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Abstract 
With the entry of the new decade, a small but powerful enemy change the world as we knew. It 

changed many people’s lives and many businesses. One such business was the Danish Red Cross. 

Thanks to restrictions the Danish Red Cross had to close down many of their activities. Activities 

which are been offered to weakest in the society. They could either be standing still, focusing on 

mere survival or they could choose to change.  

They chose to create new activities in order to keep their promise and vision of always to be 

present.  

By using Kotter’s 8 steps of change this project tries to describe and analyse the process Red Cross 

has been in. Success and fails will be highlighted and other theories will be used to better 

understand the choices and challenges Red Cross has been through. But are they really need for 

them in the current time? With the crisis, many took into their own hands in helping others 

instead of applying to be a volunteer at Red Cross and even though many still have become a 

volunteer at Red Cross, this is more due to the current crisis. Many are going home and have time 

on their hands. Before the pandemic a decrease in number of volunteers, were observed. A huge 

workforce of Red Cross, and they can’t expect a new crisis every year, in order to make people 

volunteer. They have to change, and they have to change now.  
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Introduction  
“The speed of change continues to increase” (Kotter, 2012, pp. vii). In a fast-moving world companies can’t 

get too comfortable with the current status co. If they do so, they are in danger of being overtaken by the 

competitors. The only solution is “to learn more about what creates successful change” (Kotter, 2012, pp. 33) 

and how to apply this knowledge onto the organisation.  

 

The needed changes can both be hard and soft, meaning they can be big, enormous events, that turn a firm 

upside down or small and settle without having to shake up the entire organisation. Nevertheless, no matter 

what kind of change an organisation wishes to undertake or where in the organisation the change should 

happen, they have to take the same route. This route can be long, and it can be difficult to always know what 

one should be expecting. Here John P. Kotter offers a tool, which has been created by observing dozens of 

initiatives to change in real organisations and see what kind of struggle they meet, and where the company 

often makes mistake, which hinder the wanted transformation. The tool is “The 8-Step of changes” and as 

the name indicate is built up in eight different steps every organisation needs to go through in the changing 

process. The idea behind the steps first came in his article “Leading Change: Why Transformation Efforts 

Fail”. Here the focus was on the specific mistakes, companies made and not a deeper insight in each of the 

steps giving. Now with his book “Leading Change” he gives a deeper insight into each step and try to 

prepare leaders on what to expect and how to solve resistance when entering the different stages.  

 

The eight steps are:  

1. Establishing a Sense of Urgency  

2. Creating the Guiding Coalition 

3. Developing a Vision and Strategy 

4. Communicating the Change Vision 

5. Empowering Employees for Broad-Based Action 

6. Generating Short-Term Wins 

7. Consolidating Gains and Producing More Change 

8. Anchoring New Approaches in the Culture 

 

By using a case company, this assignment wishes to try to implement the model and see if the predictions in 

each step hold up and/or where the theory may be lacking.  

 

Presentation of the case company  
In 1859 a terrifying sight met the Swiss businessman Henry Dunant. On a battlefield in the Northern part of 

Italy 40,000 soldiers were laying alone and helpless, either injured or killed. Together with volunteers 
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Dunant helped the injured and comforted the dying, not taking into account which side the soldiers belonged 

to. This experience gave him the idea to create an international and neutral organization, based on the power 

of voluntariness. Its purpose should be to help the sick and injured soldiers, without consider their ethnical 

belongings, their religion, their nationality or political opinions. It should be “an organisation, which would 

be neutral in its work during war”. (Danish Red Cross’ homepage, 2020) In 1863 this idea created The 

International Committee of The Red Cross, shortened as ICRC. Its first delegate took place in 1864 during 

the battle of Dybbøl. A very significant battle in consideration to the Danish Red Cross, since the battle was 

between Germany and Denmark. Today 157 years after its creation ICRC’s objective is still “to ensure 

protection and assistance for victims of armed conflict and strife” (ICRC’ homepage, 2016) and it “is an 

impartial, neutral and independent organization whose exclusively humanitarian mission is to protect the 

lives and dignity of victims of war and internal violence and to provide them with assistance”. (IFRC’ 

homepage, 2020) After The First World War The International Federation of Red Cross and Red Crescent 

Societies, shortened as IFRC, saw the day of light. The IFRC was created since the national societies felt that 

the role of Red Cross had to change with the new peace and the hopes for a new world order. (ICRC’ 

homepage,2016) The IFRC works today as an umbrella organisation for the over 190 national societies 

which exist today and is the world’s largest humanitarian network. (IFRC’ homepage, 2020) Together the 

ICRC, the IFRC and the national societies form the Movement, and all share the same seven principles and 

are not linked hierarchically, even though the ICRC takes the lead during crisis-, conflict- and war situations. 

(Danish Red Cross’ homepage, 2020)  

     The national societies exist in countries who all have signed the Genève-conventions, which give the 

ICRC permission to act on their own initiative in countries at war. All of the national societies work in their 

respective country but can also have international projects. They have professional staff as well as trained 

volunteers. The humanitarian activities the individual national society carried out are based to the local needs 

and are in line with their own statues and subject to their representative national law. (ICRC’ homepage, 

2012)  The national society in Denmark was first established in 1876 under the name “The Association of 

Sick and Injured Care in War Conditions”, which later changed its name to Danish Red Cross. Today Danish 

Red Cross is a democratic member organization, who has over 206 locale departments. They work in all of 

the society’s layers from helping the elders, who are feeling loneliness to emigrates who are staying at one of 

their asylum centres, to children who need help with their homework to the common Dane who wants to 

recycle their belongings. They help with the big crises and with little ones.  

 

The problem  
The new corona virus has hit the entire world, and nothing is no longer what it used to be. This is suitable for 

all countries, markets and companies. All have been affected by the virus and being forced into changing 

their current business process and being innovative and Red Cross is no exception to this.  
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Originally this study wanted to follow the changing process, which was going to happen in the Danish Red 

Cross’ Copenhagen department. Here the supervisor for the activities regarding elderly citizens saw it as a 

problem, that neither her employees nor her volunteers knew and worked after the seven principles, which 

are Red Cross’ values. According to her this was due to too many principles and not enough of following up 

after they were introduced. She therefore wished for a change, in where the principles were being brought up 

again, being shorted down to around two principles, which still reflected the original seven. These two new 

principles should then be incaved in the culture among the employees and the volunteers, since it is the 

volunteers, Red Cross send out. It is the volunteers, the people in need is meeting, and therefore it is 

extremely important to act, as Red Cross think a volunteer should act, when they are out in the field. Again, 

laying the foundation, why the supervisor thought this change was important.  

 

The process had been sent into motion and two new values had been made, but with the arrival of the corona 

virus, this process had to stop. This was both in regard to prioritizing the current crisis and its’ effects as well 

in regard to employees were sent home. It is hard to generate a change, if there is no one to actually made the 

change.  

 

The study therefore had to change perspective and focus as well. In order for not making too big of a shift 

Red Cross was kept as the case company, since changing companies would have caused even more delay in 

the project and with companies trying to tackle the new crisis, it would have been hard to create a new 

collaboration. So as with anything else, the corona virus has also left its’ mark on this study.  

 

Therefore, instead of keeping its’ concern on the department for activity regarding elderly citizen, this study 

will now look at the entire Danish Red Cross and how it has tackled the challenges and possible 

opportunities the corona virus has brought.  

 

Problem definition  
Based on the above reasoning the overall research question is:  
 

By using Kotter’s “8 Steps of Change” how does the Danish Red Cross adapt to the 

current world situation caused by COVID-19? 
 

In order to answer the above main question, three sub-question will have to be answered first:  

1. What is COVID-19, and why does it have an effect on the Danish Red Cross? 

2. Where can the Danish Red Cross as a humanitarian organization make an impact and how?  

3. Will a society benefit from humanitarian organizations such as Red Cross during a pandemic? 
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The first sub-question is of the descriptive kind. It aims to give a foundation knowledge of the current world 

situation and how it has affected the Danish Red Cross normal way of running.  

 

The second sub-question is analysing. Here by using Kotter’s 8 Step of Change the progress and 

development of the change will be look close upon. Possible shortcomings will be brought up and other 

theories will be used since each step in some way or another is in need of more theory than just what Kotter 

gives.  

 

The third and last sub-question is a discussion one, where there will be looked upon if Red Cross still a role 

has to play in the future.  

 

Delimitation  
To limit the scope of this project only the Danish Red Cross will be looked upon. It could have been 

interesting to compare how the difference Red Cross offices around the world has tacked the pandemic, since 

many countries are using different kinds of strategies. Where some countries close everything down in 

response to the virus, there is countries who keep almost anything open. Each country’s strategy of course 

affects the playing field in which its’ national Red Cross office can move in. As it will be seen later in sub-

question two, the Danish government’s strategy has impacted the Danish Red Cross not just in how they 

normally run their business, but also in what kind of demands they can respond to.  

 

There will be mostly be focussed on the volunteer and their social work. Social work is here defined “as 

actions, that aims to give individuals or groups a higher state of welfare or care og aims towards solving 

welfare problems.” (Hjære & Jørgensen & Sørensen, 2018, pp. 9) Focus on the employees will not be 

created because it has not been possible to gather enough information on their behaviour and response to the 

change. interviews could may have been made, but with the extra shorten time frame and the restrictions of 

keeping distance, it would have been challenge more than normally.  

 

Red Cross is an organisation that works with a main office, called “Landskontoret” and then a lot of local 

departments and decentralized teams. In this kind of organisations, the work is mostly done by the 

volunteers, and the employees’ roles are more supporting and guiding. (Hjære & Jørgensen & Sørensen, 

2018) Since the contact person, which is seen as the gatekeeper, does not work at the main office at Red 

Cross a new contact person had to be created. Due to Red Cross being in preparedness, it was necessarily 

this could have been an option.   
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Defects  
Many of the quotes in this study has been translated from Danish to English, which can have had the 

disadvantage of meaning being lost in translation. The author has been responsible for translating and have 

done so to the best her ability.  

 

The study would also have had benefitted from gathering primarily data. Collecting a data will be discussed 

later. Under the current circumstances it was seen as not possible to gather these.  

Methodology  
In this next section the methodology of the study will be described and explained. Collecting of data will 

also be stated in more details.  

 

Research design  
For this project the passive case study has been chosen together with qualitive data and a little bit of 

quantitative data as well. The approach is deductive, since it is the wish to understand change in 

organisation better by using theories. This means that the principle of verification is sat into motion. When 

working with the principle of verification, the study tries to proof through observations its’ used theories, 

since true theories are those that can be proven. (Holm, A. B., 2016)  

 

The main source of information is seen to be the internal communication system for volunteers called “Mit 

Røde Kors”, since this is the most direct link to Red Cross now when interviews and visits haven’t been 

possible. Since it is not possible to get access to the internal communication system, without a profile, the 

used messages from Red Cross, used in this study, can be found in the appendix.  

 

Data collection  
Data has been collected mostly through the internal communication system, “Mit Røde Kors”, and by using 

different sources from the internet in form of websites, digital articles and media, since public places such 

as libraries have closed down. Observations in the society has also been considered and used.  

 

By collecting data from “Mit Røde Kors” it has been made possible to gather information with the fewest 

links from the sender (Red Cross) to the receiver. Since the data come directly from Red Cross, they are 

seen as primarily data and the purest data in regarding to Red Cross, which has been used in this 

assignment. This is because, the messages from Red Cross has been interpreted only by the writer and not 

by a third or fourth part.  
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Even though it is the purest data it is hard to see past the high degree of bias. It has been written by Red 

Cross to an audience, which they need to keep motivate and stay. Also, as it will be stated later, Red Cross 

use a lot of stories with positive messages in order to keep their volunteers. The stories are carefully picked 

and not any negative stories are leaked out, since it is humans sitting behind the screen writing down the 

messages before they are sent out. This hurts the validity quiet a lot since none of the information is being 

objective.  

 

External data has therefore been used in order to create a more diversified picture. The data has been 

collected from many different external suppliers in order to get the least amount of affected in case of 

biases in some of the data. However, it does hurt the validity of the data collection, since by using external 

data, it is open up for secondary data, which in general is not as valid as primary. A writer has always a 

reason to write a story and it is the fewest, who can be 100% neutral. Quantitative data has for this reason 

also been brought in, since they don’t reflect or opinions. They show the facts as they are.  

 

Of course, manipulation can happen with quantitative data, but seen as much of the quantitative data 

come from higher institutes around the globe, the change of any manipulation affecting the project is small 

here.  

Theoretical framework 
In the last section of the introduction part of the project the main theoretical frameworks will be explained. 

The entire theories will not be explained. Only those part that are relevant for the project or the reason 

behind for choosing them.  

 

8-Steps of Change – Kotter  
All transformations or change initiatives will go through 8 steps. If a change has not been successful the 

explanation can be found in one of the steps, where the company has failed. A change can go through 

multiple steps, while still having failed in one of them Each step has their own purpose and different 

resistance can be created.  

 

In step one, where high level of urgency is needed in order to create collaboration, the change can run into 

resistance in form of complacency. The complacency can exist or be created based on different sources, but 

if it is not removed the change will have failed before it even began.  
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Having gone through the first step, second step is to create a guiding coalition. Here the challenge is to 

gather a team that can lead the change. The group must consist of people with different strength and 

weakness and persons with a huge ego or who are double-faced must be avoided. In order to make the 

coalition effective, the group must as a whole have position power, expertise, credibility and leadership. 

(Kotter, 2012) Beside these four characteristics a common goal and trust among the members in the group 

must be created.  

 

The vision and strategy for how to achieve the change is made in step no. 3. Here it is important to create a 

strong vision, since it can help with a lot of direction. After it has been created it must be communicated in 

step 4. Here the true power of an effective vision is being released.  

 

In step 5 it is important to remove any obstacles there may hinder the change. Even if one has done the 

previous steps to perfection obstacles will always be created and it is important to deal with these. Now 

the process has been going on normally for a long time. Tiredness and decreasing in motivation can often 

occur here, which is way step 6 is to generate short-term wins. 

 

When reaching to step 7 it is important that an enormous amount of energy has been created in the 

previous step. This is where a lot of change should happen and where the danger of declaring victory too 

soon lays. To end it all the change should be anchoring in the culture. The 8 and last step therefor need a 

huge understanding of the role culture plays.  

 

Social norms – Miller 
“Economic is about how individuals make choices, and sociology is about how individuals have no choices to 

make” (Miller, 2002) The social theory Miller (2002) present can help explain, why some people behave as 

they do and why some are being punished for behaving differently. By using social norm, the study tries to 

understand better the creating of social norms and their roles in a culture.  

 

Leadership of volunteers in practice – Rygaard & Skårhøj  
By understanding better how volunteers should be led, it is the hope that this theory can create a 

perspective into how to motivate volunteers, since the relationship, which exist between an employee and 

an employer doesn’t exist here. Volunteers are motivated from the beginning and even though the 

motivation can be very different from person to person, they all can change position in the model of 

motivation.  
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Cultural management – Peterson & Thomas 
When working with an international organisation it is important to know how the different culture works. 

Together with Miller’s social theory (2002) a broader perspective can be created. Also, since Red Cross is as 

involved with the Danish society as it is, it is important create a better understanding of the Danish culture 

and norms. Also, by better understanding the other cultures and comparing them to the Danish, it creates a 

clearer picture of why some activities will work in one country, but not in another.  

 

Choosing Strategies for Change – Kotter & Schlesinger  
In his 8-steps of change, Kotter mentioned that a strategy must be created, but not how. By taking this 

theory in, which brings agent power into the picture as well, it is the hope to better analyze Red Cross’ 

strategy in their effort for change.  
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What is COVID-19, and why does it affect the Danish Red Cross?  
A description of the coronavirus will be giving in the coming section. This is to create a base of common 

knowledge, which will be needed for building up the rest of the assignment. The information regarding the 

current coronavirus has been obtained for the most part by using the World Health Organization’s, 

shortened as WHO, official website. If other sources have been used it will be stated.  

 

The WHO is the controlling and coordinating organisation for international health care work and is a 

subunit under the UN. It was founded on the 7th of April 1948. The information regarding the virus has been 

obtained from here since it can change from country to country what the health authorities are saying. This 

can may be due to different strategies in the fight of the coronavirus, politics, trust in science etc. 

Therefore, some of the data, especially regarding the recommendations for preventing of transmission of 

the virus, will may difference, since It is up to each country whether or not to use WHO’s recommendations 

and to what degree.  

 

COVID-19 
In November of 2019, a cluster of pneumonia cases in Wuhan, China occurred. The pneumonia cases were 

caused by an unknown virus belonging to the coronavirus family. The infectious disease caused by this 

unknown coronavirus has been named the COVID-19 by the WHO and was declared a pandemic on the 11th 

of March 2020.  

 

There are different types of coronavirus, but common for them all is that they have protein spikes on the 

outside, which give them the appearance of a crown. In Latin crown is corona, which is where the 

inspiration to the name coronavirus come from. The different types of coronaviruses all cause respiratory 

symptoms leading to respiratory diseases. These diseases can range from the common cold to pneumonia 

but can also be more severe as was seen with the SARS-COV first identified in 2003 in China and the MERS-

COV first identified in Saudi Arabia in 2012. Both were cases of coronavirus leading the COVID-19 to be the 

third severe case caused by a coronavirus.  

 

The COVID-19 has been tracked backed to a seafood and live animal market in Wuhan, which is now known 

as the starting point for the virus. It is meant that the new virus originates from here, since the 

coronaviruses do circulate in a number of animal and can make the jump from an animal host to a human 

host. This jump is known as a spill over and can happen of a range of factors such as a mutation in the virus 

or increase contact with animals. This spill over matches with what happened back in 2003 and 2012, 
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where it was discovered that the SARS-COV had been transmitted from civet cats to humans, and the 

MERS-COV had been transmitted from camels to humans. Regarding the current coronavirus it is still 

unknown which animal the spill happened with, even though popular theories have stated bats. However, 

so far nothing has been confirmed yet. The importance of finding the animal source for the COVID-19 virus 

is laying in the fact, that even if humans are successful in exterminate the virus among the population, 

there is a risk of reintroduction of the virus in humans and a new outbreak could thereby happen. 

 

After a human has been infected with the COVID-19, the virus can be transmitted from person to person by 

droplets created when an infected person cough or sneeze or by contaminated objects. The symptoms can 

difference from mild to severe. The most common symptoms include: 

• Fever  

• Tiredness 

• Dry cough  

More uncommon symptoms include:  

• Shortness of breath  

• Aches and pains 

• Sore throat  

• Diarrhoea 

• Nausea  

• A runny nose 

Regarding the last three symptoms, only a few people have reported experience these. Beside the lack of 

knowledge of the COVID-19 the above-mentioned symptoms are another reason, why it is hard to detect 

COVID-19. The same symptoms are often seen in patients suffering from the common cold or known 

pneumonia.  

 

Most people infected with the COVID-19 virus will experience mild to moderate symptoms and recover 

without requiring special treatment. People who have a higher risk for developing severe cases are elderly, 

defined as those over 60, and those with underlying medical problems, such as diabetes, cancer and 

chronic respiratory disease to mention a few. This group of people should therefore be extra alert and take 

more precautions, than the general population, since cases have been found, where people within this 

group suffering COVID-19 have died. So far 295.101 humans with COVID-19 have died.  
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Since the symptoms are very similarly to other cases of well-known and not dangerous diseases it is hard to 

diagnose a person with COVID-19 on symptoms alone. In some humans the virus doesn’t even manifest. 

The only way to determine, if a person is infected with COVID-19, is to use a PCR or a Polymerase Chain 

Reaction test. This test identifies the virus based on its’ genetic fingerprints. So far there is no specific 

medication nor vaccine against the virus and treatment is supportive care. Treatment, vaccine and 

medication are all in development  

 

In order to prevent and slow down the transmission of the COVID-19 people need to be well informed 

regarding the disease, what causes it, and how it spreads. To prevent infection and to slow down 

transmission the WHO has recommend the following:  

- Covering nose and mouth, when sneezing or coughing. Covering should not be done with hands but 

with handkerchief or flexed elbow 

- Washing hands regularly with soap and water 

- Disinfection of hands with alcohol-based hand rub  

- Don’t touch the face.  

- Maintain at least 1-meter distance between each other 

- Stay home especially if feeling unwell  

- Refrain from smoking and other activities which make the lungs weaker 

- Practice physical distancing by avoiding unnecessary travel and staying away from large groups of 

people.  

The WHO also recommend people with mild symptoms, who are otherwise healthy to self-isolate and 

contact their medical provider or a COVID-19 information line for advice on testing and referral. People 

who do experience fever, coughing or difficulty in breathing should call their doctor and seek medical 

attention according to the WHO. According to sundhed.dk, (Coronavirus, 2020), then the incubation period, 

which means the time from when one person has been infected with COVID-19 to symptoms show, is a 

total of 2 to 12 days. Some people will not experience any symptoms even though they are affected with 

COVID-19. These people are called asymptomatic carries and even though they don’t show any symptoms, 

they can still infect other people, which makes the new coronavirus more serious. Beside this fact the new 

coronavirus is also more contagious than a normal flu according to videnskab.dk, (Derfor er coronavirus 

værre end infuenza, 2020). A person with the common flu will on average infect 1.1 other people, where a 

person with COVID-19 will infect on average 2.5 people. (videnskab.dk, 2020) “The reason, why the 

coronavirus infects twice as many as the common flu, is perhaps because none of us are immune, since it is 
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a new virus, which we have not been infected with before” (Christian Wejse, lector at Institute for public 

health at Aarhus University, videnskab.dk, 2020)  

 

It should be claimed that, the COVID-19 is a new virus and therefor can many of the above information 

change rapidly. The information giving so far it what is known during the writing of this assignment.  

 

The spread of the COVID-19  
The virus, which first started at a Chinese market, has now spread to across the globe and announced its 

arrival in countries such as Italy, South Korea and on the 27th of February 2020 it came to Denmark. (DR, 

2020) As of written this assignment 213 countries, areas or territories have confirmed cases of COVID-19 

according to WHO. How a virus is capable to start from one corner of the world and spread to across the 

globe is quite impressive. In this assignment it is assumed that the premier factor for the huge spread is 

caused by the travel industry, particularly the airline industry. The closer look into the aviation is due to 

multiple facts. First is the fact that airplanes, comparing to other vehicles, are the ones which can travel the 

furthest number of kilometres in the shortest amount of time. This means that one person from example 

China, who is an asymptomatic carrier, can enter a plane and travel from China to Denmark and thereby 

bring the disease with them, and thereby has let the COVID-19 spread very far. This is possible due to the 

long incubation period and that the illness spreads from droplets between two or more people.  

 

Second factor to support the assumption is that there are evidences in which people have been infected in 

one country, went home and brought the virus with them. Two examples of such cases will be mentioned. 

The first example is the gathering of Cristian people in Mulhouse, Alsace in France. Here over 2,000 people 

gathered for a service in February 2020. Before this gathering France didn’t have any cases of the COVID-19 

according to the French Ministry of Health but after two weeks from the gathering, 262 people were tested 

positive for the coronavirus. (Horisont, 2020) According to a French doctor, who participated in the service 

and who a journalist from DR interviewed to the televison program “Horisont” sent on the 31th of March, 

then “the majority of the people who were present have unfortunately been infected with the virus”. These 

people went home to different parts of France, but it turned out that others came from countries such as 

Germany and Schweiz but also from countries farther away such as Burkina Faso and The French Guiana. 

The second example is the one regarding how the COVID-19 came to Denmark. The first Dane, who was 

tested positive for the coronavirus, had been on a vacation in the Northern part of Italy. (DR, 2020) 

According to the TV2 article “Yderligere to danskere smittet med coronavirus”, Dane number 2, 3, 5 and 6, 

who were tested positive, also came home from vacation in the Northern part of Italy. An interesting 
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question here could be if the infection of COVID-19 has spread faster in EU-countries because of the free 

entrance for people who have citizenship in another EU-country.  

 

The third factor is the effect the pandemic has had on the airline industry. The record for passengers 

travelling by plane in Denmark was made in 2018 were 30,298,531 used the Copenhagen Airport. 

(Copenhagen Airports, 2020). In 2019 the number did decline, but according to CPH Airport the reason why 

the number didn’t increase was “mainly due to the adjustments in Norwegian’s traffic program, the 

bankruptcies in Primera Air and in WOW air as well as the pilot strike at SAS”. (Copenhagen Airports, 2020) 

Even though the total number of passengers did decline, 2019 sat the new record for the busiest travel day 

to date, which was on the 28th of June 2019 where 109,408 passengers travelled through CPH Airport. 

(Copenhagen Airports, 2020) The high number for passengers travelled through CPH Airport has generally 

increased through the years according to the CEO of CPH Airport, Thomas Woldbye. “Just a few years ago, 

100,000 travelers were an event – today it is “just” a really busy travel day”. (Thomas Woldbye, CEO of CPH 

Airport, Copenhagen Airports, 2020)  

 

So, where do people fly to? According to the report “CPH Trafik: Tæt på 30.3 million travelled in 2019” 

(Copenhagen Airports, 2020) there has been a growth in the long rotes and also a growth in transferring 

happening at CPH Airport. Transferring in CPH Airport has seen a growth 2.9% and the number of 

passengers on the long rotes grew with 3.4%. A decrease on 0.3% was seen regarding number of 

passengers flying from Denmark to other countries in Europe, and a decrease on 6.2% on domestic flights. 

These data suggest that a trend in travelling further and further away has happened in Denmark.  

 

The start of 2020 didn’t see anything to these numbers though. In January of 2020 a decrease in relation to 

number of travelers was found to be 0.4%. (Copenhagen Airports, 2020) Even though this is a small 

decrease seen in the bigger picture, the decrease could be felt on in respect to planes going to and from 

China, where the COVID-19 started. Here the number of travelers fell with more than 30,000 compared to 

January of 2019. (Copenhagen Airports, 2020) Also at the end of January 2020 SAS decided to pause all of 

their direct flights to Shanghai and Beijing until March 2020.  Other airlines companies have also chosen to 

change their regular schedules. Sichuan Airlines have also decided to pause most of their flights to 

Chengdu, and from February 2020 Air China has decided to cancel a part of their three weekly direct flight 

from Copenhagen to Beijing. From the 1st of March to 28th of March Air China has stopped all of their flights 

to Denmark. (Copenhagen Airports, 2020) The temporary change in the air traffic between Denmark and 

China will also to a certain degree affect the traffic to rest of Asia according to Thomas Woldbye, CEO of 
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CPH Airport. It is just not the aviation between Denmark, China and the rest of the Asia which has felt the 

consequence of the COVID-19. According to the Thomas Woldbye “The aviation is global under press and 

2020 has started with a certain amount of economic uncertainty because of the coronavirus, trade war, 

Brexit and the crucial climate conversion”. (Copenhagen Airports, 2020)  So even though COVID-19 is not 

the only explanation for the minimization for travelling with plan, it is certain that it does play a significant 

role.  

 

The fourth and last factor, why this assignment works with the assumption, that the enormous and fast 

spread of the virus is linked to the travel industry, is based on the fact that many countries have chosen to 

close their borders such as Norway, Poland and Czech Republic. (JyllandsPosten, 2020)  On the 13th of 

March 2020 the Premier Minister of Denmark, Mette Frederiksen, announced that Denmark would close its 

borders from 12:00 pm on 14th of March. This was not only in regard to travel by air but also by car or ship. 

“All tourists, all trips, all vacations and all foreigners, who cannot proof, that they have a creditable purpose 

upon entry to Denmark. From now on, they will be rejected at the Danish border. Those who have Danish 

citizenship can at all time enter Denmark”. (Mette Frederiksen, Danish Premier Minister, Statsministeriet, 

2020) Even though that the Premier Minister, Mette Frederiksen, says that those with Danish citizenship 

can at all time enter Denmark, she also states at the same press conference that “I hope, everybody has 

heard, that you shall not spend your Easter holiday outside of Denmark this year.” (Statsministeriet, 2020) 

The Premier Minister’s message is strengthened by the minister of Foreign Affairs of Denmark. “The 

message for the Danes is both clear, simple and serious. Don’t leave the country, unless it is absolutely 

necessary. If you are already abroad, then you should come home as fast as possible.” (Jeppe Kofod, Danish 

Minister for Foreign Affairs, Statsministeriet, 2020) The request from the Danish Minister of Foreign Affairs 

is only aimed to those Danes, who are on vacation outside Denmark’s borders and therefore not for those 

Danes who lives permanently outside of the country. (DR, 2020) The appeal for Danes to return home as 

soon as possible is also due to the fact that, “there is introduced travel restrictions in a large number of 

countries. We cannot evaluate, what is going to happen in the next 24 hours.” (Brøgger Rasmussen, director 

of The Ministry of Foreign Affairs, Statsministeriet, 2020).  

 

With the evidences giving above it can be concluded, that the fast and wide spread of the COVID-19 disease 

is probably due to high intense of travelling around the globe. Other factors, such as the virus’ ability to 

infect people easier than e.g. the common fly should also be considered, but around the world closing 

down borders or making travel restrictions has become a common step in the strategy to stop the virus 

from spreading. (CNN, 2020) The Danish government is among these countries to have used this exactly 
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method in its’ fight against COVID-19. “Nevertheless, we make the precautions, which we believe are the 

necessary ones in order to prevent the infection in spreading (…). The Danes must stop travelling, both for 

the sake of their own health, but of course also because we, today, can bring the infection from Denmark to 

other countries.” (The Danish Premier Minister, Mette Frederiksen, Statsministeriet, 2020) 

 

The Danish Government’s strategy  
With the information above, it is clear to see how global the world has become and how much a part of the 

everyday life, globalization plays a role. This globalization also plays a role in how keeping up with change 

and manage change have become more and more relevant according to Kotter. 

 

 “People of my generation or older did not grow up in an era when transformation was common. With less 

global competition and a slower-moving business environment, the norm back then was stability and the 

ruling motto was: “If it ain’t broke, don’t fix it”. (…) The challenges we now face are different. A globalized 

economy is creating both hazards and more opportunities for everyone, forcing firms to make dramatic 

improvements not only to compete and prosper but also to merely survive.” (Kotter, 2012, p. 20)  

 

Even though the world has become more global and countries are more depended on each other thanks to 

the global economy, in the fight against the COVID-19 many countries have gone with different strategies. 

In the following section the focus will be on the Danish government and its’ strategy on how to handle the 

corona crisis. The Danish government’s choice to close down the borders will not be described, since it had 

already been described in the above section. The following is only what others steps the government has 

used in its’ strategy.  

 

On the 11th of March 2020 the Danish Premier Minister, Mette Frederiksen, announced on a press 

conference that an official lockdown of Denmark would happen. She announced that 

• All students from all educational institutes would be send home with immediately effect 

• All indoors culture institutes, libraries, free time activities etc. would be closed down 

• All private institutes, voluntary associations, religious communities were encouraged to do the 

same 

• All employees working in public institutes, who do not have any critical function, would be send 

home from their workplace. Those who were send home should work from home if possible  

• All private employers were strongly encouraged to send home employees 
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On the same press conference, the Danish Premier Minister also encouraged, that no more than 100 

persons should be gathered inside. Night clubs, discotheques, pubs etc. were also encouraged to close 

down for an unspecific time period. On a new press conference the 17th of March 2020, the encouragement 

changed to specific restrictions. From this date It was no longer allowed to gather more than 10 people 

indoors as well as outdoors for public events, arrangements and activities. The Danish Premier Minister 

also on the strongest encouraged the Danish population to follow this restriction in their private life. “It is 

not now; you should invite people to birthdays or in any other way gather a lot of people”. (Mette 

Frederiksen, Danish Premier Minister, Statsministreriet, 2020) The Danish Health Authority has also come 

out with some guidelines to help the common Dane to inform them how to act regarding extra focus on 

personal hygiene and interacting with other. These guidelines have been made into a poster which can be 

found in appendix 1.  

 

The chosen restrictions don’t support a strategy, which concentrate on making sure that no one gets 

infected with COVID-19. Some people will get sick and the chosen strategy “fundamental involve delaying 

the spread of the virus as much as possible. It is a strategy, which of course first and foremost involve 

restricting the number, who will become ill in Denmark. But it is also a strategy, which is chosen in order to 

reduce the negative consequences for the surrounding community – meaning all of us.” (Mette Frederiksen, 

Danish Premier Minister, Statsministeriet, 2020) The Danish strategy is also a strategy which is made in 

order to protect the health care system in fear of becoming “The New Italy”.  

 

According to the Danish television show “Horisont” sent on the 17th of March 2020, Italy has been the 

epicenter of the coronavirus with Milano as the “epitown”. The country’s road to become the epicenter 

started with the Italian health care system not knowing about COVID-19 yet and therefore made huge 

mistakes seen with the knowledge of today. One of the bigger mistakes they made was e.g. to put patients 

with the virus and patients without the virus together in the same room. “The hospitals are missing 

respirators and staff. (…) This is not a bogeyman. This is not an imaginatively, thought off future scenario. 

This is the reality in a country, who the most of us know, and where many have been on vacation – a 

country in Europe, in our part of the world”. (Mette Frederiksen, Danish Premier Minister, Statsministeriet, 

2020) As of written this assignment USA has overtaken Italy as the epicenter with the most confirmed 

death, where the deceased was tested positive for COVID-19. (Worlds Health Organization, 2020) 

 

In order for Denmark not to become “The New Italy” the Danish National Biobank has with the help of 

graphs shown two scenarios, which can be seen down below:  
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Figure 1. Made by The Danish National Biobank 

 

The y-axis shows the number of cases with COVID-19 in Denmark and the x-axis show the time since the 

first case of COVID-19 in Denmark. The dotted line showcases the Danish healthcare system capacity under 

normal circumstances. The two scenarios, represented by the Danish National Biobank, are showed by the 

orange graph and the green graph.  

 

“The orange is, if we do nothing, no restrictions are made. (…) Then we will get a situation, where the 

infection will spread as fast as lighting, and it will, with the speed of lighting, go beyond the capacity in our 

healthcare system. That is the scenario, we under no circumstances wishes for. Therefore, everything we 

can do in order to come over in the green scenario, where we push the infection, where we spread the 

infection, in a way so we can stay close to the healthcare’s normal capacity, that is why, we are doing it. 

That is why, it is essential for all to understand, that all are carrying a responsibility in order to take this 

deeply seriously.” (Magnus Heunicke, Danish Minister of Health, Statsministeriet, 2020)  

 

The Danish government’s strategy can thereby be summed up as a strategy where the goal is to slow down 

the spread of the infection of COVID-19 as much as possible. The government wishes to protect the public 

healthcare system and to make sure Denmark doesn’t become the new epicenter. They want to steer away 

from the possibility of becoming the new Italy.  
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The effect on the Danish Red Cross  
After the Danish Premier Minister’s announcement of a lockdown of the Danish society many people’s and 

firms’ daily routine have been changed. This includes the Danish Red Cross. Because of the restrictions 

made by the government and because of the guidelines made by the Danish Health Authority a big part of 

the Danish Red Cross’ normal activities, have to be adapted to the new norms. Both activities which require 

volunteers and activities involving their own employees. Some even have had to close down in an 

unspecific time period.  

 

“We recommend stopping all of our social activities, where several participants will be gathered close 

together. This recommendation is based on the latest announcements from the authorities. We do this, 

because it is our obligation to take a collectively responsibility in order to reduce the risk of infection. And 

because we must look out for each other. The recommendation regarding temporally cancellation apply 

also to intern meetings, courses and days deliciated to specific themes, where we are not capable to live up 

to the necessarily distance, we need to keep to each other.” (Internal message from Danish Red Cross, 

Appendix 16)  

 

Not all of their activities have to be closed down. Some activities, called “1:1 activities”, are still up and 

running but they have been affected by the restrictions and guidelines as well. “A big part of our 1:1 

activities can as a starting point still continue. Here we need to follow the authorities’ recommendations.” 

(Internal message from Danish Red Cross, Appendix 16) However, some of these activities have been more 

affected than other by the corona crisis. “However, it is our recommendation, that all 1:1 activities, where 

we visit elderly or vulnerable persons should temporarily be stopped.” (Internal message from Danish Red 

Cross, Appendix 16) This is due to the fact that these people are in the higher risk of people developing 

severe cases of COVID-19 as stated earlier.  

 

The hardest hit, seen with economic eyes, was the temporarily closing of Red Cross’ secondhand stores. In 

2019 the stores had a turnover on DKK 218 million, which lead to a profit on DKK 73 million. This an 

increase on 21% from 2018. (Ritzau, 2020) The profit normally goes to support the organization’s other 

activities and the missing earnings can thereby have consequences for the organization’s future work and 

their ability to react fast in time of crises according to press release from Red Cross. “The earning coming 

from the secondhand stores is the backbone of Red Cross” (Message from Red Cross), so one could wonder, 

why they chose to close them down, especially since the Danish Government hasn’t made any specific 

restrictions regarding closing down Red Cross’ stores. The decision must be seen as a close relation to the 
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fact that Red Cross’ many volunteers are elderly and therefore in the group with higher risk of developing 

severe cases of COVID-19. (BT, 2020) It would therefore not be seen as responsible to keep their stores 

open and it is Red Cross’ interest to “take the best care of our many volunteers and to avoid the spreading 

of the infection by the stores” (Tina Donnerborg, supervisor for secondhand stores, Internal message from 

Danish Red Cross, Appendix 17).  

 

Conclusion on Q1 
COVID-19 is a new disease caused by an unknown coronavirus and has been categorized as a pandemic by 

WHO. Some countries have been or are harder effected by the new coronavirus that others such as Italy, 

South Korea, Spain and U.S.A. The enormous spread is due to the virus’ ability to spread faster and easier 

among humans than e.g. the normal flu and the increased travel pattern among the world’s population.  

By looking at the scenarios happening in Italy, which was the first country in Europe to have confirmed 

cases of COVID-19, the Danish Government had chosen to make a numerous of restrictions. The Danish 

Minister of Foreign Affairs has recommended Danes abroad to come home as soon as possible and the 

Danish Health Authority have made specific guidelines in order to slow down the spread of the virus. All of 

this in order to protect the Danish healthcare system and its’ working capacity.  

These guidelines and restrictions have affected the common Dane’s and many organizations’ daily routine. 

As for the Danish Red Cross, its’ activities have been affected in various different degrees. Where some are 

still up and running, though with limitations or changes, others have been temporarily closed down. The 

choice to close down some activities and to put limitations on others can be seen in close relation to the fact 

that many volunteers are elderly people, many people, who are volunteers in Red Cross, are elderly and it 

will not be seen as responsible in the public eye to act normal especially in regard to the government’s and 

the Danish Health Authority’s recommendations and restrictions. The closing down of some activities have 

hit harder than others. Closing down the secondhand stores have especially been an impactful hit for the 

Danish Red Cross because of the stores’ earnings, which are used in order to make sure that the rest of the 

organizational can run smoothly.  

Because of the COVID-19 the Danish Red Cross has currently a hard time to fulfill their goal and strategy of 

to be present always. To be there for people in the major crises as well in the little ones. They therefore need 

to think in new ways if they still wish for their goal to be met.  
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Where can the Danish Red Cross as a humanitarian organization make an 
impact and how?  
Through the next section each of the 8 steps of change will be analysed and seen if they match with the 

stages Red Cross has been through in their transformation to act on the current crisis caused by COVID-19. 

It is important to remember, that even though the steps are presented separated, they can very much in reality 

overlap each other, meaning an organisation can almost be done with one step, finding itself in the middle of 

the next while working on the start of a third step. The separation of the steps is to make it easier for the 

reader to follow along.  

 

Step 1: Establishing a sense of urgency  
The first step an organization has to take, when wishing to change something is to create a sense of 

urgency. If there is no urgency or if the employees don’t know the reason behind the transformation, the 

employees won’t cooperate. One man can’t, no matter how high he or she is in the hierarchy, change the 

entire organization by themselves. Therefore, cooperation is needed together with initiative and the 

willingness to make sacrifices from a lot of people. (Kotter, 2012)  

 

Originally this assignment was going to follow study the process of a department’s transformation in the 

Danish Red Cross. The wish was to create two values based on the Danish Red Cross’ seven principles and 

get them to spread out and down in how the employees and the volunteers would work. It was very 

important that these new values where not written on a piece of paper and then put in a drawer to be 

forgotten. In this scenario, it would have been harder to create a sense of urgency since the building was 

not on fire. There was not a major or visible crisis and many, both employees and volunteers, could have a 

hard time to see, why they should put effort and energy into this change, when business was going. This 

form for unwillingness to try to see the necessity for change could come from different sources of 

complacency, which are more often than not a big reason why creating urgency can be challenge. (Kotter, 

2012). If creating urgency is not successful, then lack of cooperation will be created, and it would be 

difficult to establish the needed power for change. As when building a house, if the foundation is not 

steady and strong, the rest of the house will fall no matter, how perfect the rest of the house has been 

built.  

   

Unfortunately, thanks to the current world situation, the above change has been temporarily postponed 

for two reasons. First, the employees have been sent home and secondly because the Danish Red Cross, as 

an entire organization, has been affected by the crisis and the restrictions, which the Danish government 

has made as a result of it. This creates a need for Red Cross to be innovative and to transform in a way, so 
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they can keep their goal and strategy of always to be present. Creating urgency for this change will not be a 

big issue for them since “visible crises can be enormously helpful in catching people’s attention and pushing 

up urgency levels.” (Kotter, 2012, p. 47) The crisis, the COVID-19 has caused, has giving an external shock to 

the organization, since it was unforeseen and unpredicted. No one could see how much of an impact a new 

virus from China could have on the entire world both regarding countries’ infrastructure, countries’ 

relationships to each other, to the world economic and etc. its’ impact can be seen by everyone, and 

therefor does Red Cross not need to use much energy into creating a high level of urgency. The urgency has 

been created for them, but it is also the same reason, why they need to transform themselves.  

 

To show that Red Cross is not the only organization being affected and that there is talking about an 

external shock can digital strategy be mentioned. As the world has become more and more global and 

technology has developed more and more rapidly, many organizations have tried to work with some kind 

of digitalisation strategy. Some restaurants have created websites, where it is possible to book a table or 

order food without having to talk with an actual person. Companies such as Nemlig.com, a supermarket 

where all shopping is done digitally by their website, has become a big player and competitor for the more 

“old-fashioned” supermarkets such as Kvickly or Føtex. Today many stores also only have a web shop and 

have taking the active choice on relying 100% on digitalisation and totally abolished the physic store. The 

examples are standing in line, but it shall not be understood such that all companies before the corona 

crisis have been digital. Before, many companies had the wish to become more digital, but the 

management or leaders in these companies would have problems creating urgency for their employees to 

realize, why they should use their time on digitalisation, when business still could go on as usual. As an 

example, can the Danish universities be mentioned. In the report from 2019 made by the Danish Ministry of 

Higher Education and Science, Digitale kompetencer og digital læring - National handlingsplan for de 

videregående uddannelser, it was decided to put money into projects, where teachers at the universities 

should develop their competences so their classes would follow the digital development. It was also 

reported that a high collaboration across the industry and possible together with tech-firms should be 

created in order to gather more experiences and ideas on the field. At last the existing rules should also be 

look upon since they could hinder the way to be more digital. Some rules, which could hinder the path for 

the Ministry’s digital strategy, are e.g. how the number of classes a teacher teaches is calculated and the 

need for a supervisor during exams. It was planned that the above changes needed years to complete, but 

thanks to the new corona crisis and the leading closing down of the society, many universities have 

somehow in a very fast way become more digital than before. Classes are being taught online and exams 

have been modified so they also can be down without the need for physical appearance of the student or 
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the teacher. Even though the teachers at the universities probably still need to be educated more on the 

possibilities of how the technology can help them develop their current way of teaching, it can here be 

seen here how an external shock really can create a high-level urgency. So much, that a strategy, which was 

made in 2019 and was developed in a long-term perspective, already is set into motion and have created 

results in less than a year.  

 

While the external shock, which has hit the Danish Red Cross, is certainly a big help to create urgency, the 

one in the organization who which to response to the shock and thereby change the organization 

accordingly also need some kind of power. It is hard to imagine a volunteer or an employee, who is on the 

bottom of the hierarchy to get enough attention and to be able to gather enough people to start the 

change. Harder is it even if management higher up doesn’t agree with the change and therefore tries to kill 

it, which is easy since they have higher agent power, than the initiator in this example. The initiator needs 

some kind of agent power in terms of authority, credibility and knowledge in order to create change. Agent 

power will also play an important role in later steps such as choosing a strategy for creating the change and 

to remove obstacles. (Kotter & Schlesinger, 2008)  

 

Before COVID-19 had hit Europe, many people and organizations didn’t think more of it. It was often 

compared to the flu and many people didn’t take it seriously. It was first, when the world heard about the 

cases in South Korea and saw what happened in Italy, that it really got the world’s attention. This can be 

due to the fact that as long it doesn’t burn in our backyard, we don’t tend to give it as much attention, 

which were the cases of the SARS-COV and the MERS-COV outbreak, even though these two were more 

deadly than COVID-19 is. (videnskab.dk, 2020) Another reason, why COVID-19 didn’t seem as serious 

before, can be the fact, that the virus comes from China, who has a long history of hiding information 

and/or giving out wrong information. Nevertheless, when the virus arrived in Denmark, the seriousness 

began to be more recognised and the last doubters probably vanished after the Danish Premier Minister 

chose to close down the Danish society. With the level of her authority, credibility and knowledge it is hard 

to find someone with higher agent power in the Danish society, and it is also due to her restrictions, that 

the Danish Red Cross is forced to create change in their organization.  

 

Step 2: Creating the Guiding Coalition   
With high enough urgency it is time for the Danish Red Cross to create a guiding coalition, which can be 

challenge especially for this organization. They are heavily depending on people to volunteer. A lot of their 

workforce are volunteers and the ones, people in the society encounter with, are often volunteers as well.  



 26 

So, in a situation, where the government are encouraging people to keep their distance to each other and 

to stay home as much as possible, how can Red Cross create a guiding coalition, which can encourage and 

inspire people to volunteer.  

 

The worry of a decrease in numbers of volunteers can come from two places. First is the above fact, that 

the Danish government has encouraged people to social distance themselves from each other. Second is 

the fact, that short after the announcement of closing down Denmark was made, some people stormed out 

to the Danish supermarkets in order to hoard. Different kinds of groceries, hereunder toilet paper, were 

torn off the shelves and this was not a rare sight. All around the globe, people began to hoard and common 

for them all was that toilet paper became a precious thing without more explanation into why. (FINANS), 

2020) This kind of reaction can be caused by different things, where the first mentioned guilty player is 

often the media. People are bombed with information from the media, so it is to no surprise, that they 

often are mentioned first. Through media, pictures and stories from across the globe come into the 

common person’s home, and people are expected to create an opinion. According to professor in 

relationship between citizenship, media and emotion, Karin Wahl-Jørgensen then it is the media, who pick 

the daily agenda. (Forskerzonen, 2020) They show which problems deserve attention and which doesn’t 

and every day new information and new numbers of COVID-19 are highlighted. Right now, the world is 

standing against an unknown enemy and this factor of unknowingness is creating and spreading a lot of 

fear, which again create the need for hoarding. By hoarding people get the feeling of during something, 

which can give them a feeling of control and minimize the feeling of being helpless. Unfortunately, this can 

spread and make even more people hoard, because it has the potential to create a feeling and thought 

process, where people act in their own best interest since everyone else is doing the same. (videnskab.dk, 

2020)  

 

Beside hoarding the spread of panic and irrationality can also be seeing in the act of people suddenly 

wearing medical masks in public, even though the medical authorities in Denmark and the WHO are saying 

that it doesn’t make any difference unless for those who are taking care of patients feeling ill due to COVID-

19. (tvmidtest, 2020) Many people point the reason for wearing the masks to the fact that different 

population in many Asian countries are wearing them. The general public’s focus on Asians wearing masks 

could be due to the fact that COVID-19 started in China, and that the media show a lot of pictures of Asians 

wearing these masks while talking or referring to the new coronavirus. The context though, which is 

missing in these pictures, is the fact that wearing some kind of medical mask is more related to different 

countries’ culture than to the concern of spread of COVID-19. Taking South Korea as an example, since I 
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have lived in Seoul, South Korea for half a year as an exchange student, which has created a better 

understanding of the culture, wearing a medical mask can come from many reasons, which are not 

necessarily related to any illness. The masks are indeed worn if the person himself or herself is feeling 

under the weather, but other reasons for wearing the masks are as protecting for high pollution, to hide 

the face if the person is not wearing any makeup or if the person has gotten plastic surgery and is 

recovering. For the last mentioned it should be mentioned, that South Korea had the highest rate of plastic 

surgeries per capita in 2014 and in Gangnam, an area of the capital Seoul, has over 500 clinics. 

(businessinsider, 2015) The masks are even so common in South Korean culture, that they have become a 

fashion accessory, where it is possible to get them in different designs and in different colours. Of course, 

there could have been an increase in the number of people wearing masks after the outbreak of the new 

coronavirus, but people’s perspective on wearing a mask is more a cultural thing than a medical thing. 

Wearing a mask in South Korea in public will not attract attention as wearing a mask in Denmark would.  

 

Looking back on the hoarding episodes, it was mostly reported to happen in Western countries and not in 

Asian countries. The reason behind this can bring an important case into the light, which Danish Red Cross 

has to be aware of, when trying to gather volunteers.  

 

A way to distinct difference in cultures is by looking on how the individual is perceived. In Western cultures, 

such as the Danish culture, an independent self-schema exists. Here “people are expected to think and act 

as autonomous individual with unique attributes”, which means the individual’s behaviour is made 

meaningful based on the person’s own thoughts and feelings. (Thomas & Petersen, 2017) This is the same 

phenomenon, which is made clear in game theory’s famous “Prisoner’s dilemma”. Here two prisoners are 

been put in two different rooms by the police without been able to talk to each other, where they are 

giving two choices. They can either betray the other one or keep their mouth shut. If one prisoner chooses 

to betray the other, while the other chooses to not say anything, the betrayer gets away with no 

punishment and the betrayed gets sentence 10 years in prison. If they both chooses to betray each other, 

both get sentenced 5 years in prison, but if they both chooses to keep silent, each of them only gets six 

months. The above explanation is summarized in the figure underneath:  

 

Prisoner 1 | Prisoner 2  Betray Be silent 

Betray  (5 ; 5) (0 ; 10) 

Be silent (10 ; 0) (0.5 ; 0.5)  
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Even if the optimized choice would be to both be silent, or to corporate, the two prisoners will end up 

betraying each other, since they are seen as rational or as economic man. The reason, why betraying is the 

rational choice to go with, is, because no matter what the other person does, betraying will always bring 

the best outcome for the individual person. Either no prison time or only five years in prison. Therefore, 

both prisoners will end up in the far-left corner, or in this scenario’s Nash Equilibrium, even though it would 

have been best for both of them to be silent. The above behaviour is made reasonable, since the 

individual’s behaviour, just like in the Danish culture, is accepted because it is based on the individual’s 

thoughts and feelings.  

 

So, how is the individual perceived in many Asian cultures, since Red Cross has to be aware of this 

difference. Instead of independent self-schema, an interdependent self-schema exists. Here the individual 

“is less differentiated and more connected to a particular group of other people” (Thomas & Petersen, 

2017), meaning that people’s behaviour is influenced and organized by “their perception of thoughts, 

feelings, and actions of others in some larger social unit”. (Thomas & Petersen, 2017) All of this leading up 

to the thought of wearing some kind of face mask and not to hoard is based upon the individual person 

doesn’t think what is best for them, but what is best for the whole group. So, instead of thinking “I need to 

wear a mask to protect myself”, which many Danes would do because of the independent self-schema, 

people with interdependent self-schema would think “I am wearing the mask to protect others from 

getting sick”. Hoarding from an independent self-schema perspective: “I must buy food to make sure, I am 

going to be all right”. Hoarding from an interdependent self-schema perspective: “I am not going to buy 

more than the necessarily so all can get some.”  

 

With all of this is mind, those that means, that everybody in Denmark is thinking only of themselves, and 

therefore is not willing to help and volunteer? According to psychology professor Stephen Reicher from 

University of St. Andrews in Scotland, the essential factor, in order to get people to help each other, is to 

create the feeling of a shared identity. (Information, 2020) As a starting point the feeling of a shared 

identity is created, when situations of crisis exist, but it is not a guarantee. It can be very fragile, and it can 

both be strengthened, but also minimized. (Informatio, 2020) Knowing this it is therefore important to 

strengthen the feeling of shared identity in Denmark, if the Danish Red Cross wishes for people to 

volunteer as much as possible. A way to strengthen the feeling could be by creating a social norm of how 

one should react during a crisis. A social norm is enforced if the group’s survival is depending on the norm, 

if it increases the possibility to predict a group member’s behaviour, if it reduces embarrassment for group 

members or if it expresses the central values of the group. (Miller, 2012) If a social norm can be obtained, it 
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can be a powerful tool to have, since it doesn’t take much control to obtain. The group will by themselves 

enforce the social norm by giving out social punishment for anyone who breaks the norms. (Miller, 2002) 

As with the creating of urgency, the Danish Red Cross also gets help here from the outside world, probably 

because it doesn’t for through this situation alone, but together with the rest of the society.  

 

Since the society closed down and people should keep social distancing, there has been a lot of focus on 

showing “samfundssind” or “the mind of the society”. This meaning that in order to get through this crisis, 

everyone should stand together, and think about others, which has been necessary because of the 

independent self-schema, which exist in Denmark. An ongoing reminder has sound in the radio saying, 

“what you are doing, makes a change” and the government, hereunder the Danish Premier Minister, has 

put a lot of effort in order to keep remaindering people, that what, they are doing, is helping to protect 

people. To protect those who are in the higher risk group for dying after getting COVID-19 and to protect 

the health care system. Even the queen of Denmark, Queen Margrethe II, has made a historical speech, 

where she talked to the population. Normally, the population of Denmark only gets to hear her on the 31st 

of December each year, where she holds a New Year speech, leaving her speech regarding the current 

circumstances unique and with a big impact. “This time, we have to show unity by staying apart” (Youtube, 

2020) was some of the Queen’s careful picked out words making the message clear all over. “Don’t act 

selfish. Think about others. We need to work together as a group”, making this train of thoughts meeting 

the requirement of a social norm to be enforced, since the group’s survival is depending on this.  

 

It is not enough with meeting the above-mentioned requirement. To see if it has succeeded with the 

creation of a new norm, this norm has to be enforced unconsciously by the group’s member as well and if 

broken a social punishment needs to be seen. The group meaning the Danish population.  

 

To see if this has happened, we look back at the media, which was mentioned earlier. Here it was stated, 

that the media created panic and could potentially make more people hoard, but it can also have the 

opposite effect. It can just as much create a picture of people being selfish and that hoarding is stupid and 

irresponsible. While showing pictures of fully loaded shopping carts, the media also reported that 

supermarkets chains stating that there were enough products as long as people bought in as usual. Even 

more important, it was also reported that while some were hoarding others had reached out in order to 

see, where they could be helpful. Many took to social media such as Facebook to offer their help to people 

influenced by COVID-19. Everything from walking the dog, to buy groceries and to get medicine. Suddenly 

these people were seen as heroes, while the hoarders were seen as greedy. It became an embarrassment 
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to have 10 packs of toilet papers at home and the hoarding stopped quickly. It can therefore be seen as the 

social norm of showing “samfundssind” has worked.  

 

Beside the explanation of social norm, people could also have reached out to help others because they 

need the feeling of actions. According to Steven Taylor, a psychologist and author to “The pandemic’s 

psychology” by helping others, they get the feeling of during something instead of just sitting at home, with 

their hands in their laps, looking out while the crisis unfolds. (FINANS, 2020)  

 

Thanks to the authority, it thereby doesn’t look like Red Cross will need to worry about a large decreasing 

in number of volunteers, and they have not used this time to create a guiding collation. A guiding collation 

should go in the front and be an example for the needed change. It should be a team consisting of people 

with position power, expertise, credibility and leadership. (Kotter, 2012) Red Cross has not created this 

team, which could be the front runner. Some could argue, that the authorities are the guiding collation, and 

they do indeed have high position power, credibility, expertise and leadership. At the same time the 

message, they are giving, is different from the message the Danish Red Cross will give. The authorities say 

by staying home and keeping distance, the population can come through this. No one is saying to go out 

and help other, which is Red Cross’ wish.  

 

The people, who are being showed in the media, could may be the guiding collation. All are they saying that 

they have the time and it is possible to help, while still following the authorities’ guidelines, but none of 

them are having the four requirements in putting a strong team together. Maybe it is because of the 

shortening of time, that Red Cross has not been able to or thought of creating a strong group, but if they 

are being compared to the Danish police, this reasoning is weakened.  

 

In order to inspire people to stay home and keep their distance to each other, the police reached out to 

some Danish celebrities and asked for their help. By using celebrities, the police could in that way gets the 

message across to people in all ages and in all social groups. There is nothing to say, that Danish Red Cross 

couldn’t have done the same thing. Danish Red Cross already collaborates or have collaborated with many 

different kinds of companies hereunder Coop, Novo Nordisk Fonden, Turborg Fondet etc. (Red Cross’ 

homepage, 2020) They do thereby have the necessarily expertise to create collaborations, and it is a shame 

they don’t use this skill some more.  
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Red Cross does ride on the wave of social norm of helping each other, who the authorities have created, 

but they have not created a guiding collation.  

 

Step 3: Developing a Vision and Strategy   
While now having the foundation, even though with the failing of creating a guiding collation, it is time Red 

Cross sits down and develop a vision and strategy of how they precisely can meet the new demands, the 

corona crisis has given. This is done by firstly develop a vision and then a strategy.  

 

Developing a vision has to come before developing the strategy, since the vision defines a firm’s desired 

future. It creates a picture of where the company wishes to be at and then the strategy is the plan on how 

to achieve this desired future. According to Kotter the vision also serves three other important purposes, 

which are (1) simplifying hundreds and hundreds of more detailed decisions, (2) motivating people to take 

the correct action and (3) coordinating the actions of different people, no matter how big of a group they 

must be. It is also important than the vision is short and to the point. A rule of thumb is often, that if the 

vision can’t be explained to someone, who has not been the process of creating the vision, in five minutes 

more work is needed. In five minutes, the vision needs to be understood and gotten attention in order to 

be effective. (Kotter, 2012)  

 

A vision also shows off the values in the company since they have to be interlined with each other. Values 

are often extremely hard to work with, since they are very fluffy for many people. It is not something 

tangible and something often only a little amount of the company actually works with. None other than 

less are they very important, since they affected everything from the company’s mission, to its’ vision, to 

its’ strategy and to its’ goals. Values show how a perfect employee should behave and act according to the 

management team and they are important because they can help the organisation differentiates itself from 

its’ competitors on the market. Values can be divided into two groups: Inner values and outer values.  

 

The inner values show of the ethical and moral, which exists in the organisation and give some kind of 

internal compass on how one should act inside of the organisation. These kinds of values help attract 

employees, and they have to match how the world see the company and its’ employees. The outer values 

are more visible in the strategy and give an external compass on how the company should act in the world 

surrounding it. It is also these values that attract the company’s customers.  

 

In Red Cross the values are described as the seven principles, which are according to their official 

homepage:  
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1. Humanity  

I. “Red Cross, which was created based on a wish to bring impartial help to wounded at the 

battlefield, is trying national and international to hinder and relieve human suffering, 

wherever it may be. Red Cross’ purpose is to protect live and health and to secure the 

respect for the human, as well as promote mutual understanding, friendship, corporation 

and lasting peace between all people” 

2. Impartiality  

I. “Red Cross provides help without taking nationality, race, religion, belief, social status or 

political opinions into account. Red Cross strives after to soften humans’ sufferings and to 

act only from their need and to help those first, who are in the greatest need” 

3. Neutrality 

I. “Forever to gain everyone’s trust Red Cross must not take any sides in hostiles or in any 

giving time engage in disagreements of political, race related, religious or ideologically 

nature” 

4. Independence  

I. “Red Cross is independent. The national Red Cross societies will certainly help their 

governments regarding the humanitarian work and will comply with the respective 

country’s laws, but the must always keep their autonomy, so they are always capable to act 

from Red Cross’ principles” 

5. Volunteerism  

I. “Red Cross is a volunteer help organisation, who in its’ work is not in any way encouraged 

by economic advantage” 

6. Unit 

I. “There must only be one Red Cross society in every country. The society must be open for 

anyone and must be able to perform its’ humanitarian work in the entire country” 

7. General validity  

I. “Red Cross is a worldwide movement, in which the national Red Cross societies have the 

same status and the same responsibility and the same duty to help each other”   

 

This is a lot of different values the volunteers and the employees have to live by and it was also in the 

original assignment, the department supervisor’s wish to interconnect some of the above principles into 

two, in order to make it easier for her employees and volunteers to remember and live by them. Even 

though there are many values to consider, Red Cross has made a vision, which is stated as the following:  
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“Denmark and the world are changing, and too many people are being affected by conflicts, natural 

disasters, persecution, inequality and isolation. 

We will work to create a society and a world, where humanity and communities connects us together. 

Red Cross will always be present and act on the humanitarian needs, we see. We will, therefore, be the 

movement, which make humanity to a national cause in Denmark” 

(Red Cross’ hompage, 2020) 

 

Every of the seven principle can be seen in the above vision, except principle no. 5, volunteerism. In the 

vision it is not stated that, they wish to be the movement by using or relaying on volunteerism, but with the 

repetition of being a volunteering organisation it may not be necessarily. It therefore does reflect the 

values pretty good. Regarding how effective a vision it is, it must have six different characteristics according 

to Kotter (2012). These are  

• Imaginable 

• Desirable  

• Feasible 

• Focused 

• Flexible 

• Communicable  

 

The vision is quite imaginable since it gives a good picture of how Red Cross wants the future to look like. 

They want humanity to be a national cause in Denmark, and they want a world where humanity and 

communities connects us together. It is also desirable in the sense, that it appeals to the company’s 

stakeholders. Their vision is very much in brand meaning they are not betraying their stakeholders such as 

their employees, their volunteers, the people who receive Red Cross’ help etc. It is also quite good in 

demanding some kind of sacrifice. By starting out with how the world current is, what kind of situations 

impact the world and human in a negative way, the vision implicit asks for sacrifices. The stakeholders are 

told that if they sacrifice some of their own resources, whether that must be time, money or something 

else, a world, where people stand together and where less people are affected by conflicts, natural 

disasters, persecution, inequality and isolation, can exist. Regarding feasibility it is hard to say if Red Cross 

has hit the mark here. Looking at the strategy can tell more, if feasibility has been met, but overall are Red 

Cross’ goals hard to measure, since their goals are very intangible. Their goals are to create a new society 

and world and to make their core values a national cause, but how do they know, when they have reached 
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these goals. No society will admit they don’t care about humanity or their communities and what is 

humanity can be very much affected by the national culture. Looking at some Asian cultures, they will may 

think, many Western cultures are not human to their elders. That many elders in the West are just being 

brought to a nursery home and then they can be there until they die, where in Asian cultures many children 

will take care of their parents, when they become old. In Denmark if an elder can’t take care of themselves, 

their children will maybe try to convince them to go and live in a nursery home, where in Asian cultures it is 

more common for children to either let their parents move into their apartment or they themselves will 

move closer to their parents in order to help them more. Therefore, feasibility could have been higher. The 

focus is high enough to give some guide of guidance for employees and managers, but not so strict, that 

flexibility cannot exists, since it doesn’t specific tell what to do in which kind of situation. Flexibility is 

especially important since it is good to have both if possibilities arrived, but also in cases of reacting to 

threats like the corona virus. At last but least the vision is communicable, since it is short and very much to 

the point. It doesn’t use long and hard words, which would increase its’ complexity making it less 

understandable and thereby less communicable. A vision should be understood by all in the organisation 

and therefore easy and short words are preferable. Overall the vision for Red Cross is good and effective. It 

could have been interesting to look more into the process behind the making of the vision, but this has not 

been possible.  

In this third step a strategy also has to be made after a vision has been created, but in his theory of Leading 

Change, Kotter doesn’t go into specific how the process of making a strategy should be. This is a lack in the 

theory, if one was to follow only this. In corporation with Leonard A. Schlesinger he does give a framework 

of what to consider, when choosing a strategy for change.  

 

First the situational factors should be analysed. Normally, a change would create some kind of resistance, 

which is important to consider, since a strategy for how to handle possible resistance should be in place. 

Questions such as how much resistance and what kind of resistance is expected should be thought about. 

Also, the urgency of the change needs to be reflected in the strategy. If the change needs to happen here 

and now and thereby having a high sense of urgency other methods have to be used, than if the change has 

a low sense of urgency. At last agents power has to be considered, which has also been talked about 

previous. How high or how low, the initiator’s power is, has a lot to say regarding what kind of methods he 

or she can use. The mentioned above is shown by the figure below:  
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Figure 2. Based on the article “Choosing Strategies for Change” by Kotter & Schlesinger (2008) 

 

As stated earlier the new corona crisis is something, that happens here and now and therefore a lot of the 

information change regularly. New theories are been published, different industries are struggling, 

demands changes and the world situation is changing. By written this assignment different countries have 

been categorised as the epicentre for the coronavirus. First China, then Italy and the latest one was U.S.A. 

The urgency for the needed change at Red Cross is therefore high, since they have to act and survive in a 

fast-moving world. Regarding the level of the agent power, it was stated in “Step 2: Creating a guiding 

coalition” Red Cross themselves didn’t in society create a guiding coalition. There has may been one 

internal, but information regarding if this kind of group was made could not be obtained. Red Cross 

themselves is though a huge player regarding humanitarian work. The IFRC is the world’s biggest 

humanitarian organisation (IFRC’ homepage, 2020) and the famous red cross is a well-recognised brand. 

Therefore, when making a strategy Red Cross finds themselves in the far-right box.  

 

Because of the extreme high urgency this crisis has created, it can be discussed how much time Red Cross 

has had to make a suiting strategy. After stating this one has to be reminded that Red Cross is an 

organisation who has to react fast. When a crisis emerges, they have to be as soon as possible, since their 
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vision does state: “Red Cross will always be present”. If they are not fast and let people wait far too long for 

help a lot of the trust there is in Red Cross will disappear and their brand will take a large hit. One of their 

strength is therefor to react fast.  

 

The strategy Red Cross has created for the change of how to still be present and meet humanitarian needs, 

when the world no longer is as it used to be is to create new activities. These activities are 

Hjælpenetværket, assist the authorities by creating a call centers and giving education regarding health and 

psychosocial, SnakSammen and #CoronaVenner. These are some of the new activities in Denmark, but 

internationally Red Cross has also made comprehensive changes, since the corona crisis can hit some of the 

areas, where other kind of crisis already exist, and where Red Cross already is present. (Youtube, 2020)  

 

With the creation of Hjælpenetværk, Red Cross has established a network, which can support people and 

relieve the authorities by matching volunteers, with people who need help because of the corona crisis. 

This could be people who are in quarantine and/or are in the higher risk group. The volunteers can get 

groceries, pick up medicine, walk the dog or other things, which normally demands one to go outside. By 

not limited the amount of activities to specific actions, Red Cross still keep their flexibility, which also is 

seen in their vision. As an example, can be mentioned a story from Struer. Here the local library had to 

close down, because of the restrictions, but made package of books, which people could pick up. 

Unfortunately, many people couldn’t pick these up because of the fear of getting COVID-19, and the library 

didn’t have enough resources to deliver them themselves. Here Hjælpenetværket delivered the books 

instead of. (Appendix 7) A good example of why flexibility is a good thing since many probably wouldn’t 

have known that this need would emerge.  

 

The only limit Red Cross has put on Hjælpenetværket is that, volunteers associated to this activity, only 

help with things that doesn’t require physical interaction. This is order not to violate the Danish Health 

Authority. They stats, that they do have procedures and guidelines for those who wants to receive help and 

those who wants to help, but these guidelines have not been further stated. (Appendix 8) This could be a 

choice of only giving the guidelines to those who need them, which means them who are associated with 

Hjælpenetværket.  Regarding the call centers, then Red Cross assist the call center made by the authorities 

with staff members and knowledge about health issues, where the other call center is made by Red Cross 

and take more general calls from citizens.  
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Red Cross’ third new activity is SnakSammen, where people who are isolated and/or are lonely can talk 

with a volunteer. The conversation happens by webcam, which means, the volunteer and the resident can 

see each other, while talking. They use video, because “we believe, that an important part of a present 

conversation is that people is able to see each other”. (Internal message from Red Cross, Appendix 6) 

 

#CoronaVenner in an online initiative, and which audience is kids and young people, who are in danger of 

getting behind in school, where there are problems at home already or who already are suffering from 

loneliness or anxiety. Here kids and young people can get help with their homework, make online social 

activities or just to find someone to talk to. (Internal message from Red Cross, Appendix 18) All of the 

mentioned things are done virtual. This initiative is important because “children and young people, who are 

fighting with illness, loneliness or betrayal, are invisible victims for the corona crisis. If you already are 

isolated, now you are totally alone. If you are sick, you are robbed from your everyday. If you are living in a 

family with violence, abuse or betrayal, you have now lost your haven in school”. (Troels Boldt Rømer, head 

for Red Cross Youth, Internal message from Red Cross, Appendix 18)   

 

All of the above activities fit well with the vision of always to be present and act on the humanitarian 

needs, which emerge in the society. Also, by being the glue that connects volunteers with people in need, 

Red Cross does try to make a movement and try to connect humans by using their humanity.  

 

The strategy in response to the change of how to still be present and meet humanitarian needs rely heavily 

on collaboration. With their new activities Red Cross has been collaborated with the different authorities as 

well as private companies. This strategy does reflect the values such as independency, where the national 

Red Cross will help their governments regarding humanitarian work, humanity in form of promoting 

friendship by the SnakSammen, impartiality by helping those who are need for the greatest support, 

volunteerism by relying on the work from volunteers and unit by performing humanitarian work all over 

Denmark. The strategy does thereby reflect five of the seven values or principles.  

 

One big problem Red Cross is still forcing is that they are missing volunteers.  

 

“We are in need, for as many as possible engage themselves in a crisis, which leads to peaks different places 

in the society – we are given an easy road now to engage oneself – no matter if one want to provide 

practical help for  humans, who are not capable to go to the stores or go for a walk with the dog, or if one 
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want to sit in a call center and answer questions from worried residents.” (Anders Ladekarl, Secretary 

General for the Danish Red Cross, Internal message from Red Cross)  

 

This lack of volunteers can be because of the missing guiding coalition stated earlier but can also be a sign 

of resistance. If it is resistance, then Red Cross need to use education and communication or facilitation 

and support. Explicit and implicit coercion will not work since Red Cross this will be going against one of 

their seven principals, volunteerism.  

 

4. Communicating the Change Vision 
This fourth step can be closely related with the strategy discussed earlier, since it can be connected with 

using communication in the strategy. This step also shows how successful the previous steps have been. 

“When the urgency rate isn’t high enough, people don’t listen carefully to information about a new vision. If 

the guiding coalition isn’t the right group, it will have difficulty both creating and sending an appropriate 

message. If the vision itself is too blurry or just had a bad idea, selling poor goods becomes a tough job.” 

(Kotter, 2012, p. 88 – 89) Even though it has been stated that the urgency is high, and the vision is good, 

Red Cross could have problems making people to listen, since they failed at created a strong enough 

guiding coalition.  

 

It can be hard to communicate a change vision since accepting a new vision is both a challenging 

intellectual and emotional task, (Kotter, 2012) and also the people, who have spent time and energy in 

creating the vision often act as if anyone else, should become comfortable and clear with the vision in 

minutes. They are forgetting, that only the group has been in the process of creating the vision, while the 

rest has been worked with their normal tasks. Also, the group’s attention is on the vision itself, while the 

rest of the organisation are being bombed with information regarding the change itself, information they 

need in order to still complete their workstacks, other updates regarding the entire organisation and etc. 

Therefore, the communicating of the change version can easily get lost among the clutter of information. 

Kotter has seven principle in order to communicate the new version effectively, which will be discussed in 

the following.  

 

The first step is to make the communication simple and clear. Don’t use too many words and let them be 

general. Using specialized language is good, if the people all belong to the same group, but often that is not 

the case. Even in organisations there exist many different kinds of groups. Accountants, sellers, HR staff 

with more are all different groups with each of their specialized language, but they all belong to the same 
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organisation. When communicating Red Cross’ vision to gather volunteers, it is even more important that 

they use a generalised language since volunteers can have a huge number of different backgrounds, which 

can affect the understanding. The amount of information is also for many extreme these days because of 

the constant change in the world. People have to keep up with what happens on their workplace, in their 

society and if they have children, they also need to pay attention and energy to adapt to the new change 

here. Therefore, simplicity and generalised language is extremely important in the case of Red Cross. In 

order to communicate the change with the creation of the Hjælpenetværk Red Cross has created to 

pictures with the change vision on, which can be seen in appendix 2. There is both a poster for people, who 

need help and for those, who want to help. The pictures very clearly and simple state the vision. If 

someone is in need of help Red Cross is ready to help them. If someone wants to help come to Red Cross. 

On both posters the background is the corona virus furthermore explaining, what lays behind the change 

without having to use words.  

 

The second principle is to use metaphors, analogies and/or examples. Underneath both posters examples 

are giving in what the new vision shall lead to and thereby imply. For people who need help, or for those 

who know someone who need help, it is stated that if they need help with buying groceries, picking up a 

package, picking up medicine or other practical chores, they can call Red Cross. For those who want to help 

the same examples are giving. By using examples and making sure they are consistent, Red Cross are able 

to communicate the vision, while letting volunteers know what they are signing up for and letting the 

people, who need help, know what they can expect. Besides providing with examples this way Red Cross 

make sure there is expectation of conformity.  

 

Third step is to make sure to communicate through very different channels. Red Cross uses their social 

media profile such as their Facebook profile and their Instagram profile to share the vision. This is a good 

idea, since it gets out to many different people, but also because it is mostly for free. They have had some 

sponsored posts on Instagram, see appendix three, which does cost money, but by using sponsored post, 

the guarantee for reaching more people are lifted. By using social media, it is also an opportunity for 

people to share the post made by Red Cross, meaning their messages get spreader even wider and they are 

using even more channels. This wish for sharing their post can be, as an example, seen on the post made by 

Red Cross Youth regarding #CoronaVenner, appendix four.   

 

Beside using social media, they of course also use their own homepage and in their newsletter for their 

volunteers once, sometimes twice a day. This doesn’t create any extra costs, since these are already 
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existence things and by focusing on the current change, they simply are shifting the focus onto what they 

believe is the most important thing here and now.  

 

Red Cross also spread their vision by more traditional media such as the news on television. Here they have 

been interviewed and gotten the change to not just talk about their vision, but also to show it, making the 

communication of their vision stronger by strengthen principle two. In a time where a lot of bad news are 

being giving out, Red Cross attempt and willingness to help others and to show, that there is help to get can 

be seen as good news, also making their vision standing out from the crowd of information.  

 

Alongside the above-mentioned forums, Red Cross has also used more physical forums such as bus stops, 

look at appendix 4. Using also more physical forums is good since, some of them Red Cross hopes to reach 

out to are elderly people, which are not known for using the internet and social media. Also, bus stops are 

often located in busy areas, where a lot of people pass by. Not only the ones who maybe need the help Red 

Cross is offering, but also relatives, who know of someone, who could benefit from the help. This way the 

channel of mouth-to-mouth is another forum Red Cross can be put into play. Mouth-to-mouth is a 

powerful and fast way to spread ones’ vision, but the challenge in it is to get people to discuss about the 

vision and preferably in a positive tone.  

 

The last forum Red Cross has used is one that is maybe mostly related with the strategy of communicating 

and collaboration, which was discussed earlier. Red Cross has team up with Coop in order to connect the 

volunteers, and those who need help. Coop has 1.8 million members and it is Coop’s communication device 

with their members, with do involve the Coop App, Red Cross wishes to use. (Ritzau, 2020) They hope by 

using Coop’s already established way of communicating, that they can create to even more people, since 

“the challenge now is to establish contact between those, and the fellow citizens, who are in need of help”. 

(Anders Ladekarl, Secretary General for the Danish Red Cross, Ritzau, 2020) 

 

Next and fourth principle is to repeat, repeat and repeat. “Our minds are cluttered, and any communication 

has to fight hundreds of other ideas for attention”, (Kotter, 2012, p. 96), therefore it is not enough with just 

a lot of forums to communicate the vision. These forums have to be used again and again and again in 

order to have a fair change in grabbing the attention from other ideas and others humanitarian work. Two 

minutes in every interview and one line in every post, where the vision is stated, can go a long way. By also 

using the existing volunteers and encourage them to use five minutes talking about the vision with their 



 41 

friends and families, Red Cross enhance, that the vision is been put into people minds – both external and 

internal.  

 

The use of so many communicating forums and the ongoing repetition could create the fear of annoying 

some potential volunteers in the society, but as the penguin in “Our Iceberg Is Melting” says: “Giving a 

choice between a few annoyed birds and a melting, exploding iceberg with screaming penguins on it, I’d 

choose annoyed.” (Kotter & Rathgeber, 2005, p. 79)  

 

Fifth principle is to walk the talk or lead by example. The strongest and most powerful to communication a 

new direction is through behaviour. (Kotter, 2012). This is due to the fact that most people are more 

impressed by actions than words but also that if actions and behaviour don’t match up, the vision will be 

undermining by a lot. (Kotter, 2012) Here the missing guiding coalition again become a problem. There is 

no one, who can go in the front, showing how the others should behave. A lot of stories are being shared 

around the volunteers themselves, but if the problem is to gather enough new volunteers, these stories 

doesn’t help. Videos, such as the one TV2 has made, do show some examples of how Red Cross wishes 

people behaved. The Secretary General for the Danish Red Cross, Anders Ladekarl, is also often 

interviewed, where he stands in the surrounding of the volunteers, e.g. the call center. Here the use of his 

high agent power and the use of showing, that he is standing among the volunteers and not sitting in an 

office with designer stuff surround him could be acquired, is leading by example. Red Cross wishes people 

to stand together in this scary time and having him standing together with the volunteers wearing either 

the famous red cross or the vest, which the volunteers also are wearing, does show this wish and thought 

of “we are in this together”. On the other hand, you don’t see him walking a dog or picking up a package 

and delivering into an exposed resident, which would be more in line with the vision of being the 

movement, which make humanity a national cause. This could be because he is extremely busy and his 

time is valuable, but in these kinds of situations, using five minutes to walk the talk or lead by example, 

could create a huge impact in communicating the vision.  

 

Next principle is to explicitly address seeming inconsistencies. This sixth principle is to make sure the 

message is the same across the entire organisation. If mixed signals can’t be eliminated it is important to 

use honest and simple communication, which can explain why the inconsistence exists. (Kotter, 2012) It has 

not been possible to see if such kind of inconsistencies for sure does exist in Red Cross. Some 

inconsistencies that could exist, but are not proven to, are regarding act on humanitarian needs and be 

present.  
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A lot of new different humanitarian needs have been created during the corona crisis, and although Red 

Cross has created a supply for a lot of them, some are maybe still left unsatisfied. How and which activities 

Red Cross chooses to create is a hard process and it often comes down to the question: “where can Red 

Cross make the biggest impact?” This, however, does not mean that with a vision of always act on 

humanitarian needs and not answer them, when they are developed, those create some kind of 

inconsistence. As an example, is the many parents, who have not been able to get their children to be 

looked after. All day cares and schools closed down on the 12th of March, leading many parents having to 

look after their kids while still have to work. Many employees were sent home to work from their private 

homes, but it was still expected, that they accomplished their work tasks. This can be very hard while 

having to take a care of a kid as well. Even though the government did create day cares for those parents, 

who were desperately in need for others to look after their kids, many parents were still left behind with 

problem of working while babysitting. The kids couldn’t be sent home to their grandparents, since they 

were in the higher risk group, leaving the parents with few to almost none options. These parents can 

maybe have asked themselves why Red Cross did not create some kind of help for their demands, when 

they do promise to always act on humanitarian needs.  

 

The other promise of always to be present can maybe also have created some kind of inconsistencies. Red 

Cross has stated through the crisis, how many Danes, who have either asked for help or received help. 

What they don’t state is, if they had to turn anyone down. Reasoning for turning someone down could be 

because there are no volunteers near the person asking for help. When turning someone down the 

promise of being present is broken and inconsistency has been made.  

 

Regarding values then there could be inconsistencies of volunteerism. It is stated the Red Cross is not in any 

way encouraged by economic advantage, but if their offices are filled up with expensive design or other 

things showing a lot of economic wealth, like art or dress code, this could create inconsistency. It has not 

been possible to visit any of the Red Cross’ offices due to COVID-19 in order to confirm if such kind of 

inconsistency does exist.  

 

The last and seventh principle is to listen and be listened to. When creating change, one shouldn’t be afraid 

of feedback. Sometime the new vision has not entirely hit the mark and by opening up for feedback, this 

can often fast be corrected. By also having a two-way discussion, people can ask their questions and better 

understand the change and the new vision. This kind of strategy is also known as double loop learning, 
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where instead of just telling what employees or volunteers should do, they can ask back and thereby create 

a better understanding and learn more. Many are though, however, afraid of feedback because it does 

open up for negative critic.  

 

By having a rather open and flexible vision Red Cross is open for feedback. Hjælpenetværket was created 

by Red Cross, but they are open to what kind of needs, this network should help with. Also, the activity 

SnakSammen was created based on an idea from a Red Cross office on Fyn that now has changed into a 

national wide activity. Again, it is not possible to see, if other ideas have been made, but not sat into action. 

The reasons for this can though be many and not necessarily because Red Cross is not open for feedback. 

Red Cross is an organisation with limited number of resources and not a maker of miracles.   

 

5. Empowering Employees for Broad-Based Action  
After having created the foundation for the change and communicated it out the next step is to remove any 

obstacles. By doing so employees at Red Cross and the volunteers become more empowered and this 

enormous amount of energy is needed later regarding both creating short-term wins and consolidating 

gains and producing more change.  

 

Often the obstacles companies can meet, when trying to change, come from the current structure, lack of 

needed training, systems not being aligned with the vision and supervisors working against the change 

from inside. (Kotter, 2012). Earlier it was stated, that in order to remove obstacles Red Cross should use 

methods such as education and communication and facilitation and support. Coercion was not an option 

since it went against one of the seven principles. The following will therefore mostly look upon the 

obstacles of missing of training, since this matches well with the earlier statement of Red Cross’ need to 

education as a way to remove obstacles. There will also be looked closer at motivation, since it can create 

the feeling of ownership, which can lead to empowerment. (Skårhøj & Rygaard, 2014) The assignment will 

not go into further depth regarding supervisors working against the change, since it has not been possible 

to interview any of the supervisors at Red Cross. The question also remains if they willingly would have 

admitted working against the change or if they would even have been aware of it.   

 

When someone a become volunteer, there can be a big difference regarding their engagement, how much 

they participate and how much the fact of being a volunteer mean to them. This can be good and bad, 

since it is easier to gather volunteers, when they do have more control over how much time, they wish to 

use on their volunteer activity, but bad since it can be a challenge to make them more committed, that 
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they want to be. This create a conflict of how much Red Cross can demand without killing the spirit and 

motivation to become volunteer. Again, they can’t force anyone, since this will go against their principle of 

volunteerism.  

Even though with the above in the back of the head training is necessarily, since many new volunteers are 

being brought into Red Cross, without having the necessarily tools and knowledge of what it exactly means 

to be a volunteer at Red Cross. Therefore, Red Cross does give them some training and education. Here 

training doesn’t necessarily mean equipping an individual with new skills. Attitude and behaviour training 

can also be needed, especially when trying to make a change. Training is also necessary regarding working 

with volunteers, in order to make the volunteer a master in their activity and to make sure, he or she 

doesn’t have to ask the supervisor constantly and thereby be very dependable on the supervisor.  

 

Regarding training it is also very important to train a volunteer, since they are the ambassadors of Red 

Cross. Those are the people who are meeting up with vulnerable citizens, this meeting either be face-to-

face or over the phone. If they don’t behave exactly as Red Cross wants them to, it will hurt Red Cross more 

than the volunteer.  

 

When providing training and education of the new change and increasing the knowledge of the new corona 

virus, Red Cross can also remove the fear, which many of their existing volunteers may are feeling. This fear 

can be an obstacle in moving many of their existing volunteers from their activities, which are closed down, 

into the new activities such as Hjælpenetværket, the call centres or SnakSammen. By giving the existing 

volunteers more knowledge of the situation and how they should tackle it, Red Cross has a change to 

minimise the fear and gain more volunteers, who don’t need a training in how it is to be a volunteer at Red 

Cross, since they already are one. Even though this change must happen as fast as possible due to the fast 

speed the world around Red Cross is changing it is important to remember, that the habits, the volunteers 

currently have, have been built over years and can be very hard to change in a short amount of time, even 

if the volunteers want to back up the change of making new activities and working in new ways. Red Cross 

therefore needs to remember to be patient.  

 

Training in being in Hjælpenetværket, the call centers, SnakSammen or in #CoronaVenner activities can 

thereby minimize the fear of COVID-19, and thereby making more people backing up the new activities and 

take part of them, where before they may wouldn’t have done. It can also help empower those, who from 

the beginning wanted to participate but simply didn’t know how to.  
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Another way of empowering the volunteers is by looking at their motivation. When people volunteer, they 

are already motivated no matter what the reason is behind this motivation. In volunteering work, it is 

important to make the volunteer stay motivated. It is therefore the organisation and the leaders’ 

responsibility to make this motivation stay or even better making it grow. (Rygaard &Skårhøj, 2014) When 

looking at the model of motivation made by Skårhøj & Rygaard, a volunteer can be in six different stages. 

These are 

• Anger 

• Disappointment 

• Disinterested  

• Motivation  

• Excitement 

• Ownership  

Every new volunteer is always on the “motivation” stage and the goal is to get them to the “ownership” 

stage. If Red Cross can get their volunteers to be in the “ownership” stage, then the volunteers see the 

success of Red Cross as their own success and they are often self-driven and will take the initiative to new 

activities and further development. (Rygaard & Skårhøj, 2014) Here though the volunteer will also demand 

some kind of influence and/or having some kind of participation in decision making, which can maybe be a 

challenge. The advantage is though these kinds of volunteers will stay in the organization during crisis or 

hard periods.  

 

 In order to do move the volunteer from “motivation” to “ownership”, it is important to create a knowledge 

of why the individual is volunteering. Are they volunteer because of the activity itself, because of the unity 

in Red Cross, in order to make a difference or something entire else. According to Skårhøj & Rygaard, there 

are five different types of motivation. These are very simplified, and one volunteer can be a mixed of two 

or more of the different types of motivation even though some will be more dominated then others. The 

five different motivation types are  

• The workhorse  

• The idealist  

• The negotiator 

• The relationship 

• The development seeker  

All of these groups are motivated differently, and different actions and methods can move them from 

“motivation” to “ownership” and thereby empower them. It is therefore also important for Red Cross to 
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educate and train their supervisors in spotting these different kinds of volunteers and learn how they 

should make them more motivated in order to empower them more even more.    

 

It has not been possible to see for certain if the current system aligns with the vision, since the 

performance measure are made and controlled by the main office. It has not been possible to get a hold of 

them because of the corona crisis. It can though be seen that some volunteers are rewarded, and this news 

are being spread with the rest of the volunteers.  

 

Even so it can be noticed that many organisations does have some kind of incentive system in order to 

make their employees more motivated to create that extra effort. The most classical form of reward these 

incentive systems activate are money based. Since Red Cross is a non-profit organisation and they still have 

the value of volunteerism, where it is stated that its’ work is not in any way encouraged by economic 

advantage, Red Cross can’t really use this kind of reward. Instead of they have the bouquet of the month. 

This bouquet goes to a volunteer who in some way or another has made an extra effort and it is delivered 

by the Anders Ladekarl, the Secretary General himself (Appendix 10). It is the other volunteers who 

nominate, who they think deserve the bouquet and out from the nominated the main office choose one. In 

the nomination it has to be stated, why the specific volunteer deserves the bouquet. (Appendix 10) 

 

For the month of April, Red Cross specific asked for nominations regarding volunteers, who have been 

active in work tasks related to the corona crisis. Someone who had gone that extra mile. The winner was 

then later revealed to every volunteer in Red Cross by their intern system “Mit Røde Kors”. Together with a 

picture of the volunteer standing next to Anders Ladekarl, a short description of why, this specific volunteer 

was chosen is giving. Here aspects such as patience, positivity, being open and not afraid to take a 

challenge are being highlighted. This announcement tells others what Red Cross are looking for in “the 

perfect volunteer”. (Appendix 10) Together with the reward in the state of the bouquet, as well as Anders 

Ladekarl’s high agent power in delivering the bouquet, this is a powerful tool to change people’s behaviour 

as well as a way to empower the volunteers in creating an incentive system, which is in consistency with 

change of creating the new activities. By using this kind of reward system and by changing the system, so 

only those who had been working in activities related to the corona crisis, Red Cross change their reward 

system to fit the new vision of still to be present just in new and different ways.  
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They guide the focus and tell where it has to be. Using methods such as education and training, together 

with the power of motivation and the change of reward system, Red Cross remove obstacles, which could 

have hurt and/or weakened the change.  

 

6. Creating Short-Term Wins   
The purpose of this step is to make sure urgency still is being kept high and that people stay motivated. The 

wins need to be visible and precise. Wins, which can’t be seen or felt, won’t cut it. Wins, where the goal 

was almost made, won’t cut it. Good short-term wins are at least visible for a large number of people, 

unambiguous or clearly related to the change effort. The wins need to provide evidence, that sacrifices are 

worth it. They should offer a change of celebration and/or relaxation as well as testing if the vision still 

holds up. In regard to resistance and/or critics they are a powerful tool in undermining these and also help 

with keeping the needed support for the change. At last they help build momentum, which is needed for 

step no. 7. (Kotter, 2012) 

 

Normally an organisation has been in a transformation period for a certain amount of time before arriving 

to step 6, but because of the fast development in the world regarding COVID-19 and the pandemic, the 

corona virus has brought, in a short amount of time, Red Cross is already in need of creating these short-

term wins. Luckily enough this is one of Red Cross’ strengths.  

 

Red Cross is known for working on cases and towards goals, that for the common person really hasn’t 

changed that much. Helping people in developing countries, helping people in war, helping refugees and 

etc. are cases Red Cross worked on a year ago, two years ago, 10, 20 and 30 years ago and unfortunately 

these cases will probably still be a huge part of Red Cross in the future. Poverty, war and people in need 

have and will probably always exist, so in order to keep motivation high and show that the work Red Cross 

does matter they need to show that there is some kind of development in a positive direction. This is done 

by using “Den Gode Historie” or “The Good Story”.  

 

How Red Cross does this is by sharing and celebrate the little victories. Through the crisis they have kept 

their volunteers up to date of the growth of especially Hjælpenetværket, which has been their main activity 

during the corona crisis. A dashboard has even been created, where the volunteers can log in as often as 

they wish and see the development in number of volunteers, how many who have asked for help and how 

many matches have been created. An example of the dashboard from the 13th of May 2020 can be seen 

below.  
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This dashboard is a good way in showing that the sacrifices the volunteers make in term of time and energy 

does pay off. People do get help.  

 

Beside the dashboard, messages created on their intern forum, “Mit Røde Kors” have also kept the 

volunteers up to date on Hjælpenetværket. The updates have mostly been abount of how many volunteers 

have signed up the Hjælpenetværket, how many have asked for help and how many matched has been 

made. When Hjælpenetværket even hit the 10,000 mark of number of volunteers are press release was 

made. There have also been updates about how many calls the call centre have answered, but this has 

gotten as much attention as Hjælpenetværket. By giving these constant updates and talking about the 

development in a positive way using phrases such as “It is unbelievable!” (Internal message from Red Cross) 

Hjælpenetværket hit 10,000) and “It is amazing” (Ritzau, 2020) Red Cross makes the development into 

small wins. The development offers a change for celebration and is a proof for critics that there is need for 

new activities and that people still want to be volunteer, even in a time of quarantine and self-isolation.  

 

It is not just updating and development of the new activity, Red Cross shares and make into a good story. 

Actual stories of people who have received help and where Red Cross has made a change are also shared. 

Such a story is e.g. the story of an owner getting help in walking their dog, since the owner couldn’t go 

outside, because of her weak health. The doctor had even recommended the owner not to walk outside 

and go into isolation and her normal back-up system was completely broken. If it hadn’t been for Red Cross 

this person would have no choice but to either let her dog stay inside or to risk going outside.  
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Sharing actual stories of where Red Cross make a difference is not just creating short-term victories, but 

also help getting the volunteers, that experience of really making a change for someone. This distinguish 

experience can take a volunteer from been in the stage of “motivation” to “excitement”, making them 

closer into reaching “ownership”. (Rygaard & Skårhøj, 2014)  

 

Red Cross has a strength in taking these good stories and creating them into short-term wins, which boost 

motivation, provides sacrifices are worth making and minimizing critics power. The problem as a whole may 

still be here, but help has been giving and these certain people have gotten help. Help they may not have 

received hadn’t it been for Red Cross.   

 

7. Consolidating Gains and Producing More Change   
The seventh step demands enormous amount of energy to complete. All steps so far have beside helping 

the transformation going in the right direction, also helped in creation the needed energy for this step. This 

is the step that Red Cross currently is in and where early declaration of victory can be made.  

 

Denmark is slowly opening up again. Kids are back in institutions or schools. Small businesses have opened 

up again and restaurants are looking forward in doing the same. Also, at Red Cross can some of their 

activities, which have been closed down, now be open up again. All social activities such as the visitor 

service, the social cafes, language cafes, help with homework and etc. are being resumed, still with some 

restrictions though. Visiting hospitals, prisons and other kind of institutions have been giving the green line, 

though an agreement with the individual institution has to be made. Meetings in Red Cross, whether they 

are being held by employees, volunteers or a mix, are also allowed again.  

 

If any resistance is still left at Red Cross against the new change, this is a huge opportunity for them to 

declare victory. With old activities being re-opened together with the society, the crisis must be over. Why 

should they still use time and energy on new activities, when there is no more use for them. Also, if some 

of their volunteers original were from another activity, they may now leave Hjælpenetværket to resume 

their old ways. On the positive note many of the activities are independent from each other, meaning the 

opening of other activities doesn’t have much effect on others. Of course, there is some resources, which 

have to be distributed as the main office help and service, but the degree of interdependency among Red 

Cross’ activities is quiet low. Making a change in one activity doesn’t affect other activities in the same 

degree, as if a production company changed their process in production leading to longer or shorter 

production time, which then could affect the next step such as shipping.  
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Since the interdependency degree is very low, it is mostly the possibility of the resistance claiming victory 

too soon, which causes the biggest worry. Here it is important that Red Cross still keep a focus and still 

report on the development and share the good stories, Hjælpenetværket makes, as they have done so far. 

Let their volunteers know, that there is still a need for them.  

 

Now is also a good time to create more change. With the gained credibility Red Cross can have it easier 

starting new changes, which they are in the middle of doing. During the corona crisis, there has been a lot 

of attention of people who because of physical circumstances needed help, but a new demand is beginning 

to rise to the surface. Many people, who before struggle mentally, have now been pushed to their limit. 

The crisis and the isolation have created an increase in cases of anxiety and others mental problems. (DR, 

2020) This is due to “the economic consequences, regarding people losing their jobs. And there are the 

medical consequences, which circulated around one’s risk of being infected and also the risk of infected 

others and thereby be the cause to why others become ill.” (Torsten Bjørn Jacobsen, Chairman for The 

Psychiatry Fund, DR, 2020) It has even come to the point where an increase in people with suicidal 

thoughts, will not be hospitalized in fear of being infected by the virus. (DR, 2020) This new demand wishes 

Red Cross to response to, but because of the remaining restrictions it does complicate, how they can help. 

The current plan so far is to invite an audience in and gain some knowledge in how and where Red Cross 

can help the most.   

 

8. Anchoring New Approaches in the Culture  
The last step, which tie up the change, is to anchor the new approaches in the culture. Any behavioural or 

attitude change may have happened earlier in the process, but it is in this stage it gets secured in the 

culture.  

 

Normally it is first possible to see, if the change has become a part of the culture after a period of time, 

which Red Cross has not had yet. The crisis is not over yet and therefor it is hard to tell, if the new 

approaches will be sticking to the culture. According to Anders Ladekarl one of the activities, which will be 

sticking after the corona crisis, is SnakSammen. This activity has may been very successful during the 

COVID-19, but when the crisis is gone, the question remains if people still want to talk together online, or if 

more and more would prefer to meet up face-to-face. One key fact, why an activity like SnakSammen has 

been so successful, is that people were not allowed or were too afraid of meeting up personally, because of 
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the risk of getting infected. If this is removed, which it will be in the future, this activity may need to change 

a bit or change its’ audience from people, who feel loneliness to people who may have social anxiety.  

 

When Red Cross does try to anchor the new approaches in the culture, they don’t have to change their 

entire culture. This change has happened alongside their already established values and have proven that 

they are more than a non-profit organisation. They are an emergency organisation, who are ready to react 

to the society’s demand, which make their response time short and strengthen their credibility by keeping 

their promise coming from their vision. The unnecessarily need for changing the core of the culture can also 

have something to do with a great understanding of Red Cross’ culture and its’ values from the 

management team. The better one understands the culture, the easier it is for him or her to lead a 

transformation or change successfully. This show how strong and powerful the culture can be in a 

transformation process.  

 

Conclusion on Q2 
After COVID-19 had hit Denmark an external shock hit businesses and people alike and together with the 

restrictions, which was made in the fight against the virus, new problems and challenges faced the Danish 

Red Cross. By missing the opportunity to create a guiding coalition, after having been almost gifted with a 

high urgency level, it still succeeded the Danish Red Cross in seeing, where a new demand had been 

created and where they thereby could make the biggest impact. This could have been due to pure luck or 

to the fact, that many people in society, with high agent power, encouraged people to help, where they 

could, making them the guiding coalition.  

 

In developing a vision and strategy, that fitted well with their values, it was determine, that the biggest 

impact could be made by helping those, who were isolated. During the crisis many people have felt isolated 

either due to restrictions or because they are in the higher risk group and matching them with volunteers, 

who could help with the daily activities, could change a lot for them. By choosing this specific audience the 

Danish Red Cross could at the same keep their promise of always to be present, when crisis hit. 

New activities such as Hjælpenetværket, where volunteers and people in isolation is being matched, call 

centers, where worried citizen can call and get their questions answered, SnakSammen, where lonely people 

can talk with a volunteer, and #CoronaVenner, where kids and young people can get help with their 

homework or be socialized, were all created in order to make the impact.  

 

These new activities, with Hjælpenetværket as the frontrunner, were strengthened by communication, which 

almost lived up to all the Kotter’s seven principle for effective communication. Principle no. 5, walk the talk 
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or lead by example, and 6, explicitly address seeming inconsistencies, could not be determined as entirely 

reached because of a missing guiding coalition and missing data of any inconsistency.  

 

Overall has the impact been successful in that out of 1,796 people who were in need of help, 1,795 were 

matched with a volunteer.  
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Does a society benefit from humanitarian organisations such as Red Cross 
during a pandemic?  
During the pandemic and the closing down of the society Red Cross has been in the front line of reacting, 

but with a history starting for over 100 years ago, are they still relevant or have newer and better options 

come along? It was seen that people in need could get similar help other places than at humanitarian 

organisations and even though an increase in volunteers have happen in the last period of time, is this a 

trend or an exception? This and more will be discussed in the next section.   

 

The use of social media  
Hjælpenetværket is not the only place, where Danes have offered their help. By using social media, such as 

Facebook, many have offered their help in other forums. They have so by creating or signing into groups, 

created with the pure purpose of helping others in this crisis. They are similar to Red Cross’ Hjælpenetværk 

and it is hard to say, who got the idea first.  

 

Other groups, which has been created in the fight of the corona is, “DK Makers mod Corona”, (DK Makers 

against Corona) and “Danmarks mørketal – COVID-19 (Corona)”, (Denmark’s shadow number – COVID-19 

(Corona), to mention a few. In “DK Makers mod (Corona)” different institutions, private persons and other 

smaller business, got together in order to make visors. They all two things in common. 1) They owe a 3D 

printer and 2) they all want to do something to help. “It is not an effective way in making visor. But in this 

situation of huge shortage, we have an opportunity to do something here and now, and that we want to 

help with.” (Nicolas Padfield, co-creator of “DK Makers mod Corona”, TV2/Lorry) The has been recognised 

in such a degree, that they have a collaboration with Region Zealand, who gets the visor and distribute 

them to the different hospitals.  

 

The group “Danmarks mørketal – COVID-19 (Corona)” was made in order to help the Danish healthcare 

system to get a better overview of the infection of the COVID-19. There have been many discussions 

regarding the shadow numbers regarding the infection. The shadow number is the number of people who 

have been infected with COVID-19 but not registered. In collaboration with The Research Panel almost 

200.000 answers regarding health and behaviour among the Danish population have been collected and 

given to the Danish National Biobank. These answers can then be used as analyzing material in order to 

determine the shadow number more correctly. Why this group stays strong is in the fact that the Danish 
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National Biobank and the Danish Health Authority both have supported the project and stated that they 

wish to use the data, which is being collected. 

 

Private business has also created groups on social media and shared ideas and new ways of doing business 

to inspire each and helping each other making it out of the crisis without having to file for bankruptcy. 

(RetailNews, 2020) A reality many other businesses have had to realize.  

 

With the use of social media, a lot of steps in creating something new can be skipped. When Red Cross has 

to pick which activities they want to create, they have to look at where they can make the biggest impact as 

stated earlier. It is impossible to help everyone and therefore some will be left behind. Creating groups to 

help each other on social media is more flexible, since they can be created based on a specific idea or just 

by a broad purpose. They don’t have to be accepted by a leader in order to be put into action, but just one 

person willingly to do something another person need is enough. That way more creativity and innovation 

are created since the ideas doesn’t have to fit into a certain box of values and reputation. The power of 

social media can also be seen in that almost any business has created a social media account themselves. 

This is also to get closer to their customers and giving out a signal of having knowledge of what happens in 

the outside world. Knowing the different trends and that they are keeping up. Also, most social media are 

accessible by apps on a mobile phone, which we carry around with us always. We are thereby constantly 

connected to these forums and being able to respond to people seeking help way faster than by more 

traditional forums.   

 

Beside a smaller process line from idea to reality, by volunteering on social media, the individual is more in 

control. Here a volunteer doesn’t have to live up to Red Cross’ vision or their values and they don’t have to 

put energy and time into training and education. They are their boss, which can be appealing to a lot of 

people especially in a world where things change from day to day. People can decide for themselves what 

they want to help with, and some private persons have even offered to take care of other people’s 

children. (TV2/Øst, 2020) A help Red Cross doesn’t offer, but which is helpful for many. In order to start 

volunteering one simply reply to a post or creating oneself itself. When it is time to stop due to a numerous 

of different reason one simply stop by not offering help anymore or leaving groups created for 

volunteering. Both can be done with the simplicity of pushing a bottom. If you are a volunteer in an 

organisation you have to inform them that you stop, and many doesn’t like to take this confrontation. 

According to supervisor in Red Cross, they do experience a lot of volunteers stopping by simply 

disappearing, where it is impossible to get a hold of them again.  
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The downside of using social media is that first of all not anyone have a profile and second of all it is very 

different to what instinct people use their social media profile. Some are using it only to keep in touch with 

people or stay updated, where others are members of many different groups, are debating with strangers, 

sharing and liking post and pictures, create updates on their own life etc. The last mentions ones are the 

ones who use social media to its’ full capacity. The spread can therefor by very narrow, why it is important 

to use more forums, as it was seen in research question two. Both in regard in need help and offering help. 

The higher risk group consist of elderly people, who are not as trained in using social media as the younger 

generations. It doesn’t mean that the elderlies don’t have a social media account, but they don’t use it to 

its’ full capacity simply because they don’t why. They will often seek help through more traditional forums 

since they are more comfortable with these. Matches between people in need and people who would love 

to help can thereby be more difficult to make since they can be using each of their platform.  

 

A third downside of using social media is that it can be dangerous. Personal information should never be 

shared, since it is impossible to know who sees it. Fraud can easily happen, and the risk of personal danger 

can rise fast. This is both in regard to offering help, asking for help or answering surveys. Facebook is a 

public domain and “everyone can go in and scrape data and make their own corona-database. We don’t 

know, if they want to use it for good or bad purpose.” (Henning Mortensen, Chairman for Danish Council 

for Digital Security, JydskVestkysten, 2020) With “it” means there information. One may only want to help 

with the corona crisis, but once the virus is gone, the personal information is still on the internet. Once put 

onto social media, always on social media.  

 

Big Crisis VS. Little Crisis  
In the above analyze the focus was on the Danish Red Cross and how they engage in a transformation. 

Often when people hear about Red Cross, they think of the biggest crisis happening outside in the world. Of 

refuges in the Middle East and poverty in Africa, but as it has been proven, Red Cross is also present, when 

the small crisis hits. Their normal activities are created in order to help those, who simply need it. Many do 

know that Red Cross exist and is present in the Danish society, but once again they are associated with 

refugees or those on the bottom of society. Truth is though they offer so many activities, which can help all. 

When people take their driven license, they need a first aid course, which Red Cross does offer and many 

takes these, so why is it, more people don’t turn to them when loneliness hits? This could be due to the 

mission guiding coalition mentioned earlier. 
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UNICEF, which is another non-profit organisation, uses local celebrities around the world as their 

ambassadors. These celebrities are not been paid or receiving any economic advantage from UNICEF for 

being an ambassador. (Mirror, 2020) By using celebrities UNICEF do gather a lot of attention from the 

celebrities’ fans and by choosing local celebrities, they make sure it feels more near and as if they are a part 

of the society. The ambassadors are being used both to highlight different cases, UNICEF are working on, 

but also to encourage other people to volunteer. The use of celebrities is being used by many different 

firms and can be an effective strategy to gather attention if used correct.  

 

If Red Cross had a more visible guiding coalition, like a celebrity, they could bring more focus on their 

activities and inspire people to volunteer more. If they choose to do so, they have to be careful who they 

choose, since it should be one that matches with their own values and vision. It shouldn’t though be hard 

to make it attractive for celebrities to be their ambassador. Red Cross has a strong and well-known brand. 

Their reputation is positive, and many can’t disagree with their work. This view and image would be 

transferred to the celebrities, so even if the celebrities don’t get any economic advantage out of it from Red 

Cross themselves, they would receive good PR.  

 

Red Cross today has a strategy of using “the common man” as their ambassador, which is good since this 

kind of ambassador is more in eyesight with the people who normally would volunteer. It is unfortunately 

just clear that it doesn’t work in order to make people volunteer. According to a report made by Center for 

Volunteer Social Work there has been a decrease in number of volunteers in Denmark. The decrease is 10% 

of members in non-profit organisation and the time the volunteer uses in voluntary work has decreased by 

16%. (Hjære, M. & Jørgensen, H. E. D., & Sørensen, M. L., 2018) The decreasing in numbers shouldn’t come 

from fewer people needing help. In a survey made by Center for Volunteer Social Work, non-profit 

organisations reported an increase in numbers of people, who were asking for help. This development can 

be seen in the figure below. 184 local non-profits (the blue pillars) and 128 nationwide non-profits (orange 

pillars) were asked. Here 56% of nationwide non-profits, which is the category Red Cross belongs to, saw an 

increase in number of people requesting for help. The y-axis represent percent.  
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Figure 3. Development in people asking for help. Made by Hjære & Jørgensen. & Sørensen, (2018) 

 

 

Even though there is a decrease overall in number of volunteers, the communes do believe, they will see an 

increase regarding collaboration with volunteers. Interesting enough this collaboration will happen with 

volunteers, who are independent, meaning they are not associated with an organisation. 62% of the asked 

communes in the report made by the Center for Volunteer Social Work answered that they currently are 

working together with independt volunteers. Out of these communes 71% believe that the collabortion 

with thea independent volunteers would increase while only 9% answered that they believed tehe 

collaboration would decrease. None of the communes are expecting that the amount of collaboration 

would not in some way change.   

 

Figure 4. Future of collaboration with independent. Made by Hjære & Jørgensen. & Sørensen, (2018) 
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The above figures hereby show that is not the demand, which is the problem for less people volunteering to 

Red Cross and it is not that the communes don’t want to use the power of volunteers. This could otherwise 

may had explain that the reason for a decrease in volunteers, could be not enough activities were supported 

by the authorities. If anything, it shows that there are independent volunteers out there already working. If 

Red Cross can get a hold of them and get them to join Red Cross, they may not be as affected by the 

decrease in number of volunteers. They may have not joined Red Cross because of the missing guiding 

coalition, but it could also be because they get some of their own needs satisfied by being independent. As it 

has been stated earlier not being in an organisation make a volunteer freer, since they don’t have to fit their 

work and belief into a box, but it can also make the volunteer feel more empowered and having ownership. If 

Red Cross can create this kind of empowerment for their volunteers by understanding their reasoning for 

becoming a volunteer better, they can may be more attractive.  

 

Humanitarian organisations have tried to make themselves more desirable for volunteer. It is an advantage of 

having volunteer work on ones’ resume, but this can have created a tendency where people just volunteer to 

get it on their resume without actually doing in any work. They therefore also stop being a volunteer fast 

again. A solution to this is that in order to get volunteer work on ones’ resume, a certificate I needed, which 

could be sent together with the resume, when the volunteer is job hunting.  

 

Assembly Point  
Even though it so far could seem as though the population don’t pay attention to non-profit organisations, 

they have some strong resources, which independent volunteers don’t have.  

 

Red Cross is a huge organisation machine. By having the volunteers and the people who need help report to 

the same office, a bigger change for creating a match is made. If an independent volunteer wants to help, he 

or she can have the struggle of finding someone they can help and thereby wasting their energy for 

volunteering. As an example, when people volunteered on Facebook to help during the corona crisis, they 

were not met with many responses. (TV2/Øst, 2020) This could be because of previous mentioned reasons 

but also because no one in their network needed help or was in the higher risk group. Not meaning there was 

not people who are looking for help, but they couldn’t be connected very well. By applying to be a volunteer 

in a non-profit organisation, the risk for actually helping is higher. Stepping into a non-profit organisation 

also come with a lot more opportunities. The organisation has the knowledge and experience, which can 

benefit the volunteer in self-development, and it introduces the volunteer to other activities, that may fit the 

volunteer better. Activities the volunteer didn’t knew existed or that there was a demand for this kind of help.  
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Organisations such as Red Cross can also relieve many tasks from the government. Many activities are 

created together with the authorities. The calling centres were made together with the police and the Danish 

health authorities, SnakSammen was made together with a commune and later spread across the nation. By 

being the back up for many authorities, non-profits organisations are able to help with more staff and 

knowledge, letting the authorities use their time on more specialized assignment.  

 

Also, non-profit organisations can go in and help where the government may not be able to either due to 

political or budgeting. If the government chooses to put more focus in one area and giving more money to 

some, they are always asked why and are the others not important. Non-profit organisations such as Red 

Cross have a high degree of autonomy making them able to look past political questions and looking at the 

more ethical ones. They can help where there is most need for them without having to take more 

implications into consideration. If the Danish government was to send to help to one country, it could 

indicate a lot of things, such as bias, but because of Red Cross profile, this will not happen for them. During 

the corona crisis most of the protective gear the different countries have sent to each other, has been through 

Red Cross, who then have distributed out to where it was needed the most.  

 

Non-profit organisations are good regarding more invisible problems. More and more attention has come 

regarding people’s mental health and Red Cross is also planning to create a new activity to help these people, 

who have gotten it worse thanks to the corona crisis. In a campaign made in Australia called “The ABC 

campaign” or “The Act-Belong-Commit” campaign. The campaign was made in order to create more focus 

on mental health and how to stay healthy mentally. In the report it was found out that 20% of people tried 

volunteering as a way of getting a better mind. This was the second highest actions taken. The one most 

people used were socialising, where 28% tried this method.  
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The reason for people trying to do something for their mental health is stated below  

 
Figure 5. Why people take action to get a better mental health in percent. Made by Donovan, R & 
Jalleh, G. & Lin, C., (2019), 
 
Interesting a third of the people tried to get a better mental health, because they were already feeling some 

early stages of depression or loneliness. Comparing this with the fact that 20% tried to volunteer in order to 

get better, it could be seen as if non-profit organisations can help make the general population’s mental 

health better. It is a big stretch to say that by volunteering, one can cure mental illness, but it does look like it 

can prevent many people from getting a bad state of mind and can may be a link in the healing process.  

Conclusion on Q3  
Even though there is no denying, that Red Cross has made an impact during the corona crisis, they were not 

alone in doing so. Their frontrunner Hjælpenetværket is identical with the help private persons have offered, 

where some have even offered more than Red Cross, such as taking care of people’s children. Other private 

persons even have created groups to gather or create protective gear, which have been a valuable but 

unfortunately limited resource.  It is easier to connect online with other than ever before and the use of social 

media has shown to be a big competitor against Red Cross in a crisis such as the pandemic.  

 

For many people, Red Cross is also an organisation, which come to mind only when thinking about the big 

crisis. Those crises that normally doesn’t happen in the Western world, such as war and extreme poverty. 

This is hurting Red Cross since they wish to be present at all the crises people go through. The big ones as 

well as the small ones. Not taking the pandemic into account there has even been a decrease in the number of 

volunteers, even though trends in regarding to collaboration with communes and independent volunteers, 

seem to be rising. Being a volunteer also seem to help regarding mental health, a factor that very well good 

benefit Red Cross, if they are capable to communicate this out to the society.   
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Where the society really can benefit from having humanitarian organisations such as Red Cross is in regard 

to planning, organisation and to bring issues into light. The dark site of the society, who no one really want 

to see or want to admit exist. Because of their size they can reach out to a lot of people and they are more 

efficient, when it comes to connect the volunteer with the person in need, since Red Cross has the bigger 

overview. Their strongest card of their hand is also their autonomy. Besides, helping the government, where 

it may need some extra help in regard to manpower, humanitarian organisations can take care of a social 

group and people who normally will be left behind.  

 

Conclusive it can therefore be stated that overall, a society does benefit from having a humanitarian 

organisation it in, but they in danger of longer reaction time and minimizing in activities, if they can’t make 

people to volunteer some more. People need to see the value the humanitarian organisation brings to the 

community, which is a challenge the organisation must take up. The organisations have tried this by making 

it know that potential employers see volunteer work as a positive thing, but to little reward since the numbers 

of volunteers still is decreasing.  
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Conclusion  
In the end of 2019, a new virus was in outbreak in China. This virus should fast be proven to change the 

world and effect many people’s life. Both those who got infected, but also all of those who wouldn’t feel a 

thing, even if the virus came into their bodies.  

 

In order to break down the fast spread of the virus borders were closed down and societies with it. 

Companies big and small, all have felt and are still feeling the impact this little virus has had on the market. 

For the humanitarian organisation Red Cross, closing down the society meant also closing down a lot of their 

activities, which are created because people need them. With their promise of always to be present they had 

to change and adapt to the new world fast.  

 

This was done by using the high level of urgency and the high agent power from society to kick start the 

needed change. After having made sure that there was enough urgency but lacking in creating a guiding 

coalition, Red Cross went on to create a vision and strategy, which were in lined with their values. This 

vision, where to help those who were in isolation. With the new vision activities such as Hjælpenetværket, 

SnakSammen, #CoronaVenner and call centres were made, and Red Cross saw an increase in volunteers.  

 

By sharing the good stories and removing potential obstacles, which this project was not able to detect due to 

lack of data, Red Cross has made it so far in the crisis. It has succeeded for them to change to the new world 

thanks to their fast reaction time and sticking to their values. In a time with a lot of bad news, Red Cross has 

made themselves into a positive story. They have made themselves into “Den Gode Historie”.  

 

Right now, they are on step 7, where a lot more change needs to happen and even though society is 

beginning to open up, they are trying to create new activities. This time focusing on the mental issues many 

people have gotten thanks to the corona crisis. For how long the new activities are going to be around can 

only the future tell, and it is not possible, at the current time, to see if Red Cross success in anchoring some 

of their new experience and knowledge into the culture. Only time can tell. 

 

Even though Red Cross has been riding a wave of positivity, this was not the case before the corona crisis. A 

decreasing in number of volunteers is happening, while an increasing in number of people is happening. Two 

polar opposites. Red Cross should maybe therefore use the opportunity now, when they are in step 7 to create 

some change in order to get more volunteers, when things more or less go back to normal. This could be to 

create a guiding coalition to inspire people to volunteer, since they are not very visible in the society under 

normal circumstances.  
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One thing is for sure. Even after over 100 years, the world and the national societies still need humanitarian 

organisations, so it would hurt anyone if Red Cross had to minimize their impact. They are good in reaction 

to fast changes, but they should may focusing more on be leaders and control the change instead of letting 

the change control.  

 

“Speed of change is the driving force. Leading change competently is the only answer” 

(Kotter, 2012)  
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