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Abstract 

 

For an SME, such as a family business, often it lacks the resources to fully understand the market, the 

customers and time to adequately adapt to the changes required. This thesis aims to use known theories 

of the market, along with different methods of data collection to test if the business, successfully 

implemented the goals set. 

Alongside with elaboration of the problem and the theories that challenge the same, the thesis also 

provides an overview that touch on historical points of the business and who the new person in charge 

is, how the data collection of interviews and observation will be used through the analysis and how they 

should be interpreted different areas. 

Finally, the findings collected through interviews, observations and a thorough analysis, indicate that 

the business had the correct approach in respect to change and adaptation, but they struggled with 

accounting to some key factors, being the employees and the nature of the business. It was as well 

noted that there core focus of customer satisfaction is not only hanging on one method, but it 

accommodates flexibility to delivering a good experience. 
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Executive Summary 

 

When it is spoken about Small Medium Enterprises (SMEs), it is common to associate the term to 

businesses which may be new comers to the market or that are established businesses which may be 

struggling with market growth and profitability. 

In today’s business world, markets have become more digital than ever in all segments and 

competences, this level of digitalization and with easy access to the internet from the consumer side, it 

has made the market highly competitive in all aspects. In order for businesses to remain competitive in 

the market with existing customer’s demands and to create loyal customers, the same businesses have 

to offer superior services or products, or go the extra mile to meet the customers where they are. 

One of the foreseeable challenge for SMEs is that, the changes required to remain competitive may 

have serious repercussion if not followed properly. The SMEs cannot afford to miss their short of getting 

it right the first time and their assets, the employees and the “secret” service providing formula must 

be aligned to support such changes. 
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Motivation 

The field study of change management is one that has been researched and developed for decades as 

seen from the existing theories, but until today and possibly for the future, the path indicates that the 

studies in the field will carry on as they are required to remain updated. This is so, because of the 

inevitable changes that constantly occur on the macro level of the business environment, being from 

politics to shifts in market power, from low labour cost force to development of technologies. As these 

changes occur, businesses need to change and adapt to new circumstances, leading to the workforce, 

management and strategies to be aligned to secure a prosperous continuance of their activities. 

But with the studies presented for such circumstances of businesses change, it was noticed by the 

researcher that majority of the theories available tackle primarily challenges and solutions based on 

large sized enterprises, possibly because such enterprises have a higher number of factors to be aligned 

when compared to smaller or medium enterprises when change comes into play. So, this raised interest 

of studying how smaller enterprises deal with changes. To understand if it is possible for smaller 

enterprises to learn from the larger enterprises and use same theoretical model when undergoing the 

similar development. 

Adding another point to the changes that business undergo on a macro level, is that in today’s affluent 

society, consumers have their basic needs secured allowing them reach for self-actualisation by 

investing more time and funds in higher needs (Social needs & Self-esteem needs). With such changes, 

the fierce competition in “traditional” market is affected, as businesses are no longer preoccupied with 

who has higher sales figure, both in terms of turnover or of sales of physical products. But instead, the 

competition is now focused on creating a long-term relationship with the customer, as with this, 

customers are more prone to return and continue purchasing one’s products or services, or simply 

deflecting the competitors’ offers. The customer relationship focus is part of the customer retention 

approach which leads to improved profits, positive word-of-mouth, and lower marketing expenditures 

(Reichheld, 1996; Heskett et al., 1997). 
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Research question 
 

Following the previous section, which touches on the motivation for further researching in this 

particular field of study, the research question of this thesis can be formulated as follows: 

 

What aspects contribute to a successful change in a traditional 

family business?  

 

The research question or the main problem above presented, will be approached through and 

thoroughly by sub questions which allows a breakdown of the main problem, this is because the 

question in itself can be broad, ambiguous, and therefore, the researcher may not be able to answer 

and satisfy all the factors in it with a single & simple answer. So breaking it down into a number of sub 

questions, may allow to better understand the problem from its unique characteristics, to take into 

account external or internal factors that may not be included in the main question alone. 

The sub questions set out to help answer the main research question will be tackling at the 2 

foundations of the success of the family business in topic. 

 

1. How has change management benefited in transformation of the business 

& 

2. What were the factors focused on when executing change 
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Thesis delimitation 

 

In this thesis it is intended to explore the understanding and the effects of change management in SME 

along with the digitalization of their services in respect to their employees and its implications to the 

business concept.  

From the two points above described, the thesis will set out to primarily look at how the change in 

management of an SME affected the service providing, focusing on customer satisfaction but looked 

from the business perspective and how they are achieving this. Along with the first point, the thesis will 

look at digitalization of some services as it was a key element of the change implemented in the 

business, how this was received by the employees and if the changes have contributed in providing a 

more satisfactory service for the overall procedure of service delivery. 

The SME to be analysed is willing to participate by providing data for analysis in hopes that the outcome 

of the thesis will provide a better comprehension of the actions, remark on their focus and key elements 

of success allowing for both to get a detailed overview of what needs to be improved to remain 

competitive in the market. 

 

 

Literature Review 

 

In the following section of the thesis, a selected number of theories will be presented to elaborate to 

the reader how these theories are defined, what are their main functions when used by companies or 

research to analyse and solve particular problems. With the help of the internet, the research for 

theories has become easier, plus it offers an access to a greater databases than before. But at the same 

time, with the means of access via the internet, a researcher can be overloaded with information and 

because there is extensive information about different theories out there, arguments and propositions 

both for and against for each theory; this section only focuses in presenting what is hoped to be relevant 

to be used in the analysis section of this thesis. 
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4 P’s turned to 4 C’s 

The famous 4 P’s concept of marketing which is how is often referred as, is part of the marketing mix 

approach which is seen to be a fundamental concept of today’s marketing. Professor Philip Kotler has 

defined the marketing mix to be “a set of marketing tools that the firm uses to pursue its marketing 

objectives in the targeted market” (2000), and with these tools, companies and businesses will be 

equipped to take decisive actions in order improve the trade channels leading to influencing the end 

consumer to acquire the company’s product. 

The 4 P’s of the marketing mix, namely Product, Price, Promotion and Place, is a concept that has been 

around since the early 1940s, firstly introduced by Professor James Culliton, Professor of Marketing in 

Harvard University, but due to challenging arguments of the limitations of the concept to be fitting, the 

terminology of the 4 P’s was not popularised until the late 80’s by academic E. Jerome McCarthy and 

Philip Kotler in their several books and articles published (1980 – 2000). 

A brief outline of the 4 P’s framework is presented below along with an image as supplement of the 

description which should be the foundation for further development of the framework. 

 Product is often referred to be tangible good(s) that satisfies the needs or wants of the 

consumer. It looks at the general function of the product being sold, its quality, features that 

are a must or a need, the guarantees, and returns of such products relating to the needs or 

wants. 

 Price is the value or the cost that the consumer has to pay in order to acquire the product in 

discussion. It does not only limit to its selling price, but looks at the production cost of the 

product, it’s lifecycle in terms of how long will last in the market, it looks and sets the segment 

which the product is aimed at. 

 Promotion is more related to the marketing aspect of the product, it looks how the business 

wishes to communicate and create awareness to potential consumers. The channel of 

communication such as advertising, direct selling and stand promotion would be what 

persuades the consumer to invest time and efforts in acquiring the product. 

 Place is the product placement of where the customer will encounter the product if it’s looking 

for it or not. But not limiting to such point, place is a broad term in the marketing mix, it may 

also be applied to the geographical location (country, city for example) where the product is 



 9 

aimed to be sold or where the customer segmentation is located and how to get the product to 

such locations. 

 

 

Figure 1 – the traditional 4 P’s  

 

As mentioned earlier in the framework of the 4 P’s was argued to be limited to their function as whole, 

and as the framework grew, several theorists proposed revised version of the framework  by adding 

additional “P’s” to the marketing mix concept to accommodate different tools and strategies for 

different segments of the markets. So today, after much debate in the international academia and the 

American Marketing Association (AMA) it has been set a standard that the marketing mix is composed 

of 8 P’s (depending on the author and material available, the number of P’s may vary, as the research 

process found). These 8 P’s consist of the original 4 P’s above described but it adds 4 extra P’s, namely 

Physical evidence, People, Process and Performance, which are below explained. 

 Physical evidence can also be referred as Packaging (depending the different models and terms 

used) which relates to the visual and the feel element of the product. How the product is 

perceived upon being touched or seen by the customer may contribute to the acquisition 

decision between different (competitors) products. Based on authors Boom and Bitner’s 

expansion of the framework of 7 P’s “Physical evidence is the service delivered and any tangible 
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•Public Relations
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•Transport distance
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goods that facilitates the performance and communication of the service” (1981) it explains that 

often more detailed, fashionable and different aspects of the product may be more appealing 

to the customer. 

 People is neither directly related to a product or service, but instead people looks at the 

personnel standing behind the product or service. This is how a customer is handled by the 

employee, the connection between the two individuals, the buying process is what the 

personnel play a factor. It can also be the representation of the employee to the product or a 

brand in or outside the work environment. 

 Process refers to the flow of chain of events that led to the acquisition of the product. Can vary 

depending on the need of the company but it may look from the starting point to the final 

moment of purchase of the same. In this section it may want to understand factors by answering 

questions such as “Was it difficult to find the product?”; “Was it challenging to understand the 

instructions?”; “Was it simple and easy to start using the product?” 

 Performance is the numerous possible outcomes that have both financial (profitability of 

increased sales) and nonfinancial (increase of intangible assets such as brand and customer 

equity) implications to the company in a long run. This analysis would depend on size of the 

company, markets of operations, social responsibility and legal and ethical  

 

Figure 2 - Figure taken from Marketing Management, 14th E. Kotler & Keller 

 

The 4 P’s framework of the marketing mix could be used in this thesis, but that may present a problem 

seeing that the company that will be used for analysis of the theories presented in this section operates 

mainly in the service sector and not in the production nor the sales of products sector, the framework 

would present itself to be limited and possibly redundant to be used here. 
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Instead, the framework of the 4 C’s will be used to offer a customer-oriented definition of marketing 

instead of the production-oriented marketing that was the 4 P’s. The framework of the 4 C’s has been 

presented by Robert F. Lauterbon (1990) in his article of “Advertising Age” proposing that the 4 P’s were 

“dead” for today’s and future marketing as the cause of many products failures was that it did not satisfy 

the customer needs and for future success the marketers needed to turn their focus in the real issues 

of the customer wants and needs. The transformation proposed by Lauterbon (1990) was simple 

converting Product into Customer Solution, Price into Cost to customer, Promotion into 

Communication and Place into Convenience. Below it is presented a brief description of same: 

 Consumer solution is focused in only selling what the customer wants and needs, reaching out 

to them knowing the 2 factors would be more than half the goal. 

 Cost to customer is focused on the product or service provided but looked from the customer 

angle, what is the total cost that the customer is willing to pay for the same. What are the cost 

benefits that “our” product or service is competing against? 

 Communication with day and age of technological advancement, communication means 

reaching the customer in their area of interest; if it’s via email, public relations (PR), company 

events, Facebook adverts, etc. this will engage the customer and create a dialogue. 

 Convenience looks on how the product or service can reach the customer and not how the 

customer will come to the product. This becomes essential due to globalization and highly 

competitive markets in today’s economy. Convenience and communication to the customer 

align their methods particularly due to the technological development seen today. 

 

Similar to the product-oriented framework of the 4 and 7 P’s, the customer-oriented framework of the 

4 C’s also has had theorist arguing its limitations and proposing a revised version of the customer-

oriented framework by adding 3 additional C’s. The 7 C’s framework is not relevant to be used in this 

thesis seeing by the size factor of the company does not fill the requirements. The 3 additional C’s look 

at corporations (larger enterprises by number of employees, activities and turnover) and external 

circumstances that affect the company and the customer.  
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Gaps Model 

It is noticeable an increase growth in the service economy and to certain extent dominating major 

economies such as the U.S. and Europe, followed by emerging economies such as India and China; Bitner 

and Brown (2008) stated that “the growth of service(s) is a relentless, global phenomenon that is shaping 

the world’s economies and profoundly affecting people’s lives”. The Gaps Model was first introduced in 

the Journal of Marketing in 1985 by Professor Parasuraman et al., to contribute to a company’s in 

understanding, meeting and possibly exceeding the customer expectation in regards to the service 

delivered by the company. So for the company to achieve such understanding, the model focuses in one 

of the gaps, the Customer Gap, which is actually the 5th gap in the model, but it may be considered the 

main gap because it shows the difference between the customer expectations and perceptions of the 

service as it is actually delivered (Bitner et al., 2010). 

 

 

Figure 3 – Gap Model from Bitner et al. 2010 

 

While the fifth gap may be considered the centre-piece, is actually the other four gaps that play a 

fundamental role in the whole model. The other four gaps of the model can also be referred as the 
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“provider gaps” as they provide the required comprehensiveness of the customer’s expectations to be 

met and overlooking any of the four gaps could lead to failure in meeting the same expectations. 

The gap(s) in the gaps model are ”created” when a company fails to do particular tasks in order to 

understand the needs and wants of the customer, passing it forward to the related factors which 

contribute to delivering the required service. So when explaining the different gaps of the model, it is 

taken explanation form the point of view of what a company fails to do in terms of research, sharing 

information, having different goals therefore creating space between each other and furthering itself 

from the customer. 

 Gap 1 is created when the company fails to listen to their customers or when the company does 

not fully understand what the customer expects. 

 Gap 2 is created following gap 1 when the company fails to design services that will meet the 

customer expectations. 

 Gap 3 is created when the internal resources of the company such as employees are not 

equipped with the right tools delivering low performance or meeting the basic standards. 

 Gap 4 is created when the communication between the external factors and frontline (false 

advertising) is not fitting. 

 Gap 5 as mentioned previously, is the difference between the customer’s expectations of 

services vs. the perception of the service as it was actually delivered. 

 

Moving forward to today’s business and competitive markets, information technological advancements 

have contributed immensely to the use of the Gaps Model, and this was possible by providing 

opportunities or creating bridges which facilitate the “provider gaps” in reducing the space between 

them and the customer. These opportunities from information technology relate to separate gaps 

presented earlier, but in general it allows the companies to have better communication means, reach 

broader audience of their market and respond faster to changes of the needs and wants of the 

customer. 

Even though the Gaps Model has been in tight connectivity with the information technology due to their 

performance, there are constraints or limitation that has risen in concerns to customer’s privacy and 

confidentiality raised by Bitner (2001) and job insecurity raised by Parasuraman and Colby (2001). When 
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looking at the customer’s privacy and confidentiality constraint, was pointed by Bitner (2001) that it 

exists a lack of trust between the means of communication between the parties, how the information 

is shared or used, and this could be based on results from historical events. 

Following the second constraint of the job insecurity presented by Parasuraman and Colby (2001), 

employees seem to be reluctant in accepting huge technological changes as these same changes has 

taken over their positions in the past (cutting costs for the company), it also takes time to adapt to new 

technology that seems to be a never ending cycle which leads to exhausted employees.  

Bitner et al. (2010) state that “We believe the Gaps Model should be one of the fundamental frameworks 

for service science going forward. Its primary contributions are its cross-functionality from a business 

perspective… … and its keen focus on the customer”. This previous statement would focus on the positive 

aspects and contributions of the model but does not exclude their limitations on other supplementary 

theories which can be combined to achieve in-depth analysis. 

 

The Service Marketing Triangle 

James Teboul in his defining article “Service is Front Stage”, states that “we are all in services… more or 

less”; by these words, it can be understood that it implies that the traditional transactional approach of 

companies pushing the products through the marketing mix, it simply does not suffice in today’s 

economy. The Service Sector differentiates itself by not offering a tangible product, so the perception 

of quality may vary based on how it is delivered to the customer, so Teboul (2006) says “when the focus 

is on services, the relationship between frontline staff and customer becomes predominant” as seen in 

the figure below. 

 

Figure 4 – from “Service is Front Stage” Article 
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The service triangle is not as simple as it may be presented in the figure above, but it is indeed broken 

down in 3 parts relationship that have to be aligned in order to guarantee success and profitability in 

the long run. 

The internal marketing focuses in the empowerment of the employee by equipping them with the 

necessary tools in order to do their delivery of a satisfactory job, by creating the right conditions where 

the employees are comfortable in delivering the job, in developing the employee personally ensuring 

that they feel part of the company thus increasing employee productivity and retention. 

The service marketing or also known the external marketing is as simple as the 4 Ps  (by E. Jerome 

McCarthy and Philip Kotler) and the 4 Cs (by Robert F. Lauterbon) of the marketing mix presented earlier 

in this section. The section here focuses in the means of creating awareness of the service to the 

customer. 

The relationship marketing focuses in the frontline employees which are the ones in direct interaction 

with the customer, creating what could be a long lasting relationship with them. The frontline 

employees should be equipped with tools to assess the negotiation ground with the customer and 

ensure that by the end the customer acquires the service or product in a satisfactory level. 

Based on the service triangle, theorist may argue that when the frontline employees are equipped with 

the best tools to understand the needs and wants of the customer, they are in the best position to 

demonstrate value by going an extra mile in a one-to-one relationship to the customer. This in turn 

creates positivism which turns the customer into marketing agents to the brand associated to the 

frontline employees. The symmetry of the roles played in a relationship marketing seen in the figure 

below. 
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Figure 5 – from “Service is Front Stage” Article 

 

Taking a step further and looking at different theorists approach in regards to the service triangle model, 

it can be found that the current or basic model follows a traditional structure of prioritising the company 

by positioning at the top of the triangle. So, if the company is service minded and wishes to respond to 

the customer needs and wants, than the same theorists  propose the inverted service triangle where 

the customer are on top and the company or management is at the bottom. Other than such inversion 

and looking who comes first, the model remains the same to the “traditional” one. 
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Web 2.0 

For every web site developer or owner out in the business world, the term of Web 2.0 became part of 

their DNA as it gained importance since 2004. This term was coined and popularized by Tim O’Reilly in 

his article after the 2001 dot-com bubble burst when it was believed that the web was overhyped in its 

conceptual meaning of functions and possibilities. In 2004 Tim O’Reilly openly presented the 

clarification of his term as the next generation information technology which could be seen as a 

common factor from all of the large enterprises were not highly affect during the dot-com bubble burst 

compared to others that closed down. One of the defining functions of the Web 2.0 was to increase 

user participation and interaction on the web through blogging, podcasts and social networks as seen 

from successful examples of such as Word Press, Facebook, and Google Maps. The examples just 

mentioned have the embraced the power of the web by connecting the entire globe in harnessing 

collective intelligence and instantly sharing with everyone else. 

Since 2004 when the term of web 2.0 was coined, there has been lots of debates and challenges as some 

may argue that the name or concept is more of a marketing buzzword since many were using without 

proper comprehension or application of it. Others have accepted that this was the new phase in the 

information technology development but critiqued to its limitations per time frame and offered new 

concepts for the coming years which is built on the concept. Some of the terms are presented in the 

figure below and may be commonly used in today’s business world, but for this thesis purpose it is 

present usefulness to understand the difference of the concepts and the importance of creating 

interaction to the customer. 
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Figure 6 – Image from Digital Business and E-Commerce Management 6th edition 2015 

 

 

 

Methodology 

 

The following section of this thesis will elaborate on the scientific approach to the field of study, the 

relevance of having a case study approach and concluding with data collection methods. At the end of 

this section and with the understanding of the sub-sections previously mentioned, the reader should 

have an insightful understanding of the path the researcher has taken to analyse and answer the 

research question. 
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Explanation of different theories 

Because normally there is not a standard solution for all problem of a business, neither a “one model 

answers all problems” approach, it is recommended to tackle the problem by breaking it down in 

sections, subsections and analyse it separately. For better results when analysing the sections, it is also 

recommended to use different theories that may fit better to the section’s problem. 

So for the coming section, there will be a brief explanation on why the theories presented earlier in the 

thesis is found to be relevant for it, how they are aligned with each other and what limitations were 

taken into consideration at that period. 

 

Foundation 

The 4 C’s model was the first theory chosen because it offers the reader the 4 corner stones of 

foundation for what is to operate in the service sector. The model was developed from the backbone of 

the famous coined term of the 4 P’s (a model which focuses at pushing/selling a product to a customer), 

but this model wants to ensure that the company is listening or has listened to the customer needs and 

wants before creating or investing sums of money in providing the service.  

So when using this model in the thesis is to question the upper management if they are listening to the 

customers; if they believe that are delivering the wanted service; if they are reaching out in a welcoming 

manner. If the answers are of satisfactory results, this should indicate that the company along with the 

upper management has established a firm ground in which they can successfully operate in. 

The model is limited to only offering a general overview of the structure of how the service must be 

provided, it does not ignore, but it does not go in-depth in the external and internal factors that become 

the operations and continuation of the business. Another limitation of the model is that it does not 

analyse in a time continuum form, meaning that it only looks at the factors at a particular time period. 

 

Conceptual tools 

The second and third theories presented, were chosen based on 2 functionalities. Both these models go 

a step further by breaking down the section of the problem into “sub-sections” and by digging deeper 
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when analysing the problem. Plus, and may be the most important reasoning, is that both models place 

the customer in first priority. 

The Gaps Model firstly places the customer on top of the model meaning that the company using the 

model adapts to the changing responses of the customer behaviour. The model looks at how the 

customer expects the service to be delivered, in all aspects and then counters it again by reaching out 

to the customer, seeing how he received the service and if this performance satisfied or even surpassed 

theirs expectations. 

With the expectations and delivery being the key factor of success in this model, the other factors known 

as the Gap provider contribute in ensuring that the first factor is successfully “closed”. So the company 

will use this tool to identify what level of service the customer expects, following by taking the results 

and laying a plan in the respective sectors (internally) to achieve the expectation of the customer. But 

during the process, some challenges may arise that affects the delivery of the expected service; here is 

where the management or analyst must work in fixing the challenges to ensure that the process moves 

forward. Once the service has been delivered, the management have to go back to the customer to 

investigate if what was delivered was what they expected or not (if surpassed [positive result] or if they 

fall below [negative result]) and take action accordingly. 

 

Similar to the Gaps Model, the Service triangle was also chosen based in the functionality that it places 

the customer on top of the hierarchy as seen in the “reverse service triangle model”. Both approaches 

of the model, the “normal” and “reverse”, both ensures that the business knows what services the 

customer wants, that they (the business) have more of a role of a mere platform that operates by 

creating awareness of the service and at the same time preparing the employees that have direct 

contact to the customer to deliver a good quality service. 

When a business decides to apply the model to their business model, they start by segmenting their 

customers and tackling them individually, but remaining with the same end goal. The model will look at 

the employee’s side and ensure that the business has provided them with all the required tools in order 

to satisfy the customer needs. On the other side, normally simultaneously with the employee’s, the 

business creates direct contact with the customer by means of advertising, where they communicate 

an invitation for cooperation and offering an image of the expected service to be delivered if working 

together. The model enlightens the business that the employees that interact with the customer directly 
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are the key factor to success, if well equipped, allowing the business focus in their core feature of service 

development.  

Alone, the theories limited to their potential described earlier, but when both are used alongside, the 

models will offer a thorough analysis and propose a mode educated solution for the problem in hand. 

It should be aware that the theories are limited to internal focus when applied, they do not take in to 

account the external factors that may direct or indirect affect the company. 

 

Platform 

The fourth model chosen for this thesis, the “Web 2.0” was not chosen based on the analytical tools to 

answer the research question in regards to change management, but was in fact chosen to investigate 

if the business is using the currently available technologies to facilitate their tasks & operations, to 

communicate appropriately to stakeholders and additionally, to investigate if the business is able to 

reach greater audience when promoting their service via such technologies. Such technology is used to 

improve the overall performance of both short and long-term goals by series of advantages. For a 

company such as the one being used for analysis, the advantages of using technological advancements 

would lead them to reduction of labour costs, improvement of the operations task’s efficiency, to 

improve the segmentation of their customers and to possibly help respond faster to the market’s 

changes. 

When using the model via a website for example, it is seen as an electronic address, an virtual shop, 

would allow the business to create a portfolio of their services (description and pricing), communicate 

the changes directly to their customers, allow interaction with the customer even when the physical 

store is closed, learn from the customer by means of comments and feedback to better understand and 

service them. And putting all of the examples just mentioned, would create a long lasting relationship 

to the customer (B2C) and still being a key factor to numerous businesses, all the data collected, is 

provided at a lower cost when compared to the traditional means of the same. 

The model of “Web 2.0” has been coined and used in the real world for over a decade, for such, some 

may argue that this may be a limitation because the model is “outdated”, particularly when looking at 

models that followed it, namely Web 3.0. But similar to the 4 P’s and C’s model, the Web 2.0 sets a 

foundation in the technological evolution to online servicing thus is not discarded as usable. 
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Furthermore is that the model could allow the thesis’s researcher to use the same technology to test 

and validate if the changes implemented both by platform and/or by management were noticed by the 

customer, if it contributed to the service and is what the general feedback of the same is. 

 

Closing the section of models and theories selected for this research, it is aimed to present the reader 

that by combining them together, they would indeed complement each other in clarifying the 

challenges shown here. 

 

Case Selection 

A specific company case was selected for this thesis for conducting the research and to understand the 

unique characteristics that the company has to offer due to its recent events of transformation, based 

on the change mechanism of its nature. With an almost overnight transformation, the company 

undergone a complete top to down change of its structure, which was lead mainly by complete change 

of ownership and along with it, the management, and lower level workforce, their operations structure 

and their Vision and Mission. 

With conceptual case design theory by Robert K. Yin (2003, 2009) it elaborates the advantages of 

tackling the kind of research question with a holistic single case study in a representative or typical case 

approach which looks at a specific company of a particular industry and analyses the events of the same, 

based on the generalization of the whole industry to determine if it behaves as “typical” to the rest. 

Taken into account that the business operates in a niche market, the management was glad and 

welcoming for use of the company as a mean to test the theories of this thesis, with hopes of possible 

benefits of better understanding of the implications of the actions taken in the recent years. 

 

Data Collection 

For the purpose of this thesis, the data collection would follow a qualitative nature of research, and with 

such nature of research, it normally implies collection of data through diversified sources such as 

interviews, observations, documentation and/or other sources which could be related or relevant to 

the case or which may support the studies of the case being analysed. Taking into consideration that 

during the period in which this thesis was being written and the submission deadline, it coincided with 
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the same time period in which the company case was still closed for operations and business due to 

their nature of business (KanoKajakCenter operates solely during the summer month’s period, being 

from May to October, yearly). So the result of this factor means that some of the methods of data 

collection such as observations of the work environment and daily behaviour were discarded as a viable 

data collection method since data collection would not be made possible. 

Though, with limited options of viable data collection from the factor previously mentioned, a brief 

discussion was carried with the upper management (being the owner) of the business and it was 

helpfully decided to provide access to summarised financial records of the previous years. To be noted 

that the financial records provided was only from the moment in which the new ownership took over 

to last year (2016). In addition to the financial records, access to their email communication platform 

was also granted, to allow the researcher to read the back & forth (for better understanding of the 

wants and needs) communication, to analyse and to extract what is possible to use for the research of 

this thesis. 

 The method of qualitative data collection, with an example of one-to-one interview with the company’s 

employees would be a more suitable match in category because with such method, it would offer the 

interviewee, space and time to in-depth elaborate their responses compared to a simple empirical data 

collection method, for example a questionnaire. Again, this approach was found to be suitable as a 

starting point of data collection based on the number of employees that KanoKajakCenter employs and 

the sensitivity of the research field. This fact was of internal data was provided by the upper 

management and backed by official records from the Danish government, which indicates that the 

company has an employment category between 10 – 19 employees 

(https://databank.estatistik.dk/virksomhed/setna-vkim-riisgaard-kemp/30021878) (accessed January 

2017). 

When taking the quantitative data collection method into comparison to the qualitative, the 

quantitative method would offer a broader scope of answer depending on how the questionnaire is 

formulated. As well, the method requires a large number of participants of the segment or even if 

possible, the whole population of the market to have a significant result value that can be used to test 

across different time periods. 

In addition, the chosen method for data collection was also supported by the upper management of the 

company as they saw it fit to contribute in answering the research question in hand. The upper 

management indicated that because of being a small enterprise, this could possibly allow to unlock 
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potential of detailed data that could also be acted upon faster to achieve a better result, especially when 

compared to larger enterprises in similar segments. 

 

Reliability & validity 
In respects to data collection, it is important to bring to the reader’s attention one of the concerns of 

researches, the reliability and the validity. 

When looked at reliability of a research, it looks if a research of similar characteristics was carried out, 

if this would produce similar results to the previous providing a benchmark possibility (Easterby-Smith, 

2002 & Saunders, 2003). Some authors and researchers may argue that the term “reliability” and 

therefore its meaning is not intended for outcome of qualitative research, but it is instead the outcome 

of reality at a given time of the data being collected (Marshall, 1999). On the particular company – case 

on which this thesis is based, the term of reliability takes both arguments presented and so the 

researcher indicates the following: “seeing that this presents unique characteristics, while operating in 

a develop market, similar results may be collected, but noted that the factors (being time) in which they 

are carried, will never be able to compare them. Making this qualitative reliable to its function”. 

And validity looks at the essence of “truth” in which the researcher can extract from the participant’s 

knowledge and experience based on the language, body signs and other factors that influence the 

emotion of the answer (Saunders, 2003). Through qualitative method of data collection, normally shows 

a high level of validity as the researcher shares the same space with the interview and is able to observe 

with details. Due to the limited access of participants for interviewing, the validity of this thesis will be 

backed up by challenging each participant if the researcher understood correctly what he meant. This 

allows for correction if needed, or verification that in fact the essence of the answer was captured in 

the correct and truthful manner. 

 

Interviews 

Six interviews were carried with 5 participants between the periods of 17th February – 20th April 2017. 

Three (3) participants are employees working at KanoKajakCenter, one is the manager and the last 

participant is the new owner of the business. One out of the three employees plus the manager of the 

shop have experienced shift in ownership and management, meaning that they have worked with both, 

the previous and present ownership; the remaining employees have only worked under the new 

ownership. 
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The six interviews that will be conducted are to be the primary source of data for the case study. The 

interviews came as form of semi-structured conversations, due to the exploratory approach of the 

study, but still fairly open questions offering the interviewees the chance to talk freely about their 

experience of working at KanoKajakCenter and the changes of the same. 

While making the plan for the interviews, it was allocated enough time to carry out two rounds of 

interviews. This was done in order to re-interview some of the employees to challenge their response 

from the first interview, to validate or invalidate the interpretations of the same. The action plan of the 

interviews was made in the form that allowed the researcher would go directly to the shop manager, 

plus the three employees and ask them a series of semi-structured questions to have their natural feel 

of the current situation and of the past. 

Following the interview of the employees, the researcher would then go to interview the owner of the 

business to hear what were or still are his feeling on the events of change management since taking 

over of the business. Again, the interview would be semi-structured, with emphasis that the findings 

from the first round of interview with the employees remain confidential from the ownership. This 

confidentiality of information from the employees is done purposely to not influence the genuine feel 

and understanding of the owner, thus allowing time and space for a clear answering of questions. 

Once all the participants have been interviewed at least once, the researcher would then follow to 

interpret the findings and see if there is any gap in the responses to be closed by carrying a secondary 

round of interviews. Two out of the three seasonal workers were found to be irrelevant to include in 

the second round of interviews, has it was noticed that they had little, to no influence to the change 

management of the company and its activities. So the remaining employees that were found to be 

interesting for a second round of interviews, was to ensure that their response remained constant to 

the first response. A detailed to be made aware for the reader, is that during the second round of 

interviews with the employees, some interpreted information from the first round, will be brought up 

again to challenge them in clarifying and allowing them to talk openly about it. Offering the chance to 

talk openly, may tap in feelings that the researcher was not able to extract during the semi-structured 

interviews. 

Overall, at the end and combined of two rounds of interviews, the researcher should have a good solid 

and deep understanding of the feel of the participants of the interview, i.e. the employees, plus the 

owner of the company. This allows the researcher to be able to use all gather and detailed information 

and thoroughly analyse it in hopes of answering the research question set out in hand. 
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People and Questions 

In order to get a solid and in-depth understanding of the feeling in respect to events of change 

management, it is necessary to ask the right questions to the participants. As it was described earlier, 

the interviews were based on a semi-structured style of interview. 

Firstly, the table below will present and describe in short, the participants of the interviews for this 

research. This will be presented in a form of a summarised table with the respective information whom 

they are, what are their functions or responsibilities that they carry within the company, the time period 

of being employed in the company and their age group. 

 

NAME OF 

PARTICIPANT 

POSITION TENURE AGE 

Kim Kemp Owner of 

business 

3 Years 42 

Mathias Bang Shop manager 5 Years 26 

Michael 

Folkmann 

Shop manager 

Assistance 

3 years 23 

Mads Madsen Seasonal worker 0 years 25 

Marcus Sørup Seasonal worker 2.5 Years 21 

     Figure 7 – List of participants of the interviews. 

 

From research, plus being indicated earlier in the data collection section, the company has an 

employment category of between 10 – 19 employees and this number is shared amongst the 2 business 

activities (rental and sales shop) that is owned by the same person. So the participants presented in 

figure 7, are participants chosen based on the following factors: 

 In the first factor of relevance was the frequency in which they were present at work space. This 

selection was based on the total number of hours collected from financial record of the year 

2016; (see appendix XXX for details of hours). 

 The second factor was in respect to the responsibility and/or position which each participant 

carries within the business. This was to separate the participants that are actually an asset for 
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the company from the ones that are seasonal but do not see a long-term future within the 

business, thus four employees were discarded from the pool of interviewees. 

  A third factor that was found to be relevant, was the time period which each participant has 

been working for the particular business. It has to be noted that for two of the participants, they 

have a working period longer of the owner of the business, this is due to the fact that they also 

have been working with the previous owners of the business. 

 The fourth and final factor for selection of the participants was their age group.  This factor 

could be relevant when looking at their responses from the interview and how it compares to 

the period of which they have been working in the company. People with longer work 

experience and a different age group, may have a more solid foundation when compared to a 

person that has recently entered the working market. 

And with all of the factors in place, the 5 participants were chosen to the interview. 

 

Secondly, following the description of the participants, the researcher needs to prepare the questions 

for the interviews in a manner that are predominantly relevant to the research, but at same time, each 

interview or question must be customised to fit each participant and their respective area of 

responsibility in the business; this is in order to allow to extract the most efficient “raw” data based on 

their knowledge and the period of which each has worked in the business. 

As planned from the beginning, there was allocation of time for two rounds of interviews. The first round 

is focused on the employees and the owner. Here, some of the same question will be asked to all, this 

is in order to benchmark if they all share the same views, understanding or not. The question will be 

focused on employee’s purpose and how they relate to the customer. Not all questions have been 

planned by the researcher has this is only a semi-constructed interview. The purpose of this, is that it 

allows the interviewees to speak in detailed and openly, taking uncontrolled paths of answers where 

the interviewer is able to catch new points and develop it by asking more questions based on the 

responses. 

The owner will have a different set of questions from the employees, the questions here, will emphasize 

on some historical factors to explain the decisions taken so far, followed by what are the future action 

plans for the same and what the means of combining all in one for it to be able to deliver an expected 
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service to the end customer. It is expected that the interview with the owner should be the most 

detailed, thus being one of the most important interview of this thesis. 

An example of question for the “regular” employee was “Do you feel that the customers, in general, 

have noticed a change in management and operations? If yes, how so? Please give an example of 

comments, questions, etc.?” was in order to ensure that I could ask the upper management a related 

question such as “What were the challenges from Kim’s point of view of the old management? And how 

are you planning to do things differently?”. This would allow for comparison, for understanding if there 

are any barriers in communication, distorting the meaning, leading to un-mutual path to the desired 

goals. 

The second round of interviews will come shortly after all the first round answers are interpreted by the 

researcher. But the questions will be dependent on the answers, so planning for second round of 

interviews is challenging, but the researcher still hopes to carry a semi-constructed interview for the 

same. So, the questions for the second round will be targeted to the employees of the first round, but 

particularly to challenge them with the knowledge collected from the first round of interviews.  

Continuing from the example of questions previously presented to the reader, and if the findings from 

the interview show that indeed, it does exist a gap in understanding between the parties (upper 

management, employees and customer), the researcher could use the time of second round of 

interview to challenge the employee to better understand where the “paths separated”. Thus allowing 

the employee to think how this gap affected the work and how to be solved for prosperous future. 

  

With the findings of both round of interviews, the researcher should have enough data collected to 

proceed and tackle the next steps of this thesis in order to be able to answer successfully the research 

question. 

 

  



 29 

Introduction to Case Company 

 

This chapter will present the company case, KanoKajakCenter. This company has been chosen for 

conduct of the research as base for this thesis as it offers some unique characteristics which are many 

authors until this day write and further their research on the world of business, change management. 

Some aspects of the business such as the financial situation, will not be elaborated thoroughly due to 

the limited access of the same and addition to not being the key element of this thesis, but it may be 

used where appropriate based on available data to explain or support findings of the researcher. 

Below will be a broken into sub-sections to clarify the paths and changes undergone and why it makes 

it interesting to research on it. 

 

Generations 

The rental of boats in this specific location, Frederiksdal, started in 1896 with the Lundqvist family after 

the old watermill was burned down in 1837. After the watermill burned, it was sold from a public 

governance to a private partnership company, Fuursø-Møllestrøms Interessentskab which still owns it 

until today with special terms of contract with the local municipality and the Lundqvist family. 

During the first 2 generations since the start of their activities, the business only focused only in rental 

of rowing boats down the canals between the 3 main lakes of that area (Furesø, Bagsværd and Lyngby) 

and it was called “Frederiksdal Bådudlejning”. At the time, the business turned out to be a great success 

during the summer period for the locals as it grew more popular yearly to the point that the family 

started making themselves and selling boats for the private families or to other institutions. At a later 

point, the business expanded which offered different types of rowing boats. The variety selection of 

rowing boats could have been in their size, from 4 to 8 people rowing boats, from easy trip down the 

canals to fishing boats out in the largest and deepest lake of the island of Zealand (Furesø). 

At the end of the 2nd generation and starting of the 3rd generation of family running the business, they 

noticed a niche market of canoes, or better said, rental of canoes. This move into a new segment of the 

market was a huge success which appealed to the smaller sized families or to those that which wanted 

to use their recreational times in a more active manner. The advantage of having canoes were that it 

took less space on the canals and on parking of the rental business, although there were made of same 
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material as the rowing boats, fiberglass, they were lighter due to their size and shape, the canoes were 

easier to manoeuvre and faster in speed allowing to the user to reach greater distances with them. 

By the 3rd generation (which took over in the beginning of 1970s), the family business had changed their 

name of “Frederiksdal Bådudlejning”, by adding in the name the extra product or service (canoe) they 

were offering, making the new name of “Frederiksdal Kano og Båd-udlejning”. At this point in time, the 

business had approximately 75 canoes which was more by number than the rowing boats, and were still 

considering in growing more by expanding the number of canoes available. This growth of number of 

canoes took place over a period of (30 years), a factor to be taken into consideration is that for the 

business to grow by number,  it undergone a fully fast exchange of their fiberglass canoes (selling) to 

(buying) complete aluminium canoes. 

The acquisition of aluminium canoes were primarily based on the fact that the aluminium canoes were 

much lighter than the fiberglass canoes (a difference of 40Kgs lighter), making it possible to have a 

higher number of canoes in stock by storing them on top of each-other in the warehouse. This was 

obviously not possible with the fiberglass canoes due to weight as just described, but it also had certain 

issues related to manpower, time factor of moving the “heavy” canoes in and out from the warehouse 

and the material costs when it came to repairs of same.  

The acquisition of the aluminium canoes also offered extra benefits both to the end user or customer 

and the business, which the fiberglass canoes could not. Such benefits were for example that the end 

users could carry the canoes over the canal crossings allowing them to paddle the whole canal until 

where it meets the sea. And when looking from a business perspective, it offers them the chance of 

offering one additional service of collection of the canoes along the canal with a trailer, also create a lot 

of different partnerships with other local business along the canal where it was possible to create a 

customized and dedicated service to cater for all the customer needs. All the development and changes 

over the years kept the customers happy and satisfied as they could take a trip with more service and 

with less to worry about compared to the earlier years. 

By July 2014, Frederiksdal Kano og Båd-udlejning had in stock 105 aluminium canoes, 14 rowing boats 

and 8 kayaks (an additional product or service added in the last years) and was one of the main typical 

family activities during summer period in the island of Zealand. But on this period was also when the 3rd 

generation of family decided to retire and passed it on to the 4th and actual active generation which is 

running the business of rental of canoes and rowing boats. 
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With a business which has been active for more than 120 years in the same location, the same line of 

business and which has been passed down the same family line for four consecutive generations since 

opening in 1896, it makes it a great heritage to the Danish history and culture but it also makes it the 

oldest canoe rental business in the island of Zealand, Denmark.  

 

New management 

The 4th generation of the family represented by Kim Kemp took over the complete management of 

rental business in July of 2014 and prior to this take over, Kim had created his own business in a similar 

area of interest, water sport activities. Kim noticed that with an increasingly number of privates and 

institutions acquiring their own canoes and kayaks, there would be a need to have a shop that could 

repair all sorts of damages, so he opened a workshop with such function and started selling kayaks by 

brand representation. 

Not so long later by demand from the customers, the business expanded into sell of all sorts of 

equipment related to water sports activity but focused in the kayak segment. The shop offers a variety 

of products such as paddles, buoyancy vests, inner warm clothes, aquatic shoes and much more which 

continues to grow in market share yearly. 

As the business grew, Kim noticed that there was a need to diversify the business activities in order to 

spread the risk and answer to the demand of the segments. Since had to remain within water sports 

activities, Kim had the interest of doing a vertical expansion of the business since the primary business 

was offering a good foundation for such, but the only possible vertical expansion would be to go into 

the rental business. 

 

Figure 8 – Vertical integration of business model 

Workshop

• Repair of damaged products

• "Re-construction" of kayak to fit customer needs

Sale

• Sale of new Kayaks and canoes

• Sale of aquatic equipment

Rental

• Rental of kayaks and canoes

• Rental of aquatic equipment
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This plan to vertically expand the business came to a halt due to the high investment figures required 

to have a sufficient number of products available to the customer and also due to the fact there 

negotiations or talks were undergoing for Kim to take over the 3rd generation of “Frederiksdal Kano og 

båd-udlejning”. 

 

One-stop brand 

The one-stop shop has come to mouth and action after Kim Kemp, the 4th generation of the family took 

over the “Frederiksdal Kano og Båd-udlejning” in 2014. Prior to the takeover, Kim had created separate 

business which were to complement each other one way or another. But this meant that each business 

activity had their own entity by name, by website, by management and by financial aspect; at the end 

with this model of business, turned out to be more time consuming than anything, where one owner 

had to divide the time to participate in separate meetings, to develop each business individually and to 

follow up with the achievement of the goals set. 

A year after the took over, in 2015, in order to simply actions, results and share the profit margins of all 

business activities, which after all is one of the main advantages of vertically diversifying a business, it 

was decided to create one brand name which would cover all the activities and therefore eliminate 

unnecessary costs such as individual websites, financial separation, etc. 

Due to a fast paced technological development and more dependency to the World Wide Web (WWW.), 

the logical and strategically move for such shop was focused in creating and engaging all of their 

segments under one name or one website address. The name and brand name which came to existence 

that would be combination of all the several shops would be KANOKAJAKCENTER. From the name it 

gathers the main business area of all the business and within the website acting as a portfolio, the 

customer can be directed to their interest and buy or rent what they desire. 
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Figure 9 – Homepage of the company’s website 

 

 

 

Analysis 

 

In the following section of the thesis, it elaborates on the findings from the data collected through 

interviews, which in turn will be discussed against the models and theories presented earlier in the 

literature review section. This becomes a critical area of the research, where the moment of truth (MOT) 

(James Teboul, 2005) is extracted, revealing if either it supports or denies what is (are) the norm(s) of 

the model(s). 

In order to be pleasant and facilitate the interpretation of the interviews versus the models, the analysis 

will be broken down to the areas of focus by the researcher. The keywords that were focused around 

this thesis and used along all the interviews carried, were “Change, Difference, customer, challenges, 

focus”. 

 

Change when needed! 

As mentioned a small number of times across the different areas of this research paper, in order to 

remain competitive in today’s market, businesses have to constantly keep changing, adapting to the 

new trends and market shift. But change must come and be supported by management, it comes from 

action plans laid out by the leaders of the companies to help the employees achieve the desired goal. 
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“The connection between leadership and change is obvious. Leadership has no meaning in a 

steady-state environment. Only when we enter a new territory, when we don’t know the way, 

do we need people to step forward and lead. So a leader, in essence, is someone who provides 

direction and supplies the motive power for change” (Colville and Murphy, 2006) 

& 

“What leaders’ really do is preparing organisations for change and help them cope as they 

struggle through it” (Kotter, 2001) 

 

Although Professors Colville, Murphy (2006) and Kotter (2001), were not part of the literature review 

for the thesis, their emphasis on the importance of leadership in transformation times and herby 

quoted, makes sense for the researcher to include it in, as it also builds upon the foundation already set 

for why the change of management happened and why were the consequences of it.  

So why was there a need for change? Basing on the historical findings from interview and observations 

of carried from secondary data (emails, note books and conversations not recorded), the former 

management had been operating with the same template of business, year after year, for approximately 

41 years. This, as described by two of the interviewees, was the “old fashioned” way, where the supply 

and demand was inverted. 

By such statement, the researcher means that in the “old fashioned style”, it was the customers that 

had to enter in contact with the rental business when wanting to book or reserve some canoes (or other 

products) for their activities. The customer had to follow the terms & conditions of the rental business 

in order to secure it all. This was from particular method in which the deposit had to be marked when 

transfer over internet banking, to the price time schedule the customer had to collect the canoes or 

other products for their activities. 
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Figure 10 – Visualization of booking at “Old Fashioned” 

 

Other aspects and possibly limitation of management, was such as the back office work, it was 

dependent in one person. This was to ensure that the was a continuous structure and control over the 

manual system they had implemented, but this limited the person in charge to have any free time and 

could end up being catastrophic if the person would fall serious ill, as an example.  

Moving forward 3 years, Kim has now taken over the business and there are new goals and new 

management in play. But for research purpose, it is needed to ask and understand what were the 

challenges and opportunities seen by Kim during the negotiation period. Quoting certain parts directly 

from the Kim’s interview,  

 

“this space, physical space and business of course was definitely a way of expanding the 

business… primarily of course it was a potential very good business and combination… 

in general, when you reach a certain age, then you generally stop developing and do 

what you do, and don’t make too many changes, and this business was definitely a 

business where changes was needed, on several accounts, there was payment issues, 

payment only in cash at the shop, and customer service as well, was not optimized, let’s 

say it like that)”. 

 

Making contact
Receiving details 

of deposit
Executing 
Deposit

Receiving 
confirmation

Meeting in time 
slot planned

Payment of 
remaing amount
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The challenges he prioritised in eliminating in the first few months after the takeover, was to eliminate 

the back office time, to allow any of the workers to step in and being able to have an overview of the 

bookings and system as they were digitalized and simplified. Hoping that this would give the freed time 

to improve the customer service, thus improving the customer satisfaction with it. 

For the first priority of change to be implemented successfully, from the point of view of the upper 

management, they needed to invest in an online booking platform which did exactly what the “old 

fashioned” system offered, in a much faster tempo, detached from a particular person and available 

24H a day. With attention to factors such as short time of design & implementation, customized to the 

need of the market and with a “low” cost investment, the upper management believes that the system 

implemented is fitting to the purpose with of course space for improvement in the short or long term. 

A point that researcher finds it worth elaborating on which was gathered during the interview with Kim, 

was that, since the takeover was an expansion of his business activities, he was sure that he would often 

not be present at the rental business to participate in customer care, rental and other daily activities as 

he has to manage other businesses. So the rental business, along with the right employees and tools, 

should be self-driven and self-sufficient; allowing Kim to of course follow up with performance and 

problems, plan the next short term activities and let it run its course! 

  

Digitalized generation 

Digitalizing the booking system, was primarily to eliminate the challenges seen from the previous 

management, but that was not the only reason. Today, everyone is connected to the internet one way 

or another to carry out most of their activities, being research of information, communication and 

shopping for the necessary. 

The upper management sees this as a huge advantage for the marketing potential that has to offer, 

looking particular at market reach and costs, when compared to the traditional (newspapers and 

posters) aspect and a key tool for their success in the near future.  Taking the company’s social media 

platform, Facebook, (https://www.facebook.com/kanoudlejning/), the business is able to customize 

adverts, target particular segments of their customers, interact directly or indirectly with the customers 

both by private messages or by comment section and choose the investment cost for a particular time. 

In addition, to being a much more cost efficient form of advertising than the traditional, the comparison 

is possible to see from the table below (a study of the cost of reach to 1,000 people across different 

Media’s platforms by Lyfe marketing), it creates a loyal customer as the time invested in responding to 

https://www.facebook.com/kanoudlejning/


 37 

their comments, is perceived as unique customized service to their needs. This advantage is already 

being used with success according to the statements made from the shop manager, Mathias.  

“We have set up a very successful Facebook page which we reach a lot of new people 

from… by boosting our posts to areas further, around Copenhagen area, to people that 

might not usually know that there are such places here in Lyngby...” 

 

 

Figure 11 – Price comparison of different media advertising by Lyfe Marketing 

 

Besides the marketing opportunity with the connectivity to the internet recently analysed, the focus is 

now returned to the primary asset that the new management invested in, the online booking platform 

or a simple web shop (see appendix 4). Similar to various booking system available (airline booking, 

movie tickets, hotels, car rentals, etc.), it collects the necessary information to relate the booking to the 

customer and completes the transaction or booking by collecting the payment in advance. Again similar 

to various booking systems, the information collected from the customers is to facilitate and speed up 

the process of checking in & out. But the web shop for KanoKajakCenter has been struggling with few 

aspects, namely with the customer’s buying behaviour which was mentioned by Kim 
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“…we have had some challenges with the customer not being willing to pay upfront and 

that is a challenge to put a focus on this dialogue with the customer of what if…”  

 

This struggle could be a simple time factor, where the customers are not yet used to and therefore 

reluctant to make the full payment, but the challenge of the customer’s behaviour would normally be 

followed up by carrying a sample of interviews. This would be to purposely understand the factors 

behind the behaviour and the trend, but due to the nature of the business (as explained earlier in the 

delimitation section), it will not be possible, but instead assumptions were drawn from interpretations 

of the interviews and through reading access to some of the customer’s email. 

Looking at the positive side of new technology for the business, which was elaborated by employees 

Mathias & Michael, is that the system allows in general for better customer service as allows a better 

planning of the logistical aspect of the business and avoids the rushes that was constantly seen under 

the old management 

“… the new system, where people who book, don’t have to be here the first hour of our 

opening, gives much more freedom…they can come whenever they want, this way of 

doing, really  makes us able to focus  much more on the  customer service when they are 

here…” 

& 

“… there was a person full time doing (back office) and today is part-time, all bookings 

come online and we don’t have to speak to the customer until they come, that is a time 

saver… implementation of CRM system has improved the chain.” 

 

So with the digitalization of the services and the loss of some of the customers due to the recent 

implemented booking procedure, the employees who are in direct contact believe that this is a minor 

issue in the chain of adoption of new behaviour and that with the improved customer experience and 

service, they will get 100% of the platform’s potential... 
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To be equipped or not to be 

When changes occur, which will be again and again be emphasized as need for successfulness in today’s 

business market, it becomes a competition between who offers a better service rather than who 

provides a better product. This is because, the today’s customer is setting emphasis on how they are 

treated and the experience they get while acquiring a service or product above all.  

James Teboul said “when the focus is on services, the relationship between frontline staff and customer 

becomes predominant”, meaning that the person or employee that is in direct contact with the 

customer, is the one that determining the success or failure of the transaction and if the customer 

becomes recurring customer or not. So what is it that the customers are looking for when renting a 

canoe or a similar product? From conversations and research carried in the rental environment, is that 

the customer are looking to breakout from their daily routine, being from work or home. They want to 

“not” do as much as they should and instead enjoy a relaxed and active day outside. 

This implies that the employees from KanoKajakCenter must be equipped with the “tools” to provide a 

service wanted by the customer. Of course, when referred to tools, they have the products which are 

used by the customer, being canoes, rowing boats and Kayaks, but in this scenario, the researcher is not 

focused on the physical ones, but instead on the knowhow.  The knowhow of how to lock a customer, 

the knowhow of where to send (the route) the customer, the knowhow and attention of answering all 

doubts raised and be prepared to other details that were not raised. 

 

 

Figure 12 - from “Service is Front Stage” Article 
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Looking at the service triangle template made by James Teboul (figure 12), the success of service can be 

analysed in 3 parts, which be elaborate below: 

How is the business communicating their services and products to the customer? This how the business 

creates awareness and therefor a need for the customer, by letting them know that the services are 

available. From interviews and research, the main method of service marketing applied by the upper 

management is via the digital world mentioned in previous sections. The electronic address where 

people can search it and find the necessary information (pricing, address, SOP, opening hours) which is 

connected to the online booking platform; this is followed by a social media platform where more direct 

contact can be created with the active customer and lastly by generalized boosting or promotion of the 

brand. During Kim’s interview, he noted that one weakness they had until the current year (2017) is that 

the business did not invest enough in branding and creation of awareness outside the familiarized 

customers. 

 

“…that is more a matter of marketing and advertising… We sort of were a bit slow to do 

advertising efficiently, I believe, it is only this year, this season, that we started up in a 

better way” 

 

With the increased investment in branding, leading to creation of awareness, the upper management 

must also be prepared to respond what is expected to be a positive result of the investment (increase 

in customer flow). For the upper management to be prepared, it leads to the second part of the service 

triangle, preparation and equipping the employees to respond to the demand and to satisfy the 

customer needs (Internal marketing as is described in the figure). Kim has indicated earlier that due 

ownership of several business, he would often not be present at the rental shop, this information makes 

a huge impact factor for the second part, as he must then ensure the employees have it right and the 

right tools form the first time. And only with this, they can successfully respond to demand and to 

customer satisfaction. 

But since the focus of this research and of the model is focused on the employees, the researcher 

decided in interviewing two extremes of the business. The oldest employee (Mathias Bang) and the 

newest (Mads Madsen). Why the two extremes? Well, one (being the oldest) has a lot of experience 

over the years working in direct contact with eh customers and therefore might have acquired necessary 
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tools adapting to what is seen to be the real need or challenge. Looking at the other extreme, the newest 

employee, is that he is “fresh” to the culture and routine of the business and the only tool(s) in his 

possession, would be what was given by the upper management. So by interviewing him, it might 

confirm or deny in truth if he feels that he has what is needed. 

 

Mathias Quotes “…I think so, many of those strategic ideas come from him… But it’s 

about giving them a good experience, and make it easy for them to have fun and to 

enjoy the main product which is sailing in the boat. All the preparations phase, we will 

do as sleek as possible and not let the customer worry too much or think too much about 

this & this. It has to be simple and when they are here, we try to give them the best 

experience, giving them advice of where to go and what kind of places the family they 

bring would appreciate the most…”   

& 

Mads Quotes “…I did not get much, was introduced to the task and the work… I think 

the guys are really good in handling the customer… I think it’s because I am new, 

because the other guys, like, alright now it’s 10 o’clock and they just start and then it’s 

like they have been doing for several hours… I think would be nice to know a little bit 

more about sailing the kayaks…”    

 

From the quotes extracted from both interviews, it confirms the suspicions of the researcher by stating 

that the older employee might have been given some of the tools, but most of the tools acquired was 

through the direct interaction with the customers. And the newest employee can visible note that he 

lacks a lot of tools in deliver a satisfying service to the customers when compared to the other 

employees that have been working for a longer period with the market.   

Combining the first two parts of the model here analysed, the next part becomes the moment of truth 

(MOT), where the employee interacts directly with the customer and creates either a positive or 

negative relationship. This becomes crucial as the result of the interaction could have reciprocations by 

word of mouth, by ratings and loyalty of the customers. Again due to limitations, the researcher was 

not able to interact with the customer which could have aided with valid data for analysis, but instead 

secondary data was used to create assumptions and conclusion. 
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For secondary data collected, the researcher relied on two reliable platforms, Google & Facebook. Form 

Google, first figure provides with a visible five (5) star rating system which the business strikes a quite 

high record (4.5 out of 5). This indicates that from the people which have experienced the service 

provided here, were very pleased with it and would most likely recommend to others (via word of 

mouth) or return again for same experience. But the overview does not elaborate what exactly were 

the aspects which the customer were happy with.  

 

Figure 13 – Google’s rating system 

 

So the researcher went a level deeper and captured the comment section which followed with the 

ratings given by the customers. From the figure below, the general assumption is that the customer are 

more satisfied with the environment in which they are sailing rather than the service provided from the 

employees of the business. But, without despair, from the most recent comment and rating visible from 

figure, one customer has mentioned that the service provided here by the employees was of his 

expectation and therefore giving the company a five out of five star rating. 
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Figure 14 – Google’s comment section with the rating system 

 

 

Followed by the secondary data provided from Facebook, in particular the ratings and comment section, 

which follow a similar structure to the one of Facebook, the researcher is able to show that there is a 

coherence in ratings and reviews. 
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Figure 15 – Facebook’s ratings & reviews in one 

 

As well on the social media platform, the rental business strikes with high ratings (4.9 out of 5 stars), 

with noticeable fewer number of participants which follows the same structure as the Google ratings. 

It is noticeable that as well in the comment field of the social media platform, the general comment is 

focused on the environment in which they sail and not on the actual service provided, except from one 

particular customer. 

Making an assumption that if there was any or several negative aspect(s) directly related to the service 

provided by the employees, the customers would give a different rating from what is seen to the 

business and also assuming that they would leave a comment emphasizing what was the bad experience 

they received from the employees. 

Even though the following it was not part of the focus and not to be compared,  during the research and 

benchmarking of the markets, the researcher came across the following observation from the 

competitors social platform, visible at the figure below.  
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Figure 16 – Competitors Social media ratings & reviews 

 

The observation presented above with only purpose being to support the assumption made earlier in 

relation to negative ratings and reviews based on the service experienced at the rental business. How 

examples of such reviews and rating are shared (from the observation and meaning of the text, it will 

be done by word of mouth), how it is viewed publicly and finally possibly, how it may affect the decision 

and behaviour of the potential customer. 

 

Combining all three parts of the model just analysed with respect to the business, there is a clear 

indication that the model has not been implemented to the full potential of what it has to offer. But 
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with a positive response from the customer (feedback) plus the understanding of the researcher, it is 

safe to elaborate that the upper management, the shop manager and the employees are working 

together with the external marketing to respond to the demand and awareness created. All in all, it 

provides a satisfactory service which may not be praised publicly by the customer, but is felt and 

generalized on the feedback given. 

 

The missing link 

When change is executed, it is based on a need for change, a need that is observed from customer 

behaviour or seen/listened to from the wishes and wants of the same. 

When a business acknowledges such need, it is based on a particular time period and from there which 

is acted upon until what is believed to be the change needed is accomplished. But once the 

accomplishment is reached, it is necessary to take a step back and look back in time to the period where 

the change for need was first observed and compare it. This is to ensure that throughout the whole 

development process, the meaning or understanding of the problem was not deviated, leading to 

another solution than the one first wished for. 

So, when the rental business had the possibility for a drastically change in all aspects, the need for 

change was based on the customer on wishes of better service provided and a potential of improvement 

of the operations leading to a more profitable business. To follow up this aspect of change, during the 

interview with the upper management, it was raised the questions if they believed that they had 

successfully implemented the change wanted, and if this ensured that there was no gaps left open 

between the customer expectation and the service received. 

 

“yes, not much with the customers on sight, but in our retail shop, we had quite a lot of 

customer coming by talking about, especially in the older days, about how crazy they 

were treated in the rental shop… and lately it has been more good service, people are 

happy,  definitely a nice place to be…” 

& 

“I think on the employee side is very specialized, I believe from what I can see is that 

they get super service on that side, on the web shop, I would like to be more simple and 

easy to book. But we had some problems, you can’t get a standardize system for this 
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canoe rental, we tried to combine it with other shops who uses booking on web, but it 

doesn’t fit and it is quite expensive to build your own system… but it is definitely on the 

plan that we need to do it better, more logic on the website” 

 

To analyse the develop “solution” and the process which it help to shape to what it is, the researcher 

will use the gap model from Professor(s) Bitner et al. from 2010 which is still quite influential in today’s 

market. This model is relevant to the case, because from figure 3, located on page 12, we can see the 

model overview of who is “responsible” to what and how they influence each other. The upper 

management with similar scenario of the researcher of the thesis, both had limited, to no encounter 

with the customers on sight of the rental shop to enquire about the gap of expectation. But in a 

generalized aspect, the upper management had the opportunity to receive some feedback from other 

customers, that lately, there has been a much higher level of service delivered per customer and that 

both parties are happy on sight. 

But for analysis purpose of this thesis, the researcher will go through the gap model and see if from the 

observations collected, there could be existing gaps still in play. 

Starting with gap 1, is the gap that is created when the business fails to listen or understand the 

customer’s needs. For the business, the first gap is mainly applicable when compared to the older 

management, clearly supported with different data collected. The existence of the gap here was also 

one of the focus that the new management, the takeover by Kim, wanted to tackle soon as possible. If 

followed the whole gap model and successfully closed all gaps, the business should start over by taking 

a step back and listening at what the customers want at that particular time. Needs and wants 

constantly change and so must the company. 

Gap 2, is the gap where the businesses challenges the perception of the customer expectations gathered 

to a customer-driven solution design. For the rental business, the expectation as understood from the 

upper management, is that they needed a more flexible, time saving system that followed with the 

customer’s buying behaviour. This being focused to online booking services with a human error free 

system (avoiding delays, errors and miss communication between the parties). It was felt by all the 

interviewees that such perception was correct and that the idea behind the online booking system was 

the best solution to close the gap. 

The 3rd gap, looks at the gap from the idea board of design stage to the actual product or service to be 

delivered to the customer. In this gap, for the rental business, there are actually two parts of the gap 3, 
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the service (direct interaction between employee and customer) and the booking system. From the 

service side the gap seems to be closed as they are equipped with the right tools that ensure that they 

are prepared, they understand the customer wants and are able to react the respective manner; this 

can be supported by different points that were already brought to the reader’s attention in earlier 

sections. But when looked to the second part, the booking system, the gap is found to remain open. 

This is only verified by one party of interaction, the employees and the upper management. The upper 

management openly admitted that the system still has some space for improvement and that in the 

short-term, they planning on implementing changes that may close this gap. 

Moving forward to gap 4, is the communication to the future customers about the service delivered by 

the business. And again the researcher finds that, in this gap, it should also be divided in two parts, 

similarly to the previous gap. The information communicated to the customer focuses on the service 

they are expected to receive when choosing the business, this could be easily understood by the 

employee’s service, the satisfaction and the experience. But here comes the second part of the analysis, 

as the experience might also include the booking system that was elaborated under gap 3. So both are 

analysed for the 4th gap, the researcher assumes that the gap may remain open only because of the 

openness of the 3rd gap under the same aspects. 

The fifth and last gap is focused solely on the customer as a combination of all the other aspects or gaps 

closed, the service received, the expectations and the experience in overall. But unfortunately there is 

limited information gathered and therefore, it won’t be possible to offer an educated analysis on the 

matter. Assumptions can be made, but they would vary based on the interest of what the customer is 

looking for, a leisure activity with the family or an active activity with their respective company (for 

example a raising trend of team-building activities). 

A minor concern that was noted under the literature review section, which the researcher wishes to 

clarify is that author, Professor Bitner, points out that most employees may be reluctant to huge 

technological changes in their environment as in past, such changes have taken over their positions. 

From data collected, and why seems interesting to bring attention, is that in the case company with the 

current employees, show quite a different feeling toward this technological change. They are pushing 

for it and embracing it as confirmed by all, it is indicated that such change makes their daily activities 

and “life” much easier at the end of the day. 
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Service and the customer 

Not forgetting one additional model which was selected for this thesis, but not yet mentioned, is the 

conversion of the 4 P’s model to the 4 C’s model. The researcher believes that this model should be left 

for the last section, as simple as it may seem, it is still a powerful tool to be used when operating in the 

service sector. 

Through analyses and data collection, it is possible to see a definite change of behaviour from all 

stakeholders of the business, by bringing the platform of online booking as a portal of interaction to the 

first customer and then later delivering the service with the well trained and equipped employees, 

would technically close the gaps and complete customer satisfaction. So the 4 C’s model is used to re-

ensure that the business has their line of thought that was visible under the older management, which 

is no longer focused in selling a “product”, just selling a canoe trip down the canal. But is instead has 

inverted and now is focused in selling an experience, and service… So for such to be achieved, the 

business needs to think on benefit to eh customer. 

Similar to the other analyses through the models, the researcher will go through it to break it down and 

elaborate the 4 C’s in a bullet point approach 

Consumer solution is the first of the C’s and this has been mentioned one way or another in many other 

areas in this thesis. The business is now selling an actual service that by providing all the pampering 

services that makes the experience of shopping more pleasant than before. In the rental business, the 

service tags along with a simple smile, a follow up question after their trip to see if all was in order and 

to see they comment on ways to improve the next customer’s experience. 

Cost to customer can be seen in two different aspects. The real cost of the delivering the service, this is 

believed that it does not change as the company still has to pay the hourly rate of the employee to be 

physically there, but it does change to the customer as it first reduces the amount of “back office” 

(emails, deposits, confirmation) done before and now within minutes, the customer has all of the thing 

he wanted, a confirmation of canoe booked and more time for other things. 

Communication aspect as also improved as now the ordinary customer can reach the business by three 

different methods, namely the phone, email and social media (Facebook). But at the same time, the 

communication as improved in connection to the cost to the customer as he now receives the necessary, 

detailed and organise information instead of several different calls or emails to ensure the same. 

The last C, being convenience to the customer has also changed and improved. Old fashioned style of 

booking required lots of time and either one of two (2) places to ensure that the booking was successful; 
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the internet banking on your laptop after receiving an email with instructions or having to physically 

dislocate to the store and make the payment of full amount or a simple deposit. In today’s method, it is 

all done in mere minutes and all in one person’s hand, with smart phones. In addition, the customer has 

the convenience of having an electronic copy backed up on the cloud for unforeseeable circumstances. 

 

Summary 

During the analysis, the researcher went through all the models and theories chosen for this thesis. He 

used, from the collected data, primary and secondary, all possible aspects that would challenge the 

models to see if the actions taken, followed the norm. Noticing areas with certain limitations due to 

data, assumptions were made to satisfy the model and contribute to the conclusion. 

It is intended that after reader has gone through the entire analysis, they would find that the conclusion 

presented in the coming section, was based on solid and thorough process carried by the researcher.  
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Conclusion 

 

This research paper set out to investigate the implications of change management in a small medium 

enterprise (SME) which has undergone radical change with focus to the digitalization of its services and 

the follow up with the employees affected by the changes. From the literature review, 3 schools of 

thought were used in relation to primarily answering the research question, “what aspects contribute 

to a successful change in a traditional family business” and to answer it, 2 sub questions were made to 

allow for a more constructive solution to be presented.  

While the research and analysis was being carried out throughout the paper, with every new model 

applied and feedback presented from the employees and upper management, it become clear to the 

researcher that the events of change was more a need for the survival for the business rather than a 

wish and want for a better service from the customers. This point does not and should not change the 

aim and the results given by the research, it complements to show that both are aspects are interlinked. 

To say the least, change was a necessity and a major influential factor for success, but for transformation 

to occur, it may be necessary to elaborate that change must occur in all levels of the business. It was 

also evident that the older management was one factor resisting the change needed even though they 

had the tools (the employees and technologies) at their disposal but only when newer management 

came into play, that these tools were used.  

Through the schools of thoughts used for analysis of the main and sub questions, the researcher aimed 

to identify one particular problem that the business was challenged with while executing the 

transformational change. But through the use of different models and their respective breakdown when 

analysed, the researcher could see that in fact there are several factors and they influence each other 

when they are put into action. So looking for one or few factors that would stand out when research 

was concluded, it was nearly impossible. The business had undergone a complete top to bottom change 

in all the respective areas, and even though it is three years later since it all started, it is visible that 

some of the models still affect and need attention to the daily activities of the business and employees. 

In summary for the conclusion, the thesis research contributes in a positive manner by validating the 

models of the change and marketing management literature, as well by providing a solid insight to what 

were the effects of the changes carried over the period and what is to be the new focus for the upper 

management. Furthermore, the thesis offers future reads, in focus to SME’s of family business that are 

to undergo change, a solid example to assist with better preparation and avoid similar challenges. 
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Perspectives 

Relevance 

The case study used for the thesis, offered some attributes that are not commonly found in today’s 

developed markets, a family business that has gone through a radical change for the first time in almost 

100 years. The studies was carried out to look at the experience that provided to the parties involved, 

to see if it was done successfully or not and what can be learned from this example. 

The studies does not generalize the results and it is not intended to be presented as a model to follow 

step-by-step when undergoing similar changes. Though, it can be used for learning purposes and could 

additional be used as a tool to benchmark between businesses of the same industry.  

Carrying studies of similar approaches in SMEs, offers benefits that may be harder to gather in larger 

enterprises. In a short amount of time, the researcher, with more resources allocated, it can visualise 

with ease, the link between the theoretical framework, empirical data and the results collected.  

Further studies 

The current research was carried with focus with direct influence to the internal factors of the business, 

with a key word being customer satisfaction, but from the perspective and understanding of the 

employee. To improve the understanding and further aid the models here used, the focus should turn 

to the customer’s themselves and question them if they agree or disagree with the assumptions and 

conclusion here made. Along with the focus on the customer side, a model that the researcher found 

to be interesting and applicable to the case study, but due to limited data was not able to use it, was 

the KANO model. 
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 Can you give quick overview of the business? History until you took over 
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 Being in the service sector, what are the priorities for the business?  

o Giving a unique experience? 

o Making money for the short period 
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o Budgeted customers? 

 How do you achieve such goals or priorities for the business? 

 3 years later, do you believe that you met you goals laid out? 

o Are you changing to meet them or changing goals? 

o Plans for the future? 

 As research showed, one goal was to implement a web shop, why?  

 Other technological advancements the company is using or planning on using in the near 

future? 

 Social media part of the initial plan? Feedback on that? 

 Looking at technological development, what would be the next step for the web shop? 

 Have you had access to receiving feedback from customers on the changes both in structure, 

management? 

o Was it needed or wanted? 

o Happy or not? 

 

Mathias 

 What is your position here in this company?  

 How long have you worked here? 

o Correct that you have worked with both management? 

 What are the main changes seen in general? 

o Positive  

o Limitations/negative - ?? 

 Do you know or share the vision and goals of the new management? 

o Do you believe to have the tools achieve the goals above? 

 Being a service provider, what are the priorities for the business? (Having a standard service, 

high standard, customized service per customer, customer segmentation or all?) 

 Do you feel that the customers, in general, have noticed a change in management and 

operations? If yes, how so? Please give an example of comments, questions, etc.? 

 Looking at the web shop, was it a good step forward? 

 Have you seen an increase in customer numbers in the last years? 

o Any other factors for such? 

 What do you think/ feel  

 What would you do different? 

 

Michael 

 How long you been working in this company and what is your function? 

 Do you understand the goals of the upper management? 

o Do you have the tools to deliver them? 

 Being a service provider, what do you believe the customers are looking for when coming to the 

shop?  

 Do you feel that you and the co-workers deliver the service that the customer expects? 

o Yes – How? 

o No – why? 



 56 

 What would you suggest in order to better connect with the customer? 

 

Marcus & Mads 

 What is your position here in this company?  

 How long have you worked here?  

o Correct that you have worked with both management? (not applicable) 

 What are the main changes seen in general? 

o Positive 

o Limitations/negative - ?? 

 Do you know or share the vision and goals of the new management? 

o Do you believe to have the tools achieve the goals above? 

 Being a service provider, what are the priorities for the business? (Having a standard service, 

high standard, customized service per customer, customer segmentation or all?) 

 

 Do you feel that the customer have noticed a change in management? For better or worse? 

 Looking at the web shop, was it a good step forward? 

 Have you seen an increase in customer numbers in the last years? 

o Any other factors for such? 

 What do you think/ feel  

 Digital Platform to facilitate the customer service. 

 Focus on Customer! 

 What would you do different? 

 

 

 

Mathias (Round 2 of interviews) 

 After doing the first round of interviews, I need to confirm with you that, you are the link 

between the upper management and employees and link between service and customers. 

 Noticeable that end goal, the change has not yet been achieved and that there is continuous 

work on it. Care to comment on what you feel? 

 There still weakness since the initial change was laid out 

 From research, I can see still a gap from service provided online versus offline? The platform 

and the experience on the spot. 

 Are there other things that you would implement to contribute in better service? 

 From secondary data, there financial year 2015 & 2016 seen a comparison of payment methods 

from your customers. Why is it that there is an amount of customers paying on the day by credit 

cards? 
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List of appendices 

 

 

Appendix 1 – Total amount of hours per relevant worker from 2016 season 

 

 

Appendix 2 – Comparison of payment menthods over 2 financial years 

Mathias Bang Michael Folkmann Mohammed Hassan Marcus Sørup

May 280.5 63.5 23.5 54

June 261 58.5 47 42

July 263 136 49 69

August 271 215.5 85 43

September 273.5 200.5 8.5 74.5

October 170 36.5 10 0

Total 1,519               711                              223                               283                   
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Appendix 3 – Visualisation of the booking platform and of different products 
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Appendix 4 – Negative comment from competitor’s social media 

 


