver a

successful organizational change project (Jarocki, 2011, pp. 65–68). This section will help me to reflect

upon how the organization of FairFishing has integrated change phase activities with those of the

project's lifecycle, and how these activities have facilitated the change readiness process. The definition

of a manager, his/her roles and the competences he/she should have in order to lead a change project

are explored in the section below.
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3.2.2 DEFINING A MANAGER, ROLES AND COMPETENCES
The relation between a manager and an organization is an employee-organization one. A manager

accepts the regulations from the upper level but simultaneously creates his or her own regulations.

Managers have a broad and diverse set of choices than other employees. These choices depend on a

higher level of complexity inherent to the nature of the job. A manager is an employee with formal

legitimate influence who makes choices about functions and styles of leadership in the context of the

situation. These choices contain the nature of the task, expertise, attitudes (Cohen & Levinthal, 1994).

Managers have three key functions: interpersonal, informational and decision making. The first

function: Interpersonal involves building and maintaining contacts and relations with a variety of

people located both in and outside the organization. The second function: informational involves

gathering and disseminating information inside the organization, and to and from the external

environment. The third function: decision-making involves making a range of decisions pertaining to

internal and operating practices and to exchanges with other units of the organization as well as the

outside world (Cohen & Levinthal, 1994).

Cohen & Levinthal (1994) further expounds on the function of the manager in the following manner:

the role of the manager in the interpersonal (social) category is one of an administrator or controller,

where he or she directs and organizes the work that ought to be done. The role of the manager in the

informational (cognitive) category is that of a distributor or disseminator who spreads the information

that must be known by all subordinates. The role of the manager in the decision-making (emotional and

cognitive) is that of a negotiator, where he or she makes the choices and actions to be executed by

subordinates. Managerial behavior creates a clear relationship between management and employees,

and presupposes individual change.    

There are three managerial behavior tailoring and they include the following: feedback, granting

autonomy, support and encouragement. Research on feedback shows interesting conclusions on how it

influences in both groups and individuals (Woodman & Dewitt, 2004). For example, Adler draws an

interesting connection between feedback and effective team diversity management, where by feedback

constitutes an important factor for innovation, divergence, and common goals achievement which is
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important to organizational change, change readiness and the role that management plays in it.

Feedback and performance is linked to managerial behavior because feedback provides information

valuable in correcting behavioral mistakes towards achieving organizational goals (Tayfur, 2012, pp.

92–98).

The second behavior proposed by Woodman and Dewett is the granting of autonomy. Managers and

employees in general seem to perform better in areas of autonomy, where they are free to make the

appropriate decisions according to the organizational goals. Zhou & Hoever, (2014, pp. 333–

338) suggests that a certain level of autonomy leads to creativity.  

The third aspect suggested by Woodman and Dewett is one related to support and encouragement, and

add communication as an important factor for creativity. The role of managers involves the

coordination of tools and assessments in order to make specific decisions about strategies, plans and

policies that are needed to encourage employee receptivity for very specific change situations.

When establishing synergy between change management and project management, it is important to

have skilled managers who will successfully plan and implement a change project. Some researchers

argue that this role should be played by a project manager (Obeng, 1994; Grude, & Thurloway, 1996).

While others argue that organizational change should be orchestrated by a manager who has

background knowledge in organizational development and other behavioral science streams (Caluwe &

Vermaak, 2003; Cunningham et al., 2002; Kanter et al., 1992). In research conducted by Crawford and

Nahmias (2010, p. 409) the Project Manager was seen putting more emphasis on tangible components

of the project such as budget, schedules, resources. While the Change Manager was more attentive

towards impacting the behavior of the employees and training staff about the change initiative.

Communication and leadership were seen as common skills for both change managers and project

mangers (Crawford & Nahmias, 2010, p. 409). Having an idea of who a manager is, what role they

play and the competences they should have, can help organizations to select competent managers who

will successful create change readiness. The next section explores the notion of change readiness.
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3.3 CHANGE READINESS

In order to survive today's competitive business environment, organizations have to constantly adapt to

new practices, and change the way they operate (Holt & Vardaman, 2013). Sadly, most change projects

fail (Drzensky et al., 2012, p. 95).  This is due to management error, lack of critical resources, and

employee resistance to change (Holt et al., 2007, p. 233). Many organizations report a lack of support

from employees as the biggest factor that contributes to change failure (Piderit, 2000, p. 784). Most

research on change attitude focuses on resistance to change or change readiness. Readiness and

resistance to change are the same subject seen from different angles. To prevent resistance to change,

readiness should be created first (Armenakis et al., 1993, p. 682). This helps the organization to build

capacity and ensure the ability to implement the change (Vakola, 2013, p. 101).

Change readiness refers to “beliefs”, attitudes, and intentions regarding the extent to which changes

are needed, and the organization's capacity to successfully undertake those changes”(Armenakis et al.,

1993, p. 682). What employees feel, think, and act are not always congruent. It is important to look at

employees' response to change through attitudes, beliefs and intentions. Holt et al. (2007, p.

681) expands the term change readiness by focusing on employees' perception of change. For instance

do employees see change as having a positive impact on them as individuals, and on the organization.

Piderit (2000, p. 783) also expands the term change readiness by introducing the aspect of emotions.

He reports that individuals resist organizational change primarily because of the impact change might

have on their life, not because they resist change itself. Therefore, the root cause of resistance is to be

found in individual motivations and reactions to change. 

The notion of change readiness involves several dimensions as it contains beliefs, attitudes, thoughts,

emotions and intentions. Earlier on, these dimensions were investigated separately from any external

influence (Piderit, 2000, p. 786). A lot of emphasis was put on change readiness within individuals,

whereas resistance to change can come from anywhere in the organization (Rafferty et al., 2013). 
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The need to consider external factors that influence readiness was explored by the following

researchers: Self et al.(2007); Holt & Vardaman (2013); Holt (2007) and Oreg (2006).  Self et al.

(2007) introduces a readiness framework that is multidimensional. It is composed of context, content,

process. Context describes why change is required, content describes the attributes of change, and

process describes how change is implemented (Self et al., 2007, p. 214). Oreg (2006) adds personal

traits to the notion of change readiness. While Holt & Vardaman (2013, p.16) suggest that change

readiness is influenced by individual factors i.e characteristics of those who are asked to change, and

structural factors i.e conditions under which the change is occurring.

Rafferty et al. (2013) and Vakola (2013, p. 97)explore change readiness at three different levels:

individual, group and organization. They supplement individual readiness for change with readiness at

a collective level. Amis & Aissaoui (2013, p. 71) propose institutional approach extending the idea of

readiness from individual level to group level, organization level, industry level, and field level.

Armenakis et al. (1993) are the first scholars to explore individual readiness for change. They

introduced a framework which is commonly used to assess individual readiness. The framework

includes a change message, a proper response to the change message, the individual's perceived ability

to implement a change initiative, the individual's belief that the organization will provide support for a

change initiative, and the individual's assessment of the benefits/costs of change for his/her job.

Individual readiness should be explored in relation to group readiness for change. Group readiness is

established when individual perceptions of change correspond with those of other individuals in the

organization (Holt & Vardaman, 2013; Rafferty et al., 2013; Vakola, 2013).  This is because employees

see themselves as part of a group of the people they work with. In this research, the primary focus will

be put on group and organizational level of readiness. The individual level of readiness will not entirely

be excluded because it is closely linked to the group level of readiness. The next section explores what

factors influence change readiness.
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3.3.1 CREATING READINESS FOR CHANGE

Change readiness means creating the desire to change, creating an environment of psychological safety

(Schein, 1985, pp. 299–300) and influencing an organization to aspire for change (Tichy & Devanna,

1986, p. 31). Factors that stimulate or hinder change readiness are discussed by the following authors

(Detert et al., 2000; Drzensky et al., 2012; Johansson et al., 2013; Rafferty et al., 2013). They explore

contextual factors to individual characteristics of employees influencing change readiness. Rafferty et

al. (2013), Self et al.(2007) and Holt & Vardaman (2013) explore change readiness antecedents. The

definition of change readiness antecedents is not explicit in the literature, but seen from an implicit

perspective, antecedents refer to factors influencing change readiness. Rafferty et al. (2013) identifies

three types of change readiness antecedents and these include: external pressures, internal enablers and

personal/group characteristics composition. The second category is relevant to this research. Further in

this research, factors influencing change readiness will be referred to as change readiness antecedents.

The table below shows change readiness antecedents, and it is compiled based on the literature review.

Change Readiness Antecedents Authors

Communicating information about change Drzensky et al. (2012), Whelan-Barry et al. (2003,
p 188), Wanbery & Banas (2000, p.133), Rafferty
et al. (2013, p. 122), Rafferty & Griffin (2006, p.
1160), Armenakis (2011, p. 307), Roddy (2011, p.
274).

Participating in change related decision-making Rafferty et al. (2012, p. 122), Armenakis et al.
(1993), Wanberg & Banas (2000, p. 133), Rafferty
& Jimmieson (2010), Vakola (2013, p. 99), Holte
& Vardaman (2013, p. 12), Rafferty & Griffin
(2006, p. 1160), Caldewell et al. (2006, p. 870),
Armenakis (2011, p. 307).

Organizational support
Self et al. (2007), Armenakis & Biedeian (1999),
Armenakis & Berneth (2007), Holte et al. (2007,
p. 232), Wanberg & Banas (2000, p. 133),
Drzensky et al. (2012), Holt & Vardaman (2013,
p. 12), Beer (1980), Kotter (1996), cited in
Caldwell (2009, p. 686)

Change fit into an organization Drzensky et al (2012), Holt & Vardaman (2013, p.
12), Beer (2003) cited in Hofsstetter & Harpaz
(2011, p. 4).
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Leadership Rafferty and Griffin (2006, p. 1160), Rafferty et al
(2013), Todd (1999, p. 242), Sanchez-Burks and
Huy(2009), Musteen et al. (2006), Zammuto and
O'connor (1992), Beer (1980), Kotter (1996) cited
in caldwell (2006, p. 689), Naveh et al. (2006, p.
295)

Table 5: Compilation of Change Readiness Antecedents from Literature

As illustrated in the table above communicating information about change, participating in change

related decision-making, organizational support, change fit into an organization and leadership are

some of the most acknowledged change readiness antecedents. These antecedents will be explained

below, and leadership will be covered under a section of its own.

Communication of information about change: Providing employees with information about

change helps to decrease anxiety and uncertainty (Wanberg & Banas, 2000, p. 132). Failure to provide

employees with information about change, and providing them with insufficient information can trigger

resistance to change and cynicism (Rafferty et al., 2013, p. 122). Communication helps to bolster trust

between leaders and employees, which positively impacts change readiness (Vakola, 2013, p. 103).

Numerous types of communication can be used to create change readiness including: pictures, music,

colors, figures, analyses, rationales, arguments and words (Rafferty et al., 2013). Communication about

change should be cogent and indubitable. Information about change can be delivered to employees

through speeches, discussions, newsletters and mails (Armenakis, Brown, & Mehta, 2011, p. 309).

Participating in change related decision-making: Employees should be allowed to take part

in decision-making and problem-solving activities related to change (Wanberg & Banas, 2000, p. 134).

Participating in meetings and discussions about change, offers employees an opportunity to suggest

solutions to change initiatives (Armenakis et al., 2011, p. 312). Participation generates empowerment,

control and motivation (Rafferty et al., 2013), and empowered employees are more inclined to align

their values with those of the organization's (Caldwell et al., 2004, p. 870). To combat resistance to

change, employees need to be involved in understanding why the change is necessary (Vakola, 2013, p.

99).The likelihood of change to be accepted by employees is high if change initiatives are divided into

small sections and introduced gradually (Armenakis et al., 2011, p. 309).
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Organizational support: Employees feel supported when the organization shows concern for their

needs and problems (Self et al., 2007, p. 215). Organizational support is expressed when the

management informs, encourages and motives employees (Wanberg & Banas, 2000, p. 134). The

significance of organizational support by change agents and opinion leaders is expressed by Armenakis

et al. (2007, p. 488). Senior leaders are considered to have significant impact on their employees (Holt

et al., 2007, p. 239). Training, introduction of information technology system, reward and incentive

systems are regarded as organizational support mechanisms (Holt & Vardaman, 2013). In most cases,

communication, participation and organizational support overlap in their tools and descriptions. 

Change fit into the organization: Change initiatives usually produce new norms, values and

processes, and these should be aligned to those of employees in order to create readiness for change.

Holt & Vardaman (2013) outline the significance of aligning employees' knowledge, skills and

capabilities to change initiatives, as this helps to create change readiness. Drzensky et al. (2012) report

that aligning a change project with organizational objectives decreases resistance from employees who

strongly identify with the organization. The next section looks at leadership as a change readiness

antecedent. It will be explored under a section of its own because it is fairly broad. 

3.3.2 LEADERSHIP

As the purpose of this thesis is to find out what role management plays to influence and create change

readiness among its employees, leadership attributes that help to create readiness are identified in this

section. The section explores the role that leadership attributes play in influencing and creating

readiness, and ends by presenting a readiness model.
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3.3.3 LEADERSHIP ATTRIBUTES

There are several qualities that are associated with a good leader. Todd (1999, p. 242) outlines honesty,

trustworthiness, sincerity, commitment, and the ability to deal with uncertainty as essential leadership

qualities. Armenakis et al (2011), Detert et al. (2000, p. 855), and Zu et al. (2010) explore motivation as

a key leadership quality used by management to create readiness among employees. Flexibility is

another leadership attribute that helps to create readiness for change, and is broadly discussed by the

following authors: (Agnew & VanBalkom, 2009; Johansson et al., 2013; Naveh, 2006; Zammuto &

O’Connor, 1992). Many researchers agree that the ability of leaders to win the trust of their followers is

essential in creating change readiness (Armenakis et al., 2011; Kim et al, 2011; Rafferty & Simons,

2006; Self et al., 2007; Vakola, 2013; Zhu et al., 2011).

In their study, Herold et al. (2008) differentiate between transformational leadership and change

leadership. Transformational leadership is built on a long-term relationship between a leader and

followers. Followers usually trust and identify with a transformational leader. Change leadership

involves vision communication, empowerment, involvement and being sensitive to employees' needs

(Herold et al., 2008). Leadership is found in every part of the organization. Any form of leadership is

useful to help implement change. Opinion leaders can help to prepare employees for change through

training and motivation (Lam & Schaubroeck, 2000, p. 995). Rafferty et al. (2013) say that work-group

leaders can positively impact change readiness of a group by articulating a group vision and creating

positive beliefs about change. Seniors leaders play an essential role in communicating information

about change because they have a high degree of influence on employees. They help to create strategy,

rules and standards for change initiatives (Oreg & Berson, 2011, p. 630). Leadership is an important

tool in creating change readiness because it is engaged at all levels in communicating change

information, providing support, involving and empowering employees. From now on, communication,

participation and organizational support will be referred to as change management efforts.
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3.3.4 IDENTIFYING LEADERSHIP ATTRIBUTES

The preceding literature review serves as a basis for identifying change leadership attributes, as

illustrated in the table below.

Authors Leadership attributes

Johannson (2013, p.7), Zhu et al. (2011, p.811),
Rafferty & Somin (2006), Armenakis (2011), Kim
et al. (2011), Vakola (2013), Oreg (2007), Todd
(1999, p. 242), (Herold et al., 2008).(Santhidran,
Chandran, & Borromeo, 2013)

Trust/honesty/commitment/sincerity

Agnew & VanBalkam, (2013); Detert et al.
(2011), Hoffstetter & Harpaz (2011, p.8)

Motivation

kirimi (2012, p 34), Tyssen et al (2013, p.5),
Bommer et al (2005, p. 739), Dominguez (2013,
p. 2148)

Organization Identity

Johansson et al. (2013), Zammuto and O'Connor
(1992), Rafferty et al., 2013, Agnew VanBalcom
(2009)

Flexibility

Table 6: Leadership attributes

Trust, motivation, organizational identity and flexibility are important leadership qualities because a

leader who has these attributes positively influences change readiness. This section will proceed by

exploring the influence leadership attributes has on change readiness.

Trust: Trust is one of the key aspects of leadership attributes that affects change readiness. It refers to

the willingness to cooperate and attain organizational goals (Vakola, 2013, p. 103). Kim et al. (2011, p.

1689) say that organizational relations that are built on trust help to facilitate and enhance openness to

change. Zhu et al. (2011, p. 811) and Armenakis (2011, p. 324)mention that mutual trust helps

employees to contribute positively to the organization and leads to effective communication and

exchange of ideas. Rafferty & Simons (2006) observe that trust in leadership positively impacts change

readiness. Armenakis et al (2011, p. 307) and Self et al. (2007, p. 215) assert that the credibility of

change leaders strengthens trust in a change project. Trust in senior organizational leadership was seen

to positively impact readiness for change (Rafferty & Simons, 2006, p. 344). Orega (2006, p.
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81) proposes that leaders who have the ability to build trust are most likely to create readiness amongst

employees and implement a successful change.

Motivation: Motivation is broadly explored in change management literature (Detert et al., 2000, p.

855). In order to know how to motivate employees to engage in a change project, it is crucial to

understand whether employees are motivated by internal or external stimuli (Detert et al., 2000, p. 855).

Internal motivation is an innate desire of employees to comply with organizational norms and values

(Hofstetter & Harpaz, 2015, pp. 460–462). Zu et al (2010, p. 92) argue that setting ambitious goals, and

stimulating belief that performance towards these goals – are tools that can be used to motivate

employees to support change (Zu et al., 2010, p. 93). Intrinsic rewards are perceived by Armenakis et

al. (2011) as a motivating factor for employees to embrace change. Once the new norms and values are

internalized, the participation in itself becomes a motivating factor (Armenakis et al., 2011, p. 324).

 Organization Identity: Strong leadership persuades employees to identify with the organization's

goals (Kirimi & Minja, 2012, p. 34). Leaders convince employees to accept group goals and to consider

the implication of their action on the goals of the organization(Bommer, Rich, & Rubin, 2005, p. 739).

Inspirational communication produces team spirit, which yields to synergy in the beliefs and attitudes

of employees (Tyssen, Wald, & Heidenreich, 2013, pp. 376–381)

Flexibility: In order to create change readiness, a high degree of flexibility is required in the

organization. Several authors agree that flexibility is closely linked to innovation, adaptability,

initiative, trust, moral, perceived equity of rewards, and leadership integrity(Johansson et al., 2013, p.

3; Zammuto & O’Connor, 1992, p. 718). Agnew and VanBalcom (2009, p. 453) propose that flexibility

of an organization relates to its orientation with external environment, Zummato & O'Connor (1992, p.

710) relate flexibility to decentralized decision-making, which facilitates a swift response to change.

The parameter used to measure flexibility is explored in relation to organizational structure as it mirrors

value-based choices of an organization (Zammuto & O’Connor, 1992, p. 710). Organizations with

flexible structures and flexible-oriented norms and values are found to be more inclined to change

readiness. Formal structures tend to create rigid organizations, and bureaucracy in organizational

procedures hinders flexibility, openness and readiness to change (Naveh, 2006, p. 276). The next

section presents a change readiness model.
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3.3.5 CHANGE READINESS MODEL

This section presents the readiness model. This model and the literature review will be used further in

the text. The figure illustrates the readiness model.

  

   

Figure 1: The Readiness Model (Armenakis & Harris, 2009, p. 133).

The purpose of this model is to provide tools that management can use to create readiness for change.

Most of these tools correspond to the change readiness antecedents that have been discussed earlier.

The tools include: the five key change beliefs, the emphasis on change recipient's involvement and

participation in the change process, effective organizational diagnosis, creating readiness for change,

managerial influence strategies, and assessment of change (Armenakis & Harris, 2009, pp. 129–136).

The model serves as a guide to plan, and execute change readiness. The readiness model will be used in

combination the literature review mentioned above. After examining the literature, the research

objectives are intended to be answered in the following as follows:

 

Page 31 of 85



Objective 1: To identify the measures that the management of FairFishing has taken to enhance

change readiness among its employees in Somaliland. This objective will be answered by examining

whether communication, participation, organizational support and leadership are the measures that the

organization has taken to enhance readiness among its employees. Motivation, trust, flexibility and

organizational identity will also be examined in that regard.

Objective 2: To understand the role of the identified measures in the process of creating change

readiness in FairFishing Somaliland. This objective will be answered by examining whether

motivation, trust, flexibility and organizational identity, if weak or completely absent in the

organization, can be reinforced or established through communication, participation and organization

support. Leadership reinforces or establishes communication, participation and organization support,

hence creating change readiness. Flexibility is strengthened by change management efforts. The next

chapter explores practical methodology.

Page 32 of 85



4. PRACTICAL METHODOLOGY

This chapter explores how the research was conducted, what the strategy was, how the data was

collected and why it was collected in that specific way, what the interview themes were, how the data

was analyzed, and what factors limited the data collection and analysis process. The chapter ends with

ethical considerations and the quality criteria used in the research. The section below presents the

research strategy. 

4.1 RESEARCH STRATEGY

The objective of this research is to understand the role that management plays in creating readiness for

change. Various qualitative research strategies used to study this concept need increased observational

and human-centric methods. Some of the methods include: phenomenology, case study and

ethnography (Garcia & Gluesing, 2013, p. 423). This research follows phenomenology. In the next

paragraphs, phenomenology will be defined, explained and the reason for adopting will be presented. 

Phenomenology has been defined in various ways. First, it refers to a description of the givens of

immediate experience. Second, it is an attempt to capture experiences in process as lived, through

descriptive analysis. It studies how things appear to consciousness or are given in experience, and not

how they are in themselves, even if it is known that given contains more than or is different from what

is presented. Third, phenomenology is a method of knowing that which begins with things themselves.

It tries to find a fast opening on the world of our perceptions and interpretations, together with the

methodology for reducing the interference of our preconceptions. Lastly, it is a method of learning

about another person by listening to their description of what their subjective world is like for them,

with an attempt to understand their world in their own terms as fully as possible, free of our

preconceptions and interferences (Daniels, 2005, pp. 1–2).
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On a daily basis, we capture and conceptualize everything, using our preconceptions to turn everything

into something other than it actually is, one or two steps removed from direct unfiltered experience.

Phenomenology strives to clarify our receiving abilities and rediscover the actuality of what is. It is a

means of unfolding the dimensions of human experiences-how we exist and live in our world. It

explores what is unique or distinct in each person's experience and what is common to the experience

of the group of people who have shared the same events or circumstances(Daniels, 2005, p. 2).

In phenomenology, experiences serve as basic data. The Phenomenological approach works in such a

way that we as researchers need to continually examine and reexamine our biases and presuppositions.

The approach is that the researcher seeks to understand the subject's world through the subject's eyes

and experiences as much as possible, and together they can probe the subject's experiences fully and

understand them. Understanding the experience of a subject leads to interconnectedness. This is

possible because the researcher gets access to the subject's experience. The subject invites the

researcher into his/her world, through sharing experiences in a dialogue(Daniels, 2005, pp. 2–3). 

The viewpoint in phenomenology is the person experiencing e.g. the subject, co-researcher or

investigator. There has been controversy among researcher's whether the subject matter to be studied

should be an internal or external viewpoint. For instance, should it be consciousness which is the same

as an internal viewpoint or behavior which is the same as an external viewpoint. Researcher's studying

behaviors saw personal experiences as inconsistent, unreliable, and unworthy of including in the

psychology domain. Other researchers perceived this critic as discarding something valuable. However,

phenomenology pays attention to experiences. Subjects can describe as fully and completely as

possible. There is rigid dichotomy within phenomenology. It embraces behavior and consciousness.

Both are understand as aspects of the same phenomenon: the world as lived by our subject. This is

contrary to the positivist notion of science which suggest that there are two ways of dealing something:

subjective and objective way(Daniels, 2005, pp. 2–4). 
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Based on the description above, phenomenology can be used to examine and explain change readiness

because it focuses on experiences such as employees' beliefs, feelings and sensations related to a

particular phenomenon (Hatch & Schultz, 1997, pp. 657–658). Additionally, the basic source of data

for this research are the experiences of employees from the organization of FairFishing. These

experiences will be accessed through a dialogue and sharing of experiences. The attitude is to

understand the participants' world as far as possible through their eyes and experiences, and together

probe their experiences fully and understand them. Since the data that will be analyzed are the

experiences of the participants, phenomenology is the right research strategy to use in this research.

4.2 INTERVIEW STRUCTURE

This research uses semi-structured interview data collection technique, together with a standardized

thematic guideline. Semi-structured interviews are the most suitable techniques for investigating such a

complex phenomena such organizational change and change readiness which are interdependent,

dynamic and multi-faceted (Barriball & While, 1994, p. 330). This interview method provides the

opportunity to probe respondents for more explanation, leading to a deeper understanding of the

explored subject (Rowley, 2012, p. 262). Contrary to structured interviews, semi-structured interviews

have open-ended questions which provide the respondents with the possibility to talk about their

experiences in detail, leading to a more wholesome response. Also, semi-structured interviews are not

constructed to generate a particular response, as opposed to questions which are structured to generate a

particular response (Yin, 2003, p. 135). Questions which look for a particular response lead to a biased

research. Responses to questions used in a semi-structured interview demand extra effort from the

researcher, as the researcher must be attentive and listen carefully, in order to understand the message

of the respondents (Rubin & Rubin, 2011, p. 217). Semi-structured interviews offer more flexibility,

which is important for this research due to the dynamic nature of the research topic, and the diverse

backgrounds of the respondents. It allows the researcher to fine-tune the questions during the course of

the interview, and ask context related follow up questions (Mark Saunders et al., 2009, p. 320).
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The interview themes: communication, participation, organizational support, leadership, trust,

flexibility, and organizational identity were inspired by literature review, and a standard interview guide

was drafted. The precise questions and their sequence varied in each interview, depending on the

responses of the respondents and the general flow of the interview. Some of the questions were

produced during the course of the interview, and various ways of asking the same questions were

adapted. 

4.3 UNIT OF DATA OBSERVATION AND ANALYSIS

In this research, the basic unit of observation are participants/respondents/employees of the

organization of FairFishing both in Denmark and Somaliland. Data collected from the description of

their experiences will be the unit of data analysis. 

4.4 SELECTION CRITERIA FOR INTERVIEWEES

In this study, the selection of respondents is based on purposive sampling (Mark Saunders et al., 2009,

p. 237). To gather insightful data, it is important to have a selection criterion which ensures that

respondents can answer the interview questions in a contributive way(Rowley, 2012, p. 264).

Therefore, the following criterion was used to select the right respondents: Respondents should have

management experience of at least 3years.

Respondents were accessed through the researcher's professional network. There were twenty potential

respondents. Ten of them agreed to participate in the research. Respondents were from the organization

of FairFishing, and they met the selection criterion. Prior to the interview, they were asked to reflect

upon the role they play as managers, and how they are influencing employees to create change

readiness.
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4.5 INTERVIEW PROCEDURE

An introductory letter, stating the purpose of the interview was sent to the potential respondents via

email. The respondents who confirmed their participation in the interview process, were sent more

information on the themes of the interview. Participants were from Denmark and Somaliland. This is

because FairFishing is an international organization. Most of its administrative activities take place in

Denmark while practical activities are conducted in Somaliland. In Denmark, Interviews were

conducted face to face and via the phone. In Somaliland, interviews were conducted via Skype.

Permission for recording all the interviews was asked and granted.

Before each interview, the researcher studied the background of the organization, paying special

attention to the role that management plays in the ongoing change project. The primary source of

information was the website of the organization. The respondents were informed that they were not

obliged to respond to all questions, and they were offered the option to remain anonymous. The

respondents covered all the outlined themes. Interviews lasted between 10-60 minutes. Most of them

were conducted in Danish, with the exception of three which were conducted in English. Interviews

conducted in Danish were translated into English before data analysis. Although the researcher is fluent

in both languages, the issue of hermeneutics (M. Z. Cohen, Kahn, & Steeves, 2000, p. 5) was inevitable

due to the nuances in both languages. Cohen et al. (2000, p. 5) refer to hermeneutics as the way we

understand the world that has been presented to us. Therefore, the researcher's way of understanding

and translating the interviews from Danish to English might not have rendered the exact answers and

understanding of what the respondents meant, and this might affect the main findings. The options of

using a professional translator was considered, but the cost of paying for one was too high. Instead a

fellow student was requested to critic the translated interviews and provide suggestions, if necessary. 

Most of the interviews were transcribed within the same week they were conducted. Immediate

transcription helped to ensure data integrity. This is because each interview session was still fresh in the

mind of the interviewer, which facilitated the process of selecting relevant from irrelevant data. During

the interviews, the researcher did not interrupt the respondents while they were answering the asked

questions. Respondents were passionate about the organization and answered the interview questions
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generously and extensively. This meant that there was a lot of rich data, but some of it was irrelevant

too. The researcher was careful not to bias the response of the interviewee with the researcher's own

preconceptions on the subject being discussed. This was done by giving the researcher enough time to

express their experiences. This resulted into detailed descriptions of their experiences.

4.6 LIMITATIONS IN DATA COLLECTION

A number of challenges were encountered during the course of empirical data collection. The first

challenge was the recording of the first interview. Initially, an audio software called voice pop was used

to record the first interview. This software recorded only 12 minutes of the first interview. Even though

the researcher made notes during the course of the interview, these notes were inadequate for data

analysis. As a result of that,10 interviews were conducted, only 9 were used in the analysis. In order to

avoid a reoccurrence of this situation, the researcher downloaded and tested different software for voice

recording, and used a smart phone as a backup recording device.

Second, the internet connection was a challenge encountered during the course of the interviews. Brief

disconnections during some of the voice calls on Skype led to inconvenient interview sessions and loss

of data. Also, some of the respondents had to attend to phone calls during the course of the interview,

this caused some interruptions.

Third, there was a challenge of scheduling some of the interviews due to a different time zone. During

winter, the time zone in Somaliland is two hours ahead in relation to Denmark, and one hour ahead

during summer time. As the respondents in Somaliland have very short working days, it was

challenging to schedule the interviews to fit both the Danish and Somali time. Additionally, it was

challenging to get to interview some of the respondents due to their busy schedules. As a result, the

interview process was delayed.

Fourth, being the first time the researcher conducted an interview alone, the researcher was quite

nervous. This was particularly true during the first phase of each interview. As the interview

progressed, the researcher relaxed.
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4.7 METHOD OF ANALYSIS

For this research, the generic analytical method will be used, as it allows reference to other methods

(Cooper & Endacott, 2007, pp. 816–817). This study will make use of template analysis (Thorpe &

Holt, 2007, pp. 221–223) complimented by pattern matching for analyzing empirical data (Mills,

Durepos, & Wiebe, 2010, p. 203). Thorpe & Holt (2007, pp. 222–223) propose that template analysis

helps to identify a list of prearranged themes that can be revised and fine-tuned during the data

analysis. A feature of the template analysis is that categories and themes are derived from the data

collected (Thorpe & Holt, 2007, pp. 221–223). However, this research begins the data collection

process with defined research questions and research purpose. The primary set of categories are derived

from the literature review. Additionally, the pattern matching method was selected to test whether the

suggested literature review is adequate (Mills et al., 2010, pp. 203–204). Pattern matching does not

allow alteration in theoretical framework. In situations were the empirical findings cannot be explained

by the theoretical framework, then a different framework should be suggested (Mills et al., 2010, pp.

203–205). A Combination of template analysis with pattern matching leads to flexibility, as it allows

testing and amending categories identified in the literature review.

4.8 ETHICAL ISSUES

According to Saunders et al.(2009) ethical issues can arise in any type of research, and at different

stages of the research: during the data collection process, data analysis, data reporting or through any

other method of sharing information. Ethics denotes proper behavior that guides the conduct of the

researcher, with regards to the rights of respondents in the research process (Saunders et al., 2009, p.

183). 
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Orb et al. (2001, p. 93) state that qualitative research involves investigating and studying social

phenomena and people in their natural settings. As a result of that, the underlying role of power and

rapport between the interviewee and the interviewer is inevitable. Voluntary participation in the

interview, and the amount of information to share are individual rights of the respondent. These must

be observed by the researcher during the course of the interview (Orb et al., 2001, pp. 95–98). Ethical

matters concerning the material used when writing the thesis must be taken into consideration.

Permission for using sensitive organization information must be acquired prior to writing the thesis

(Saunders et al., 2009, pp. 191–196). Besides using interviews as the primary source of information, it

is essential to acknowledge secondary sources of information such as documents from the organization,

books, academic journal articles, course material, and web-based material (Saunders et al., 2009, p.

256).  The researcher took the following measures to make sure that ethical standards were met. Firstly,

the researcher sustained the privacy of the respondents by keeping their identities anonymous.

Secondly, the participants were informed about the purpose of the interview. Third, all genuine efforts

were made to present the findings and the analysis with precision. Data sources are included in the

references.

4.9 QUALITY CRITERIA

This section presents the quality criteria that is relevant for this research, and these include: A relevant

research topic, transparency and impacting the target group (Tracey, 2010, pp. 840-848). These are

explored below.

The researcher chose to explore change readiness because it is a relevant subject to many

organizations. Most organizations are constantly evolving, which this leads to constant change. For

example the organization of FairFishing Denmark is in a process of preparing a management team

which will run the organization in 2017. It is important for this organization to diligently create change

readiness among its employees, as this will help to eliminate resistance, and lead to a successful change

implementation. By examining the organization of FairFishing, the researcher obtained insightful

knowledge about the subject of change readiness. This was done through a qualitative research method 
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whereby semi-structured interviews were used to collect data and analyze it. Based on that, the

researcher argues that this research topic is of good quality, timely and significant (Tracey, 2010, pp.

840–841). 

It is argued that a research is reliable if it is transparent about the challenges encountered during the

research process. As mentioned earlier, several challenges were encountered during the research

process. The first challenge was failure of the recording device to record the first interview. The second

challenge was short intervals of internet disconnection during the Skype interviews with respondents

from Somaliland. Third, some respondents had to attend to phone calls during the interview. The fourth

challenge was time difference between Somaliland and Denmark, and short working hours in

Somaliland. In addition, it was difficult for some respondents to find time for the interview due to their

busy schedules. This created a general delay of the research. Fifth, being the first time the researcher

conducted interviews alone, the researcher was nervous particularly at the start of each interview. 

After collecting the data, it was transcribed and analyzed. During the course of analysis, data was

audited through cross checking and comparison of responses. Each time the researcher inferred

findings, the basis of the inference was provided so that the reader can make informed decisions.

Section 2.2 acknowledges the influence of the researcher's academic, professional and personal

background on the conducted research, and the methodological selections made. In light of that, the

researcher argues that this research is transparent (Tracy, 2010, pp. 841–842).  This research is expected

to impact the target group in a meaningful manner. This is because genuine efforts were made to re-

construct the experience of the phenomenon for the reader, mainly through presentation and aesthetics.

This was done by acting within the formal requirements of the thesis layout. The next section is about

data presentation and analysis.
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5. DATA PRESENTATION AND ANALYSIS

The preceding chapter has described how data was collected, the research strategy used, the method

used to analyze the data, and how the reliability of the data was ensured. This chapter aims at

presenting and analyzing the data collected, and it follows this sequence: First, the background of the

respondents is presented. Second, the change project is described in terms of it's purpose, triggers,

readiness for change and new behavior required. Next, the chapter presents analysis on the collected

data so as to answer the research question. Thereafter, the findings acquired from the empirical data are

presented.

5.1 BACKGROUND OF THE PARTICIPANTS

The respondents were the primary source of data collection and the unit of observation. They were

requested to answer the questions from the change project perspective that they are currently involved

in. In this research, interviews will be referred to as 1 – 9,  and respondents 1-9, this follows the

sequence of the interview transcription-see appendix one. Seven respondents were from Denmark and

two from Somaliland. Their positions included head of department, project manager, partnership and

communication specialist, chairman, vice chairman, financial director, country director and a

committee member. The average years of experience in change management was 9 years. The

background of the participants shows that they meet the selection criterion, and they contributed

genuinely and extensively to the data collection process. The next section describes the change project

in the organization of FairFishing.
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5.2 CHANGE PROJECT

The following is a description of the change project in the organization of FairFishing. It will be

described in terms of its purpose, change triggers, readiness for change and the new behavior required.

Change project description: The project of FairFishing was established in 2011 by a group of

Danish and Somali stakeholders engaged in the maritime, fishery and development sector. The overall

vision of FairFishing is to contribute to the development of the fishery industry in Somaliland in a

sustainable fashion so as to create a new source of income, mitigate poverty, and consequently

contribute to economic growth. In Denmark, the project is made up of hands-on practitioners from the

fields of Shipping, international development, Somali diaspora, business strategy, finance, navy

education and fishery. These practitioners provide strategic guidance directed towards operational

aspects of the core of FairFishing's concept. The concept involves a step-by- step approach of

developing a fully-serviced fishing station with sustainability as an integral part. To ensure

sustainability, FairFishing Somaliland (FF-SLD) charges station users an operational cost of running

the station, amounting to roughly 6% of the price at which the fishermen sell their catch. FairFishing

Somaliland is composed of boat owners, skippers and fishermen. At the time of this research, the

project had 37 partners, who owned over 100 boats, employed over 90 skippers and approximately 400

fishermen. The project is registered as a nonprofit organization that strives to fulfill the needs of

partners at a hands-on operational level (Interview-5)

At the moment, FF-SLD is co-managed by the Danish and Somali management team. The work

processes of the project are based on a value chain, which includes boats and fishing equipment;

training in Fishing Trade Craft; processing, transport, sale and consumption. The aim of the value chain

is to show division of work processes. The management team in Denmark is responsible for providing

processing services, training in Fishing Trade Craft, while the management team in Somaliland is

responsible for running the facilities at the station. The partners/user group are responsible for

transport, sale and consumption/marketing of their products. Partners acquire their own boats, but

purchase fishing equipment from a Partner Supply Unit (PSU) established in Somaliland by the

management of FairFishing Denmark (FF-DK) (Interviews-1 & 4).

Page 43 of 85



Triggers for the change project: The underlying trigger for this change initiative is to create a

governing entity capable of running FF-SLD from 2017. The governing entity will be a producer

organization. A Producer Organization (PO) is the way through which fishermen organize themselves

all over the world. POs are responsible for the daily management of fisheries, and guide producers

towards sustainable fishing and aquaculture. This is specifically done by managing the activities of

their members, by assisting them to match supplies with market demands, and help them to create

added value to their products. The user group that is intended to takeover FF-SLD is the Producer

Organization FairFishing (POFF). The table below gives a general overview of the POFF-now and the

future-POFF (Interviews-4 &5).

            The POFF-now 2015         The future-POFF 2017

• The POFF now has a management team of
four members.

• Employees in the PSU 20-25
• Partner/User group 37 fishery companies
• Partners employ around 400 fishermen

• Owning, Managing and operating FF-SLD
• One PO consisting of those local

managers, employees present/future
partners who wish to become members.

Table 7: shows the POFF-now and the future-POFF (Interviews-4 and 5)

The current POFF is still an informal fragmented organization, comprising of 20-25 local employees,

and 37 fishery partners. Whereas the future-POFF will soon be formalized. The POFF welcomes all

fishery companies that confirm to the purpose and methodology of FF-DK (Interviews-4 &5).
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Organizational Readiness for the change project: The process of change readiness has a five

year timeframe as illustrated in the following quote from interview-3 “Our time horizon was made clear

from day one: 2012-2017. That timeframe has been made as explicit as possible, even on our walls at the fishing

station in Somaliland”. Since the implementation of the change project is scheduled for 2017, the

organization still has a year to finalize the change readiness process. 

New Behaviors required by the change project: The objective of the change project is to build

a governing entity capable of running FF-SLD from 2017. The key principle is delegating

responsibility to develop a sense of ownership within FF-SLD. This collective ownership is intended to

foster a sense of common purpose. New behavior required by the change project is that the POFF will

have to self-regulate issues such as managing organizational finance, the quality of fish, fish processing

standards, and drafting governance structures. Also, new behavior required by the change project is that

the POFF should be able to solve challenges such as organizational and fishery professional capacity

building of FF-SLD's management team and the POFF members. Developing a legitimate partner

organization takes time, particularly in a context where the industry is being revitalized. However, the

time to prepare and formalize the POFF is right now, so that the POFF can run FF-SLD in 2017.

Preparing the POFF will ensure that the desired knowledge, organizational structures, work processes

and procedures are in place for the implementation of the change project. 

5.3 DATA ANALYSIS PROCESS

This section will use the data from the interviews to demonstrate how the data has been transformed to

identify patterns and relationships. The source of the data used in the analysis is the semi-structured

interviews. The data analysis process begins with unitizing the data in extended texts under categories;

the categories are derived from the literature review. Correspondingly, the data is classified into three

main categories, two of which have further sub-categories. The outlined categories and sub-categories

are coded using abbreviations. The following table illustrates the identified categories, sub categories

and their codification.
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DATA CATEGORIES CODE

1. Change Management Efforts
• 1.1 Communication of the Information
• 1.2 Organizational Support
• 1.3 Participation

2. Leadership
• 2.1 Role of Change Leadership

3. Leadership attributes
• 3.1 Motivation
• 3.2 Organizational Identification
• 3.3 Trust
• 3.4 Flexibility

◦ 3.4.1 Flexible structure
◦ 3.4.2 Bureaucracy

CHNG.ME
COMM
ORG. SUPP
PART

LDSHP
LDSH.R

LDSHP.ATRBS
MOTIV
ORG.ID
TRUST
FLEX
FLEX.STR
BUREAU

 Table 8: Initial Template

After arranging the categories into codes, the unitized data was examined. The codes helped to

distinguish and combine the collected data (Miles & Huberman, 1994, p. 56). The coded categories

were instrumental in identifying relevant information. Afterwards, manifest and content approaches

were applied to analyze the data. The manifest analysis content denotes the surface structure, whereas

the content analysis connotes the interpretive reading of the data (Berg, 2001, p. 269). It is essential to

use the latent content analysis because it allows the researcher to dig deeper for meaning of the given

phrases and responses. The data reflects that the role of management in creating change readiness was

discussed both in relation to the entire organization, and the change project. However, to prevent

superfluous coding, the two perspectives will be combined, and the difference will be clearly presented

further in the text. The analysis of the extended text led to the modification of the initial categories, and

sub-categories. Additional findings led to the emergence of the following new categories and sub-

categories.
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Additional 1:

• 3.4 Flexibility
◦ 3.4.1 Flexible structure
◦ 3.4.2 Bureaucracy
◦ 3.4.3 Frequency of change projects

FLEX
FLEX.STR
BUREAU
FREQ.CH.PR

Table 9: 1st Modification in Initial Template

The sub-category FREQ,CH.PR was included based on the data provided in interviews- 4,5&6. The

interviews indicated that the organization is flexible because it has been subjected to regular short-term

changes.

Addition 2:

• 1.3 Participation
◦ 1.3.1 Change Recipients' Participation
◦ 1 . 3 . 2 S e n i o r M a n a g e m e n t s '

participation 

PART
CR.PART
SM.PART

Table 10: 2nd Modification in Initial Template

The analysis of the data on participation led to the modification of the category and introduction of sub-

categories. Based on the responses in interviews-2, 7 & 8, the involvement of the entire top

management is paramount in creating change readiness. In order to add this finding, it was determined

to have participation PART as the main category, and include Senior Managements' Participation

SM.PART as one subcategory, and Change Recipients' Participation CR.PART as another subcategory.

The ultimate themes and their sub-categories for the template analysis are presented in the following

template.
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DATA CATEGORIES CODES

1. Change Management Efforts
• 1.1 Communication of the Information
• 1.2 Organizational Support
• 1.3 Participation

◦ 1.3.1 Change Recipients' Participation
◦ 1 . 3 . 2 S e n i o r M a n a g e m e n t s '

participation 

2. Leadership
• 2.1 Role of Change Leadership

3. Leadership attributes
• 3.1 Motivation
• 3.2 Organizational Identification
• 3.3 Trust
• 3.4 Flexibility

◦ 3.4.1 Flexible structure
◦ 3.4.2 Bureaucracy
◦ 3.4.3 Frequency of change projects

CHNG.ME
COMM
ORG. SUPP
PART
CR.PART
SM.PART

LDSHP 
LDSH.R

LDSHP.ATRBS
MOTIV
ORG.ID
TRUST
FLEX
FLEX.STR
BUREAU
FREQ.CH.PR

Table 11: The ultimate template

The next section presents findings based on the data analysis conducted in the previous section. The

findings that will be presented are exclusively those that relate to the research questions and objectives.

The findings are presented in relation to the categories and their sub-categories identified in the

previous section.

5.5 PRESENTATION OF FINDINGS

 Matrices will be used as a tool to help present the findings. Matrices help to make a full analysis,

organize information, and eliminate irrelevant information (Miles & Huberman, 1994, p. 239).The

reason for using matrices is to show how the data expounds the role that management plays in creating

readiness for change. Matrices are organized in relation to the codes identified in the previous section.

The information presented in the matrices are direct quotes taken from the extended text, paraphrasing

of the extended text, and explanations from the researcher. The next presents findings on leadership

attributes.
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5.5.1 LEADERSHIP ATTRIBUTES

This sub-section presents the findings in depth, on how each aspect of leadership attributes impacts

readiness in FF-SLD. It is vital to note that the following aspects refer to leadership attributes before

and during the change readiness process. The aim is to understand how these attributes affect readiness

in the FF-SLD.

Motivation: The data in this section presents the findings on how motivation influences change

readiness in FF-SLD. Respondents identified the following as factors that motivate employees to

engage in the change readiness process: having confidence and pride in the parent organization,

acquiring new skills and knowledge useful for present and future career, and the desire to contribute to

the successful and profitable performance of the organization (Interviews-4,6&7). Additionally,

respondents reported that motivation led employees to collaborate and support the change initiative.

The data in the following table illustrates how the motivation of employees contributed to the process

of change readiness.

Code Influence on change
readiness 

Evidence from interviews

MOTIV Positive “These three local team managers are very motivated, and are a huge
asset for FairFishing Somaliland. This is because when we started our
activities in Somaliland they are the ones who spoke to the Fishery
Minister and the Minister of Planning and Development. They act as our
translators, and they are very engaged” (Interview 5). 

“We asked our local partners if they would like to run the fishing station
when we withdraw? Their reply was yes, but how do we do that? You
will need to organize yourselves. How do we organize? You can
organize your selves through a producer organization. So, our approach
is we present an idea, they ask questions, and we answer by referring to
previous experiences or to how the same thing is done in Denmark.
When they get to understand what they ask about, they start working
with it straight away”(Interview 4). 
 

Table 12: Influence of Motivation
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Organizational Identification: The aspect of organizational identification and its impact on

change readiness was also a subject that respondents were questioned about. The respondents discussed

organizational identification in relation to the alignment between the organization's and employees'

values and loyalty to the organization as an outcome of this alignment. In spite of this, in one instance,

a strong identification with the organization was perceived to obstruct change readiness (Interviews 1

and 4). Strong identification with the old values of the organization, led to resistance against the new

vision presented during the change readiness process. It can be inferred that organizational

identification can be of advantage or disadvantage to the process of change readiness. This depends on

the context and content of a specific project. When employees strongly identify with the organization,

they will make an effort to support the change project, however, if the project is directed towards

altering the old adhered-to norms and values, employees are most likely to resist the change.

Code I n f l u e n c e o n
change
readiness

Evidence from the interviews

ORG.ID Positive “There is an Impact Assessment Report, which shows that due to the
establishment of FairFishing in Berbera, the living standard of around
500 fishermen, and employees at the station has improved, and their
earnings raised by 90%. Most of the local employees said that they like
FairFishing, they identify with it and they are loyal to it. The reason for
this is that FairFishing has been in Berbera for more than three years,
contrary to other organizations, which lasted for only a year or so. Since
the employees can see that we are stable, trustworthy, hardworking, and
we truly care for their needs, their support and collaboration for the
change project has been surprisingly high” (Interview 3).

Negative “Another issue is that Somali people can be very conservative in many
ways. Therefore, it is very challenging to introduce a change project like
this one, which requires them to organize and work together as a group,
work sustainably, and learn how to use new technology etc..They are
used to the old way of doing things. A few of them have been suspicious
and resistant to the change project” (Interview 4)

Table 13: Influence of Organizational Identity
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Flexibility: The notion of flexibility and it's influence on change readiness is discussed in this

section. The interviews indicated that flexibility positively impacts readiness for the project of FF-SLD.

The extent of organizational flexibility was seen to hinge upon the industrial background of the

organization (Interviews 1, 2, 3, and 4). Correspondingly, as discussed by respondents 1, 4, and 5, the

dynamic business environment, the need for the POFF to run the fishing infrastructure, and the constant

developments at the fishing station subject the organization to regular changes. Flexibility was seen in

terms of structures, procedures and processes. Flexible structures were particularly established at FF-

SLD to allow the introduction of new work processes, without interrupting the daily organizational

activities. All respondents identified the PSU and the POFF as new organizational structures. They

further explained that the structure of the POFF-now is informal whereas the future-POFF is in the

process of being formalized (Interview 4). By establishing and legitimizing the POFF, it can be

concluded that FF-DK has leadership integrity, the ability to adapt, innovate, initiate, and de-centralize

decision making, all of which are features that reflect flexibility in an organization (Johansson et al.,

2013, p. 3; Zammuto & O’Connor, 1992, p. 718). As organizational structures, the POFF and the PSU

mirror value-based choices (Zammuto & O’Connor, 1992, p. 710) of FF-DK. Bureaucracy was found

to hinder the spirit of change readiness, and bureaucratic procedures were reported to disrupt the

process of implementing change readiness, as they led to risk-aversion, distrust, inflexibility.

(Interview1).
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Code Influence on
change
readiness

Evidence from interviews

FLEX

FRE
Q.CH
.PR

FLEX
.STR

Positive

Positive

Positive

“FairFishing binds ownership to concrete physical assets such as the facilities
at the fishing station and the assets within the Partner Supply Unit (PSU
supplies fishing equipment to registered partners). The process of preparing
the local employees for the takeover has a time frame of five years. We want
to meet the deadline of five years, but we are flexible. We are flexible in
relation to the takeover. We have decided to conduct it as a gradual process.
We will hand over one component of the organization at a time. During the
transition period, we, the Danish management team will act as consultants.
The POFF should be ready to assume ownership and responsibility of
FairFishing in Berbera from 2017” (Interview, 4).

“We are constantly developing the organization, in order to make it self-
sufficient. These organizational activities subject FF-SLD to regular changes.
So, one could say that we have reached a point where we at least have
established the organization, and we will soon formalize the POFF. The next
step is to construct a shipbuilding yard that will partly be used to teach
fishermen how to fish in new ways, and partly used as a vocational school to
train young fishermen to repair boats, outboard engines etc.. Another step is
to liberate FF-SLD from high electricity costs...so if we build a solar plant,
and produce our own electricity this will reduce the cost of electricity
tremendously” (Interview 1).

“We need to build a concept rooted in a structure that many people can
identify with, a concept rooted in structure which is context specific, and
which is replicable other places. For Somaliland it is through the POFF”
(Interview 5).

BUR
EAU

Negative “They will have to find out how they will work their way through the
bureaucracy. The bureaucratic struggles FairFishing faces in Somaliland are
in relation to national institutions, which are supposed to i.e. issue a
certificate of operation; the procedure is very slow and time consuming” Now
we have the certificate of operation, but renewing it can be challenging. It
must be renewed every year”(Interview 1).

Table 14: Influence of Flexibility
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Trust: The interview data establishes a strong connection between trust and change readiness for the

project of FF-SLD. Most respondents emphasized the importance of trust, and explained that trust

between employees and trust in leaders is crucial to create readiness for change. Trust as an

organizational value was seen to enhance communication between employees and trigger a better

understanding of the change initiative in the organization. Lack of trust among employees was caused

by organizational bureaucracy, and inadequate understanding of the change project. It was also noted

that lack of mutual trust led employees not to trust leadership and the idea of changing itself.

Code Influence
on
change
readiness

Evidence from Interviews

TRUST Positive Respondent 7 said “Some of the POFF members who are older than me, had a
hard time in accepting my leadership because it is rare to find young people in
leadership positions in Somaliland; but now I have won their trust. They see that
I am fair because I respect them, and care about their needs by giving them room
to express themselves, listen to their ideas, understand them and see how their
ideas might fit within the goals of FairFishing. Many members of the POFF have
told me that they trust FairFishing because it has stayed. Many organizations
leave after a year, but FairFishing is still here which is a good thing. We know
that they care about our future. One could say that we are building trust,
commitment and a good working relationship with most of the employees. And
also having a good management team has been helpful because we discuss
organizational issues, exchange ideas, and this has helped to create a strong bond
between us”.

“Despite the challenges we face, I think there is a high degree of trust within the
organization. I feel that our local managers in Berbera trusted us from day one.
They have helped to bridge the communication and cultural gap. They talk to
key institutions like the local government in Somaliland and help us to get and
renew important documents such as the certificate of operation. They also
constantly communicate to the POFF and explain to them why it is important to
carry out this change project and how they will benefit from the change. We feed
off of each other by exchanging information that is vital for the operation of the
organization” (interview 1).

Table 15: Influence of Trust
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5.5.2 CHANGE MANAGEMENT EFFORTS

This sub-section presents detailed findings on how each specific change management effort impacts

FF-SLD's readiness to change. The aim of this section is to understand the role of change management

efforts in creating readiness for the project.

Communication: The importance of communication as a change management effort was

emphasized in all the interviews. Respondents stressed the importance of management explaining to the

change recipients what kind of change is it, why is it necessary, how should employees prepare for the

change, and who will help to prepare them. Instruments identified for communication were face-to-face

conversions, social media, emails, workshops, brochures, open discussion forums and publication on

the organization's website. Some of the interviewees highlighted the ineffectiveness of emails

compared to face-to-face communication with the employees (Interview 1 and 3). The overall empirical

data lead to the following conclusion with regards to communication: there can never be enough

communication, therefore constant repetition of the change message is important to enhance

understanding of the change message.

Code Influence
on change
readiness

Evidence from interviews

COMM Positive “We constantly communicate to our local partners and remind them that the
Fishing station, together with all the equipment are going to be theirs in the
near future. For this happen, they have to show us that they can operate the
station in a sense that it is always clean, the finance of the operation is in order,
fishermen are happy to use it etc.  In the beginning, the Danish management
travelled to Somaliland, and introduced the change project: the local
employees need to run the organization on their own. In the meetings, our
project manager talked to the local employees and told them that they need to
organize, establish a governing structure, get training and master various work
processes etc., in order to run the organization” (Interview 3).

“When I am to hold a meeting with the advisory board, I send them an agenda
and supporting documents two weeks prior to the meeting. In most cases, I
sense that no one has read the documents – not anything even close, and then I
feel like we are back to square one. This is because they do things differently.
They do not prepare in advance for a meeting as we Danes do. With our
impatient nature and culture, it is irritating and it is what it is. So, the meeting
ends up taking much longer than it should have, and that makes written
communication less functional. However, we seek to be obliging and open in
our communication”(Interview 1).

Table 16: Influence of Communication
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Participation: Most of the interviews mentioned participation as an important tool used by

management to establish readiness among employees. Active employee participation was made

concrete through the establishment of the POFF and the PSU. At the time of the interview, the POFF

members were actively involved and had already began to self-regulate on issues such as managing

credit of partners, controlling the quality of fish, monitoring fish processing standards, and drafting

guidelines and principles (Interviews 1, 4 and 5).

Code Influence on

change

readiness

Evidence from interviews

SM.PART Positive “Right now FairFishing Denmark owns the station, fishing equipment etc,

but these will soon be owned by the POFF, which will run the organization

in the near future. What we are doing is to train and prepare the POFF to

run FairFishing. This means that we have to show, and involve them in all

the work processes of FairFishing, help them to create a producer

organization, partner supply unit, workshop, solar plant energy, educate

them about fishing etc”.

CR.PART Positive “...The daily contact I have with our local management team in Somaliland

composed of the country director, station manager, and financial manager

is crucial. If these three can run the station with sound operational finances,

then we are heading in the right direction. It is a committed and engaged

management team” (Interview 5).

Table 17: Influence of Participation
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Organization Support: The empirical data established clear evidence of the significance of

supporting employees for creating change readiness. Respondents mentioned that organizational

leaders supported employees by being available in Somaliland several times a year for meetings,

monitoring, questions, discussions, knowledge sharing, training, and introduction of new technology.

Code Influence on
change
readiness

Evidence from the interviews

ORG.SUPP Positive “...we use comparative and knowledge sharing approach to prepare the
POFF for the takeover” (Interview 4).

“...the management team in Denmark is transferring organizational
management skills to the local management team through a step-by-
step strategy...”(interview 6).

“...our approach is learning by doing, step-by-step, bottom
up”(interview 4). 

Table 18: Influence of organization support 

5.5.3 LEADERSHIP

In all the interviews, leadership was seen to play a key role in influencing change readiness through

reinforcing or establishing change management efforts The empirical data shows different qualities that

respondents thought were vital for a change leader. They reported that a change leader should good

communication skills, must know the details of the change to be delivered, should be emotionally

intelligent and empathetic (Interview 6).
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Code Influence
on
change
readiness

Evidence from Interviews

LDSHP.R Positive “...Leadership in any project is very important”(Interview 6)

“...In the beginning my leadership was challenged by the older members of
the POFF, but now, they trust me”(Interview 6).

LDSHP.A
TRBS

Positive “...A leader should be patient, good to talk to people and understand that
change is hard for everyone...I listen to what they have to say and I put myself
in their shoes. I try to solve their problems or suggest ways to solve them. For
example the POFF members realized how high the costs of electricity is. They
came and explained their concern to me, and together we are trying to find a
solution” (Interview 6).

“...we had to create a management team that could run the fishing station. The
image we had of a country director was one who was capable of being
anywhere, very experienced, lives in Somaliland, and speaks English. Sadly,
such a candidate did not exist because we are operating in Somaliland where
career movers are very few. But last year, the executive committee met and
discussed possible solutions. So, we looked at our current employees, the
competences they represent, and how we can match their competences to
what is needed in the management team. Three candidates were obvious
choices. One of them is an experienced fisherman, who knows almost
everyone at the harbor. He always has an ear to the ground, and he knows
what is going. He communicates in Somali language, and his English is good
enough to communicate to his colleagues who have an organizational
overview” (Interview 5).

Table 19: Influence of Leadership
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5.5.4 INFLUENCE OF LEADERSHIP ON CHANGE

MANAGEMENT EFFORTS

The interview data was further examined to see how leadership influences change management efforts.

The table below presents evidence on how leadership contributes to change readiness through

communication, participation and organization support. The evidence will be explanations from the

author derived from the empirical findings.

CM.E ORG.D Evidence from the interviews

LDSHP COMM Respondents stressed the role of the change leader in delivering information
about change. It is found to be vital for the leader to meet face-to-face and
communicate directly to the change recipients. The management of
FairFishing in Denmark held several meetings in Somaliland to explain to
the management team why change was necessary and how it was going to
occur (Interview 1).

LDSHP ORG.SUPP The role of leadership in supporting the management team in Somaliland
and other employees was reported in the interviews. The management team
in Denmark shows its support by physically and digitally being available in
Somaliland for monitoring, meetings, questions, discussions, guidance in
conflict resolution and motivating the employees (Interviews 1, 3 and 5).

LDSHP PART The Danish management team involved employees in change
implementation by creating a management team in Somaliland which is
responsible for running the fishing facilities at the station, registering new
partners, sharing information etc. Also, the establishment of the POFF is
another concrete way of involving employees in the change readiness
process. The POFF working group in collaboration with the management
team, fishermen and the Danish management are working hard to formalize
and consolidate the POFF. (Interviews 5, 7 and 8).

Table 20: Influence of Leadership on change Management Efforts
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5.5.5 THE IMPACT OF LEADERSHIP ON CHANGE

READINESS

The preceding section presents analyses of leadership attributes in the context of change readiness,

change management efforts in the context of change readiness and the influence of leadership on

change management efforts. This section will combine the findings from the previous sections to

understand the impact of management as a whole in creating readiness for the project of FF-SLD,

which is the central research goal of this thesis. In order to do this, responses to the following questions

are analyzed:

• Do you think the organization is an obstacle or assistance in creating readiness for change?

• Do you think the organization is ready for the change project?

All the interviews were thoroughly scanned to obtain answers to the above questions. The following is

the basis of inference for the role of management and the level of change readiness:

• The role of management was found to be of assistance when the following phrases were used in

the respective context: committed and engaged, supportive through formal and informal

training, available for questions, discussions, and meetings., motivate, repetitive

communication which contributed to the introduction and understanding of the change

message.

• The role of management was seen to be an obstacle when the following phrases or words were

used in the respective context: Somali people can be very conservative in many ways, it is

difficult to teach them basic fishing techniques, suspicious, resistant, and leadership not

accepted.

• The level of change readiness was found to be high when the following phrases were used in

the respective context: simple and replicable, easily captured our partner's attention, I believe

it will work, the operational finance is so good that not much is needed before they can start

operating on their own, there is a high drive for the takeover to be finalized, regardless how it

turns out, it will be a success.
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• The level of change readiness was rendered low when the following words or phrases were used

in the respective context: Misunderstanding due to language barrier, lack of respect for the

young management team, culture clash, minimal understanding of the concept of FairFishing,

and reluctant to change.

The following table gives a summary of the level of change readiness. All the interview data was

meticulously scanned to compile this table.

Interview Impact of management
on change readiness

Readiness for Change project

Interview 1 Assistance High

Interview 2 Assistance High

Interview 3 Assistance High

Interview 4 Assistance High

Interview 5 Assistance High

Interview 6 Assistance Low

Interview 7 Assistance Low

Interview 8 Assistance High

Interview 9 Assistance High
Table 21: Findings on the impact of leadership on change readiness

As it can be seen in the table above, 7 out of 9 interviews reveal that organizational leadership is

considered to assist in influencing and creating readiness for the change project. Readiness for

implementing the change project is reported to be high. Therefore, the data indicates that organizational

leadership can influence and lead to change readiness. However, interviews 6 and 7 reveal the

organization's readiness for implementing the change as low. This indicates that there has been

resistance to change readiness, and this can be explained by the following statement:

“This transition process could be compared to someone coming to Denmark and tell us we need to do

things in a different way. It takes time to switch one's mind to think and work in a new way. It is not just

a fishing station. It goes deep into an individual's daily life. Also, it might change the hierarchy system

in society in a sense that there will not be one person at the top making all the decisions, but rather

there will be a democratic collective ownership composed of the POFF, an executive committee and a

management team, which will decide collectively” (Interview-1) 
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To over come this resistance, the management of FF-SLD and FF-DK can reinforce already existing

change management efforts and leadership practices or initiate them, if necessary.

6. DISCUSSION OF THE FINDINGS

This chapter discusses the findings presented in the data analysis in light of the theoretical findings

presented in the literature review. Similarities are identified and the causes of differences are discussed.

The discussion chapter starts by discussing the impact of leadership attributes on change readiness,

followed by the discussion of the impact of change management efforts on change readiness, and the

discussion of the influence of leadership on change management efforts. lastly, the proposed readiness

model on how leadership influences readiness for change project is revisited and discussed.

6.1 THE IMPACT OF LEADERSHIP ATTRIBUTES

Motivation: Motivation was recognized in both the literature review (Zu et al., 2010, p. 92) and the

empirical findings as a vital factor influencing change readiness. Detert et al. (2000, p. 855) assert that

in order to know how to motivate employees to engage in a change project, it is essential to understand

whether employees are motivated intrinsically or by external stimuli. The literature discusses the

importance of and the tools used to create motivation among employees. The empirical findings extend

the knowledge about how motivation was perceived in the organization. The respondents mentioned

the following as factors that motivate employees to collaborate and support the change initiative: the

desire to contribute to the organization's success and profitability, having confidence and pride in the

parent organization (FF-DK), the desire to acquire new skills and knowledge useful for present and

future career, and improvement of the employees financial status (Interviews-6&7). The identified

factors imply that FF-DK has paid special attention to the needs of its employees, which has inspired

personal development and intrinsic motivation (Kirimi & Minja, 2012, pp. 30–33). All in all, while

analyzing how to motivate its employees, factors mentioned above should be strongly considered by

the organization as it influences and creates readiness among employees. Focus should be directed

towards motivation that already exists in the organization, and if necessary reinforce it, or create further

motivation.
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Organizational Identification. The literature review and empirical findings acknowledge

organization identification as important in the process of change readiness. Drzensky et al. (2012, p.

98) see organizational identification as the fit between employee values and those of the organization.

Change initiatives which do not require altering existing norms and values are more likely to succeed

(Heracleous, 2001, p. 440). This is because employees are accustomed to these values and norms, and

know how to apply them in relation to their work. On the other hand, if change initiatives require

change of core organizational norms and values, then organizational identification negatively impacts

change readiness (Caldwell et al., 2004, p. 879; Drzensky et al., 2012, p. 98) . The empirical findings on

organizational identification correlates with the findings in the literature review. In interview-9, it is

found that the management team in Somaliland experiences resistance to change. This is because the

change they are preparing for requires adoption of new behavior such as collective decision making,

collective ownership and collective responsibility. This is contrary to a hierarchical system of

leadership that they are accustomed to. The empirical findings substantiate Cardwell et al's (2004, p.

877) viewpoints. These viewpoints involve the uniqueness of each change project, the importance of

understanding what values and behaviors that should be changed, and how strongly employees identify

with these values. Therefore, it is important for the organization to diligently promote new behavior,

through delegating responsibility, as this will help to create collective ownership, responsibility and

decision making amongst employees. Conclusively, as employees learn to become a collective entity, it

might be easier for management to convince them to accept group goals, and ask them to consider the

implication of their action on the overall objectives of the organization(Bommer et al., 2005, p. 739).
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Flexibility. Both the literature review and empirical findings acknowledge flexibility to be important

for change readiness. The interviews show that flexibility positively impacts readiness for the project of

FF-SLD. The extent of organizational flexibility was seen to hinge upon the industrial background of

the organization see e.g. interviews 1, 2, 3, and 4. Correspondingly, as discussed by respondents 1, 4,

and 5, the dynamic business environment, the need for the POFF to run the fishing infrastructure, and

the constant developments at the fishing station subject the organization to regular short term changes

which require a high degree of flexibility. Flexibility was closely linked to structures, procedures and

processes. It was argued that flexible structures were particularly established at FF-SLD to allow the

introduction of new work processes, without interrupting the daily organizational activities (Livne-

Tarandach & Bartunek, 2009, p. 2). All respondents identified the PSU and the POFF as new the

organizational structures. The structure of the POFF-now is informal whereas the desired future-POFF

is in the process of being formalized (Interview 4). By establishing and legitimizing the POFF, it was

found that, FF-DK has leadership integrity, adaptability, it is innovative and encourages de-centralized

decision making. All these are features that reflect flexibility in the organization (Johansson et al.,

2013, p. 3; Zammuto & O’Connor, 1992, p. 718), and facilitate the process of creating change

readiness in the organization. All in all, the POFF and the PSU as organizational structures mirror

value-based choices (Zammuto & O’Connor, 1992, p. 710) of the organization. Bureaucracy was seen

to hinder the process of change readiness, and bureaucratic procedures were reported to disrupt the

process of change readiness, as they led to risk-aversion, distrust, and inflexibility (Interview 1).

Trust. Both the empirical data and the literature acknowledge trust as a key factor which influences

change readiness. Literature review maintains that leadership support towards change efforts triggers

mutual trust (Santhidran et al., 2013, p. 351). When leaders acknowledge and take care of employee

needs, employees are most likely to be open and receptive of the change initiative. This leads to mutual

trust between leaders and employees (Zhu et al., 2011, p. 811). Mutual trust and trust in change drives

employees to get involved in change initiatives (Rafferty & Griffin, 2004, p. 346).  The interview data

establishes a strong connection between trust and change readiness for the project of FF-SLD.

Interview-7 revealed the importance of trust, and indicated that trust between employees and trust in

leaders was crucial in creating readiness for change. Trust as an organizational value was seen to

enhance communication between employees, and trigger a better understanding of the change initiative

in the organization. The empirical findings revealed that lack of trust among employees was caused by 
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inadequate understanding of the change project (Interview-7). However, in order to win back the trust

of employees, the management team in Somaliland showed respect and care for the needs of its

employees, by giving them room to express themselves, listen to their ideas, try to understand them and

see how their ideas could fit within the goals of FF-SLD. The manner in which the management won

the trust of its employees strongly corresponds with the literature review. Therefore, it can be

concluded that when leaders acknowledge and take care of employee needs, employees are most likely

to reproduce the same behavior, which strengthens mutual trust between leaders and employees. The

management of the organization, needs to regularly re-evaluate trust between employees and

leadership. If trust is found to be weak, or completely absent, it should be reinforced or initiated

through change management efforts.

6 . 2 INFLUENCE OF CHANGE MANAGEMENT EFFORTS ON

CHANGE READINESS

The previous section has discussed the influence of motivation, organizational identity, flexibility and

trust on change readiness. This section will discuss change management efforts. Communication,

participation and organizational identification were identified as change management efforts in the

theoretical findings. It was also noted that change management efforts are driven by and implemented

through leadership. The empirical findings about change management efforts and their impact on

change readiness are discussed below.
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Communication. Both the empirical and theoretical findings confirm the key role of communication

in the process of creating readiness in the organization. The theoretical findings substantiate the

significance of decreasing anxiety and resistance to change through communication (Rafferty et al.,

2013; Wanberg & Banas, 2000). Words, arguments, rationales, analyses, numbers, pictures and colors

were outlined in the theoretical findings as important tools, which can be used to introduce the change

message (Rafferty et al., 2013, p. 129). Face-to-face conversions, social media, emails, workshops,

brochures, open discussion forums, publications on the organization's website were identified in the

literature as key tools that were used to introduce the change message. The way in which the change

message was introduced to the organization was an essential step in the process of change readiness.

This is because it was discovered that face-to-face conversions were the most preferred means of

communication by the management team of FF-SLD. Respondents 1, 2, 3, 4and 9 reported that the

change message was found to be effective when it was delivered by senior management from FF-DK.

This is because active engagement of senior management in delivering the change message facilitates

an immediate buy in by the majority in the organization. Narratives of how the Danish management

team travelled to Somaliland several times a year to deliver the change message were told in all the

interviews. Essentially, it can be concluded that constant communication is crucial in the process of

creating change readiness, as it was found to enhance understanding of the change message, and

commitment to the change initiative.

Participation: The empirical data as well as the literature review highlight the importance of the

participation of employees in the change readiness process. Empirical data revealed the significance of

involving employees and senior managers. In the empirical findings, the establishment of the POFF and

the PSU were seen as a concrete means through which the management of FF-DK got its employees

involved in the change readiness process. For instance, they were actively involved in self-regulating

issues such as drafting guidelines and principles, control of financial credit, maintaining high quality of

fish and hygienic standards at the station. Senior management's involvement before and during the

change readiness process contributed to change receptivity. This because employees perceived senior

managers being committed to the change initiative.
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Organizational support: Both the empirical findings and literature review suggested that

organizational support enhanced the receptivity of change readiness among employees in FF-SLD.

Organizational support was seen by respondents to encourage and motivate employees. Tools such as

training and information technology systems identified by Holt and Vardaman (2013) were also

identified in the interviews as being essential for creating change readiness. Formal and informal

training has been provided by the management of FF-DK to the employees of FF-SLD in areas of

organizational development and management, sustainability, marketing, maintenance of the fishing

infrastructure and logistics.

6.2.1 INFLUENCE OF LEADERSHIP ON CHANGE READINESS

The role of leadership in creating change readiness has been acknowledged as important in both the

theoretical and empirical findings. The respondents discussed the significance of leadership in creating

motivation for employees, effective communication of the change message and supporting employees

during the change readiness process.

The literature review identified an ideal change leader as being honest, trustworthy, sincere and

committed to a change initiative (Santhidran et al., 2013, p. 351). According to Crawford and Nahmias,

a project manager was seen putting more emphasis on tangible components of the project such as the

budget, schedules, resources while the change manager was more attentive towards impacting the

behavior of the employees and training staff about the change initiatives. The discovery made by

Crawford and Nahmias relates to the activities carried out by the project manager of the organization.

The project manager was found to be attentive towards influencing the behavior of the employees

through training the management team of FF-SLD in organizational development, administration,

logistics, new technology systems, Fishing Trade Craft and fish processing. For this organization, the

project manager was also the change manager due to overlapping activities. Furthermore, the empirical

findings illustrated that a change leader should have good communication skills, must know the details

of the change to be delivered, should be emotionally intelligent, and empathetic. Additionally, the

literature review and the empirical findings underlined the importance of open discussions between the

leaders and the employees. This facilitated communication and provided motivation and
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encouragement to the employees. To relate the empirical findings, the interviews revealed that the

Danish management team was constantly available to the employees of FF-SLD for questions,

discussions, meetings and information sharing. Constant availability of the Danish leadership team was

found to positively influence change readiness as the leaders were perceived to be supportive,

committed and engaged. To put this into perspective, the empirical findings uncovered leadership as an

adhesive that joins together change management efforts in the organization of FF-DK and FF-SLD. By

its content, change leadership denotes communication, participation and organizational support, and it

contains behavior such as communicating organizational plan, empowerment through involvement and

paying attention to employees' needs(Herold et al., 2008, p. 348). All in all, not only does leadership

influence change management efforts, but it also drives them.

6.3 REVISITING THE CHANGE READINESS MODEL

The readiness model of Armenakis & Harris (2009) identified in the literature is aimed at an overall

implication for creating readiness in the organization of FF-SLD. To ensure applicability of the model,

it is necessary to look at the variation within the organization selected for the data collection and

analysis. Some of the most salient variations include: 1) perception of change readiness content, 2) vthe

industry, and 3) geographical background of the participants. Emphasis will be put on the first variation

as it is most relevant.

The perception of change readiness by the management of FF-DK varied from that of FF-SLD. This is

because as change initiators, the Danish management team had time to work with the change message.

This meant that they got mentally accustomed to the change message before it was introduced to FF-

SLD. To minimize this variation, the management of FF-DKK identified fundamental change beliefs.

These beliefs were perceived to positively impact employees' attitude to support change management

efforts. Also, the beliefs were seen to facilitate the likelihood of a successful and sustainable

organizational change. The five basic change beliefs include the following: discrepancy,

appropriateness, efficacy, principal support and valence. The interconnection between the change

beliefs, and how the management of FF-DK identified and established them is discussed below.

Page 67 of 85



Firstly, FF-DK had to convince FF-SLD to believe that a change was necessary and that there was a

huge gap between the current state of the organization and what it should be. The current state is that

the organization is co-managed by FF-DK and FF-SLD. The desired state is to establish and develop a

governing entity capable of taking over FF-SLD in 2017. The change message was gradually

introduced to FF-SLD. This was done mainly through face-to-face communication, with the Danish

management team regularly visiting FF-SLD.

Secondly, after convincing FF-SLD that change was necessary, it was then deemed appropriate by both

the FF-DK and FF-SLD that building a governing entity (the POFF) to run FF-SLD was the correct

measure to address the discrepancy. The key principle was through delegating responsibility to develop

a sense of ownership amongst the employees. The collective approach was intended to cultivate a sense

of common purpose and ownership. The group had to self regulate issues such as managing the credit

of partners and, control the quality of fish, fish processing standards, and draft guidelines and

principles. The sustainability of the POFF running FF-SLD depended on its ability to solve key

challenges such as organizational and fishery capacity building of FF-SLD's management team and

POFF members.

Thirdly, establishing the belief that the FF-SLD and FF-DK will successfully implement the change.

This belief was fairly easy to establish due to the regular presence of FF-DK in Somaliland. Also, close

collaboration and early involvement of FF-SLD in the change readiness process strengthened this

belief.

Fourthly, the belief of principle support was relatively easy to establish among the change recipients.

This is because the management of FF-SLD perceived the management of FF-DK as being credible and

completely committed to the change initiative. Total commitment was reflected through regular

availability of the Danish management for discussions, questions and guidance. The management team

was found to be available both physically and online.

Page 68 of 85



Lastly, FF-DK had to convince FF-SLD that the change initiative will benefit the entire organization.

Benefits will be in terms of more autonomy to the future-POFF to run the organization; the future-

POFF will be able to adapt governing principles to the context Somaliland; there will be increased

income, and improved standard of living. All in all, as change initiators, FF-DK should anticipate,

consider and plan on how to continuously impact and shape these beliefs, in pursuit for successful

change readiness.  

7. CONCLUSION

This section broadly sums up the conclusions drawn from this research. The study was conducted with

the aim of identifying the role of management in influencing and creating readiness for change among

employees. This chapter presents the managerial implications of the data analyzed from the empirical

and literature reviews. It provides recommendations for further research within the context of the

researched phenomenon.

The literature review revealed that modern business meant high competitiveness, swift decision

making, and the ability to cope with constant change (D’Aveni, 1998, p. 183). It was further discovered

that the organization's ability to change drove its growth (Vakola, 2013, p. 96). On the other hand, the

literature review lacked a standard framework that could be used to successfully plan, implement and

manage change. Therefore, the researcher was inspired to use a combination of various literature, with

the main focus on the readiness model in order to asses change readiness. It was discovered that the

management FF-DK used the five change beliefs as a means to introduce the change message,

encourage participation, and create organizational support. Furthermore, scholars pointed to projects as

a possible means that could be used to implement a more successful organizational change (Biedenbach

& Söderholm, 2008). However, the most notable obstacle which was encountered by change leaders

was resistance from employees. Change readiness was found to reduce resistance, as it encouraged a

positive employee attitude towards change initiative (Rafferty et al., 2013). To create readiness among

employees, it was important for the management to identify, and understand key factors that

strengthened change readiness initiatives. For the organization of FF-DK, these factors were found to

be change management efforts and leadership attributes. These factors infiltrated into all the aspects of

organizational life, and influenced how tasks were carried out in the organization. Employees reaction
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to change strongly depended upon the existence of these factors in the organization, and therefore,

management had to diligently reinforce the factors, if they were weak or establish them, if necessary.

Additionally, change readiness was seen to be important for business. Most of the research on change

readiness focused on knowledge-intensive businesses such as information technology (Armenakis et

al., 1993), rather than practice-based organizations such as nonprofit organizations. This research was

carried out in an attempt to increase academic knowledge and interest in change readiness. This was

done by examining FF-DK which is currently preparing for change. Throughout the course of the study,

the researcher gained deep insight on the role that management played in influencing and creating

readiness amongst its employees. This was through communication, participation, organizational

support and leadership. Leadership was closely linked to its attributes: motivation, trust, organizational

identification and flexibility. The management of FF-DK worked hard to reinforce or establish change

management efforts and leadership attributes, if they were weak or nonexistent. The processes of

answering the research question required a detailed literature review, which helped to form the basis for

data collection, and analysis. The data was collected through semi-structured interviews, revealing that

change leadership in the organization of FF-DK positively influenced the management of FF-SLD. The

POFF is the governing entity which will run FF-SLD in 2017. All in all, it can be concluded that the

management of FF-DK has played a pivotal role in establishing a solid foundation for change

readiness, and the organization of FF-SLD is to a large extent ready to implement the change initiative.
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7.1 ANSWERING THE RESEARCH OBJECTIVES

Objective 1: To identify the measures that the management of FairFishing has taken to enhance

change readiness among its employees in Somaliland. 

This objective was answered through examining whether communication, participation, organizational

support, and leadership were the measures that the organization took to enhance readiness among its

employees in Somaliland. Motivation, trust, flexibility and organizational identity were also examined.

All Interviews revealed that change management efforts and leadership attributes were identified as the

measures used by the management of FF-DK in the process of creating change readiness. For instance

interviews-4 and 5 reported that communicating with FF-SLD on a daily basis was important because it

created a platform for information sharing, updating employees on work processes, new developments,

discussing challenges and sharing creative solutions. Another example is that interviews-1, 2 and 3

showed that the management of FF-SLD was invited to engage in the decision-making process of

establishing the POFF. The project manager travelled several times to Somaliland to introduce, discuss

and answer questions regarding the initiative. These examples indicate that communication,

participation, organization support, leadership and its attributes can be identified as measures used to

enhance change readiness in FF-SLD. 

Objective 2: To understand the role of the identified measures in the process of creating change

readiness in FairFishing Somaliland. 

This objective was answered by examining whether motivation, trust, flexibility and organizational

identity, if weak or completely absent in the organization,  were reinforced or established through

communication, participation and organization support. Most of the interviews supported this objective.

For instance, interviews-7 and 8 suggested that the management team of FF-SLD was encouraged by

FF-DK to participate in the establishment of the-POFF. This was done through delegating

responsibilities to the management team of FF-SLD. The responsibilities they were given involved the
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autonomy to self-regulate on issues such as creating guiding principles for the POFF, managing

organizational finances, building the capacity of the members of the POFF, solving conflicts and

running the PSU. To be more specific, interviews-7 and 8 indicated that the management team of FF-

SLD was motivated through the organizational support they received from FF-DK. Organizational

support was provided through training. The management of FF-SLD was trained in organizational

administration, management of logistics, monitoring the quality of products, fishing sustainably, and

maintaining high hygienic standards at the fishing station. For example, training in logistics was

provided through the establishment of the PSU. The PSU is an organizational unit where registered

members of the POFF can purchase fishing equipment such as nets at a cost price. The management of

FF-SLD was trained in how to find cheap distributors of fishing equipment from China, budgeting,

accounting, marketing, and how to set a fair cost price. Organizational supported inspired employees to

strongly identify with the organization. This is because through training, employees were trusted and

empowered with knowledge. This knowledge increased confidence in their abilities to contribute to the

successful performance of the organization. In light of this, it can be concluded that, change

management efforts and leadership attributes were influential in the process of creating change

readiness. 

Another example is that all interviews revealed that flexibility was seen through the establishment of

parallel structures such as the This allowed work processes relevant to the process of change readiness

to be introduced without interrupting daily organizational activities. The implementation of these

structures and work processes involved communication, participation, organizational support through

effective change leadership. Therefore, it can be concluded that flexibility helped to create change

readiness.
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7.2 ANSWERING THE RESEARCH QUESTION 

This section explores how the research proposes value to practitioners. Theses suggestions are inspired

and derived from the literature review (Armenakis et al., 2007; Armenakis & Harris, 2009; Burnes,

2004; Caluwe & Vermaak, 2003; Crawford & Nahmias, 2010; Todd, 1999; Weick, 2012) and the

interviews.

It is crucial for managers to understand that change readiness is a complex phenomenon, and it cannot

be implemented by simply creating new rules and processes. To create readiness for a change project,

managers should focus on altering a few but essential behavior, attitudes and values of the employees.

The key behavior, attitudes and values must correlate with the planned change initiative. They must be

introduced and altered in a gradual process. Gradually altering key behavior, attitudes and values gives

employees ample time to get mentally ready and accustomed to the change initiative. During this

process,  managers must be patient with the employees, give them room to fail, and encourage them to

try again. It is also important for the organization to have an “open door policy” meaning that managers

must continuously be available to guide, discuss and answer questions which might arise concerning

the key behaviors, attitudes and values that must be changed. This helps to reduce anxiety and increase

receptivity among employees.

Managers should change key behavior, attitudes and values through communication, organizational

support, and participation of change employees. These must be involved in the decision-making

process pertaining change readiness. Employee involvement is important because it inherently includes

communication and organization support. Employee involvement contributes to increased productivity,

improved morale, team cohesion and innovation, and these are elaborated on below.

Increased productivity: employees who invest their time, energy, money and career in an organization

increase their participation in the organization, fostering stronger work ethics. When employees are

given autonomy and are expected to be more self-reliant, they become more efficient over time, as they

learn to navigate their responsibilities with minimal reliance on managerial team for direction. This

gives managers more time to work on other responsibilities in the organization.
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Improved morale: Involving employees in a decision-making process pertaining changes which impact

their jobs, while empowering them to be more independent, significantly improves morale. When

employees are treated as a valuable contributor to the organization, and their efforts are given

consideration, confidence increases among every team member, and the organization may reap

significant gains in terms of productivity and loyalty. Improved moral can increase longevity with the

organization. The longer the employ identifies with the organization, the more experienced they

become, making them mentors to new employees, and imperative to the managerial staff.

Team cohesion: Active employee participation is designed to create a sense of independence among

employees. It nurtures better relationships between employees and the managerial teams. This is

because employees who are given more independence are most likely to establish better working

relationships. In this case, employees and managers see each other as mutually advantageous for their

working relationship and the organization as a whole. Furthermore more, self-governance in the

workplace decreases dependence on the management team and directs that dependence to fellow

colleagues.

Innovation: employee participation leads to innovation. Employees who have invested in the

organization's development, growth, and sustainability are more inclined to create more ideas and

problem-solving solutions when challenges emerge. Additionally when employees encounter specific

challenges or improvements in policies, procedures, processes and products, it nurtures growth, critical

and imaginative thinking. Employees may view a specific issue differently than a manager, and think of

a creative solution which might not be thought of in a closed circle of a management team.  

However, efforts to change key behavior, attitudes and values might fail. If this happens, managers

must re-visit, re-evaluate and reflect upon the factors that influenced the implementation of the

readiness process. This will assist managers to identify and rectify the problems encountered during the

readiness process. In addition, it will help to re-establish a solid foundation for communicating the re-

evaluated behaviors, attitudes and values, and give management the opportunity to support and involve

employees in a better way. The empirical findings and literature review affirm that the influence of

organizational identification hinges upon the content and context of the project. It is, therefore,
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important for management to pay special attention to specific content and context of the change project

in order to inspire positive organizational identification. Prior to the process, managers should reflect

upon the current organizational behavior that employees strongly identify with, and the new behavior

which will emerge during the change readiness process. Reflecting upon this, helps management to

discover and correct behavior that employees are most likely to resist. 

Most importantly, the organization should scrutinize change leaders who are responsible for altering the

key behavior, attitudes and values. Experience in change management, leadership credibility, the ability

to take risks, the ability to communicate effectively, and the ability to be empathetic are qualities a

change leader should have. He/she must be able to use them effectively in the organization. This is

because the success or failure of the change readiness process strongly relies upon the performance of

leadership. Overall, management is believed to be the backbone in the process of creating change

readiness, therefore it plays a pivotal role.

7.3 LIMITATION OF THE STUDY

It is acknowledged that this research has its limitations. Firstly, the participants who were interviewed

were managers. Therefore, this research lacks on a local employee's point of view. Interviewing a boat

owner or a local fisherman, who will directly be affected by the change initiative would have

contributed to a more nuanced insight of the research. Secondly, the holiday season coinciding with

data collection process led to delays.

7.4 FUTURE RESEARCH RECOMMENDATIONS

Suggestions for future research are as follows: Future research can maintain the identified change

management efforts as constant and test their applicability for creating readiness for a change project

using a cross-sectional study or to conduct a comparative study. Future research can be conducted in

evaluating the performance of the organization after two years of the POFF running it on its own.
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APPENDICES

I. TRANSCRIBED INTERVIEWS

For appendix 1 please see transcribed interviews in a separate document

II. INTERVIEW GUIDE

1) Describe the organizational structure of FairFishing?

2) What do you want to change in the organization of FairFishing?

3) Is the change necessary and why?

4) Do the employees in Berbera understand why this change has to happen?

5) How far has the management of FairFishing reached in preparing the employees in Berbera?

6) What would you like to see as a successful outcome of this change process? 

7) Do the employees in Berbera wish to takeover FairFishing Somaliland? 

8) How has the management of FairFishing in Denmark prepared employees in Berbera for the change
process?

9) How does the management of FairFishing Denmark communicate with the local management team
about the preparation and change process?

10) Are there any challenges that may cause resistance to the preparation process? 

The above interview questions were derived from the following themes: Communication, Participation,
Organizational support, Leadership, Motivation, Flexibility, Trust, Organizational identity.
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FF-DK FairFishing Denmark

FF-SLD FairFishing Somaliland

CHNG.ME Change Management Efforts

COMM Communication

ORG. SUPP Organizational Support

CR.PART Change Recipients Participation

SM.PART Senior Management Participation

LDSHP Leadership

LDSH.R Leadership Role

LDSHP.ATRBS Leadership Attributes

MOTIV Motivation
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FLEX Flexibility
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