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Abstract	
Title: Manage and implement organizational change in small firms: A case study in 

the beauty industry 
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Author: Chris Reijers 
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Examiner: Maria Fregidou-Malama 

 
Date: June, 2016 
 
Aim: The aim of this study is to gain deep understanding on how organizational 

changes are managed and implemented in small firms.   

 
Method: The data for this study is collected by doing an extensive literature study 

and by conducting semi-structured face-to-face interviews with respondents from one 

single case company. This data was then sorted by topic and analyzed accordingly. 

The management’s perspective is presented by statements and quotes and the 

employee’s perspective is presented in summarized essay form.   

 
Result & Conclusions: The study showed that change is an ever-present future of the 

small firm business environment and must be seen as an ongoing process. Firms have 

to take a thorough approach when implementing change, where gaining enough 

support for a change initiative is essential for its success.  

 
Suggestions for future research: Since this study is only focused on a single case, 

the suggested framework needs more validation. Also the author recommends further 

research on the topic of change implementation at small firms in general.  

 
Contribution of the thesis: More case studies are needed to further validate the 

research outcomes since this study was a first attempt to discover the field of change 

implementation in small organizations. 

 
Key words: Change, Change Management, Organizational Change, Small Firms, 

Change Implementation 
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Introduction	

This chapter provides an introduction into the research by giving the background of 

the study followed by a problematization and acknowledgement of the research gap. 

The chapter continues with the presentation of the research questions and aim of the 

study and then ends with the delimitations and disposition.  

1.1	Background	of	the	study	

The emergence of new economies has got a big impact on the environment of all 

organizations. As a result most firms - for example small firms – acknowledge that 

change is an ever-present feature of the current business environment. It is not since 

the great Industrial Revolution that the challenges that come with the changing 

environment have been so high. Most traditional organizations accepted that they 

either have to change, or will disappear (Beer & Nohria, 2000). 

 

For many businesses nowadays, the economic conditions are volatile and rapidly 

changing, what offers them great business opportunities but also great turmoil. 

According to Szamosi and Duxbury (2002) change management is an integral part of 

our lives and is a constant factor in most organizations. Burnes (2001) argues that 

organizations that manage change effectively have got a greater advantage over their 

competitors. However, despite some individual successes, companies still have 

difficulties pulling off change and only a few companies manage the process as well 

as they would like. Research shows that the success rate of change initiatives is low 

and some researchers even argue that about 70% of all initiated change initiatives fail 

(Beer & Nohria, 2000).  

 

In the field of organizational change research, generalization is done carefully, since 

the complex and dynamic organizational environment makes the identification of 

patterns rather difficult and hard to sustain over time. This is one of the reasons that 

the field of organizational change is far from mature when it comes to understanding 

the dynamics and effects of time, process, discontinuity and context (Pettigrew, 

Woodman & Cameron, 2001). 
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1.2	Small	firms		

It is often said that small businesses are responsible for a large part of job creation in 

the economy. The value of these small businesses and the role they play in the 

economy is sometimes underestimated, however there is nothing small about their 

impact on our economy (Forbes, 2012) and therefore they fulfill a crucial role in the 

business environment (Rothwell & Zegveld, 1982). For these small firms to undergo 

changes is more off a challenge than it is for bigger companies. The bigger firms are 

likely to have more experience with change because of their company history, where 

small firms, either caused by their newness or slow-growth histories, may well not 

have. Therefor when managing change in a small company, it requires specific 

management skills, not only to handle the change itself, but also just as important, to 

manage the change after it has been implemented (Winch & McDonald, 1999). 

 

In addition, Moran & Brightman (2000) point out that the dilemma with change is that 

all organizations talk about it, but very few have actual insight into their ability to 

change or the ability to influence change. That does not only apply to adversaries and 

onlookers, but also to analysts and practioners. Clarke & Manton (1997) contribute to 

the discussion by arguing that many companies tend to focus on the change process 

instead of looking to the key factors of success behind it. In this case, the author is 

wondering: what are the key factors for successful implementing change and how can 

it be managed effectively, especially in the complex business environment of small 

firms? This question is relevant, especially if the claim of Beer & Nohria (2000) that 

bout 70% of all initiated change initiatives fail holds true.  

1.3	Organizational	Change	

Most modern organizations strive towards optimizing the available resources to be 

able to stay competitive and to capitalize on new market opportunities. In order to 

stay competitive, they adjust and therefore they undergo changes (Burnes & Jackson, 

2011). Best (2009) contribute to this vision that organizations that survive and grow 

are the ones that know how to change and are leading (and creating) change. In the 

organizational environment it is common that the management, aiming to increase the 

performance of the organization, announces changes.  
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However, when looking back on previous change implementations, the management 

often realizes that change initiatives of the past did not lead to the wished benefits on 

the long-term or even worse; they have failed. However, such changes are strongly 

depending on several factors that need to be taken into consideration when a change 

initiative is suggested, when a successful outcome is desired. Wierdsma (2004) argues 

that ‘organizing’ is the process by which stability is achieved, where ‘change’ is the 

process of abandoning the familiar practices and achieving a desired new stability. 

 

Change is strongly interwoven with the processes of modern organizations, and is a 

highly complex undertaking. Gravenhorst (2004) argues that change is often answered 

with resistance, however resistance to change only occurs when its comes in 

combination with badly designed and managed change initiatives. As such, any 

change initiative needs to be planned carefully and be taken into consideration from 

multi-angled views to include the various stakeholders in the process.  

1.4	Problematization	and	Research	gap	

There are some leading theories regarding change management, but they make no 

clear extinction when it comes to the size of the organizations involved. Todnem By 

(2005) comes to the conclusion in his critical review of change management theories, 

that there is a need for a new and pragmatic framework for change management. He 

further recommends that more exploratory studies in the field of change management 

should be conducted. However, organizations don’t wait for frameworks and 

sometimes feel the need to change or are forced to change by the environment they 

operate in.  

 

Burnes (2001) argues that many modern organizations find themselves in a constant 

moving environment and that the need to introduce and manage change successfully 

now is a competitive necessity. Although much research has been done on change 

management by other researchers, there is a gap in research when it comes to change 

management and change implementation at small firms.  
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1.5	Aim	and	Research	Questions		

The aim of this study is to comprehend how small firm’s managing and implement 

organizational changes. According to Moran & Brightman (2000) many companies 

tend to focus on the change rather than the implementation of the change. The goal of 

the author is to do research about exactly these topics, therefore the research questions 

for this study are: 

 

1. How can small firms manage organizational change? 

2. How do small firms implement organizational changes?		

 

The first research question lays a foundation based on what is known in the field of 

change management. The second research question will be answered by the empirical 

study, in relation to the theoretical framework.  

	

1.6	Delimitations		

This single case study investigated change and change implementation at a company 

active in the beauty industry, Colourfull Promotions which is based in The 

Netherlands. Since this research only focused on this specific company, the research 

findings are specific to this particular case. The findings and interpretations of the 

research may not be valid and applicable to other organizations, as per the limitations 

of only doing one case. As example, the viewpoints of Coulourfull Promotions 

management could only be described, not completely explained, and some viewpoints 

might only be shared with some other employees at the firm, and therefore may not 

represent the opinion of the whole group or population. However, the findings of this 

study can be used to compare with existing change management literature, and the 

proposed model could be tested in other small firms, in other countries and some 

other time. 
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1.7	Disposition		

This study is divided in six chapters; introduction, theoretical discussion, 

methodology, empirical findings, analysis & discussion and finally conclusions. The 

chapters are inter-linked so that there is a ‘red threat’, which leads to the conclusions 

based on the research questions that are stated in the introduction chapter and who are 

in line with the aim of the research.  

 

	
Figure	1,	Disposition	for	this	study,	source:	own	construction. 

 

	 	

Introduction	
• This	chapter	will	give	the	background	of	the	problem,	the	aim	of	the	study	
and	will	discuss	the	research	questions.		

Theretical	Discussion	
• The	theories	and	literature	for	this	study	are	 	presented,	placed	in	context		
and	discussed.	

Methodology	
• This	 part	 presents	 the	 methodology	 used	 to	 conduct	 this	 study	 and	
discusses	why	these	speciXic	approaches	are	chosen.	

Empirical	Study	
•  In	this	part	the	empirical	data	that	has	been	gathered	for	this	research	 is	
presented.	

Analysis	&	Discussion	
• This	 chapter	 is	 dedicated	 to	 connecting	 the	 exciting	 theories	 with	 the	
empirical	Xindings.	

Conclusion	

• The	 Xinal	 chapter	 of	 this	 study	 provides	 the	 Xindings	 of	 this	 study	 and	
suggestions	for	further	research	are	done.		
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Theoretical	Discussion		

This chapter provides an overview of literature regarding change management and is 

specifically focused on change readiness and change implementation as well as that 

the terminology is explained. At the end of this chapter a theoretical framework is 

presented for this research.  

2.1	Small	firms		

As described in the introduction, small businesses are being increasingly recognized 

as ‘the life blood of modern economies’ (Ghobadian & Gallaer, 1996). For this study, 

small firms are defined as; organizations with less then or exactly 10 Full Time 

Employee (FTE) lead by entrepreneurs. In most of these small firms the leading 

manager is also the owner of the firm. These owner-managers are usually involved in 

all processes of the firm, what can lead to a competitive advantage (Gray, 2002). For 

these small organizations it is crucial to be competitive on a macro level and as 

supplier of services to larger organizations (Ghobadian & Gallear, 1996). In order to 

do so, these firms have to continuously adapt in terms of cost, quality and diversity. 

Therefor it is important to implement change in the most effective way, to achieve 

increased competitiveness (Brown, van der Wiele & Loughton, 1998). For these small 

firms to undergo changes is more a challenge than it is for bigger companies. The 

bigger firms are likely to have more experience with change because of their company 

history, where small firms, either caused by their newness or slow-growth histories, 

may well not have. Therefor managing change in a small company requires specific 

management skills, not only to handle the change itself, but also just as important, to 

manage the change after its been implemented (Winch & McDonald, 1999). 

2.2	Change	management	

According to Burnes (2001) many theories regarding the design and running of 

organizations have been developed the past 100 years and according to the same 

Burnes (2004) change is an always-present feature of organizational life, on an 

operational and on a strategic level. Change management has been defined as “the 

process of continually renewing an organization’s direction, structure, and 

capabilities to serve the ever-changing needs of external and internal customers” 

(Moran & Brightman, 2000, p. 66). According to Cummings (2004), modern 

organizations are experiencing more competitive demands to perform quicker and 
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more efficient at a lower price with higher quality. They are forced to adapt by the 

turbulence in the environment where technology, economy and cultural forces are 

changing in a rapid pace. Firms have to strive towards resource optimization to stay 

competitive and to keep and grow their market share. To do so, organizations initiate 

change to serve the contemporary needs and to optimize their processes (Moran & 

Brightman, 2000). Change in firms, and especially in small entrepreneurial firms is a 

challenging issue. According to Strebel (1996) the success rates are well below 50% 

and Burnes (2001) claim to have evidence that about 70% of all change initiatives 

fail. Because change management is important for organizations, being able to 

implement change successful is a much-wanted skill (Senior & Fleming, 2006). 

However, it is also one of the least understood skills of managers (Armenakis & 

Harris, 2002).  

2.3	Planned	approach	towards	organizational	change		

A broad scale of models and theories regarding implementing change in organizations 

exist in the literature. Connected with these models of organizational change is the 

approach towards the change. The planned approach to change emerged in the 1950s 

after the publication of Kurt Lewin’s work relating to group decision-making and 

implementation. Lewin’s (1951) model for change is a three-step procedure illustrated 

in Figure 2.1.  

	
Figure	2,	Lewin’s	model	of	change,	source:	own	construction. 

Although the planned approach towards change gained popularity in the 50s & 60s, 

the criticism also increased (Pettigrew, 1990). Pettigrew (1990) for example called the 

planned approach too simplistic for the current climate of organizational change. 

Other critics pointed out that the organizational change is a continuous and open-

ended process (e.g. Wilson, 1992). Also Lewin’s (1951) work advocates a top-down 

management approach to change and by this ignores occasions that ask for a bottom-

up change (Dawson, 1994). To summarize, the researcher is of the opinion that the 

Unfreeze	 Change	 Refreeze	
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planned approach of Lewin (1951) can be useful in some situations, but that it is to 

simple for the current volatile environment in which organizational change has to take 

place.   

	

2.3	Emergent	approach	towards	organizational	change		

The emergent approach to organizational change was a reaction to the criticism on the 

planned approach of Lewin (1951). Several studies give this approach a different 

name such as continuous improvement or organizational learning approach (Burnes, 

2001). In this approach the change is bottom up rather than top down, and stresses 

that the change process is open-ended and a continue process of adaptation to the ever 

changing organizational environment (Burnes, 1996). This view to change is 

acknowledging that change is happening so fast, that to effectively identify, plan and 

implement the required organizational changes, a strict top down structure does not 

work (Kanter, 1992). Wilson (1992) under scribes this by stating that the 

responsibility for organizational change must be distributed in the whole organization.  

 

Burnes (1996) and Dawson (1994) state that in the emergent approach change is not 

seen as a linear series of events in a limited time, but as an ongoing process of 

adaptation to the circumstances and conditions of the business environment. Burnes 

(1996) also says that successful change is less dependent on detailed plans from 

change initiatives. He argues that more emphasis should be placed on the 

understanding of the complex issues that come with change and the identification of 

available options. What Burnes (1996) is suggesting is that the emergent approach 

should focus more on readiness for change and facilitating the initiated change, and 

that specific pre-set steps for change initiatives are secondary.   

 

Some researchers (e.g. Dawson, 1994; Wilson, 1992; Mabey & Mayon-White, 1993) 

say that the emergent approach is connected to a learning process for organizations 

and is not just a way to change organizational structures and processes. So, a 

organizations ability to learn and adapt can also influence the outcome of an initiated 

change process. And because there are no set rules or ways for leading and managing 

a change process, several scholars of the emergent approach, for example Kotter, have 

suggested a sequences of actions that firm’s can adopt (Pettigrew & Whipp, 1993).  
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The model of Kotter (1996) (Figure 2.2) divided the change management process in 

eight steps; establishing a sense of urgency, creating a guiding coalition, developing a 

vision and strategy, communicate the change vision, empower employees for broad 

based action, generate short-term wins, consolidate the gains and produce more 

change and anchor the new approaches in the culture.  

 

	
Figure	3,	Kotter’s	eight	steps	in	the	organizational	change	process,	source:	own	construction.	

 

Burnes (2001) says about these steps that they were considered to be a process by 

Kotter and not as just a checklist. Furthermore, Kotter (1996) argued that most of the 

major change projects are divided in a set of small and medium-sized change 

initiatives. He also states that the emergent approach is a result from the assumption 

that change is a continuous, open-ended and unpredictable process of aligning and 

realigning a firm to is ever changing business environment. According to Burnes 

(2001) it is exactly this that makes the emergent approach so popular among 

organizations in the contemporary business world, because it is acknowledged that 

organizations have to adapt their intern processes and behavior to cope with the 

changing external conditions. 

 

Although Kotter’s model is highly appreciated among both researchers and 

practitioners of change management (Fernandez & Rainey, 2006; Eisenbach, Watson 

•  Establishing	a	sense	of	urgency	
•  Create	a	guiding	coalition	

		 •  Develop	a	vision	and	strategy	
•  Communicate	the	vision	
•  Empower	broad-based	action	
•  Generate	short-term	wins	
•  Consolidate	gains	and	produce	more	change	
•  Anchor	the	new	approaches	in	the	culture	
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& Pillai, 1999; Todnem By, 2005; Burnes, 2001; Burnes, 1996; Rose, 2002) it is not 

devoid of criticism. Rose (2002) sums up that; it can be a disadvantage that for a 

successful implementation all of the steps need to be worked through to completion. 

Also the skipping of a single step, or moving on to the next steps without finishing a 

solid base, almost always creates a problem. Rose (2002) also states, that failing to 

reinforce earlier steps results in losing the sense of urgency or eventually leads to a 

break up of the guiding coalition. Without the institutionalization that takes place in 

the last step, organizations will not fulfill their goals and the changes will not stick. 

Also, the model itself does not focus on the change self, but more on the acceptance 

and readiness for the change, which makes the transition easier. However, this leads 

to the disadvantage that it’s not possible to skip steps without harming the change 

process. On the other side, the model has its advantage of having a step-by-step 

approach, which is relatively easy to implement and requires little recourses from the 

small firms.  

 

To summarize, the researcher is of the opinion that the steps of Kotter are an effective 

guideline for implementing change in small organizations, since it engages all the 

employees in the change process. By engaging these employees, change 

implementation becomes easier and can be done more effective. The several steps of 

the model allow small firm managers to start an implementation process without 

demanding a lot of resources. However, as discussed earlier the implementation of the 

model and its level of success dependents on how the different steps are worked 

through. 

2.4	The	change	implementation	process		

The following paragraphs will critically discuss and assess each of the eight steps of 

the Kotter’s model for organizational change, following the presentation of the 

theoretical framework for this study.  

2.4.1	Establishing	a	sense	of	urgency	for	change		

According to Kotter (1995) a successful change process must start with individuals 

and groups evaluating a firm’s competitiveness, its position on the market, 

technological trends important for the company and financial performance. Bold, and 

sometimes risky, actions that are associated with good leadership are required for 
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creating a strong feeling of urgency for change (Kotter, 1995). Kotter (1995) further 

says that leaders, so in this case probably the small firm’s owners, have to find ways 

to communicate this information in a broad and dramatic way. He is also of the 

opinion that this first step, the establishment of a sense of urgency for change, is very 

important, because organizational change requires the involvement of many 

individuals. This need for change must be understood by the companies’ employees, 

because otherwise, the ‘change agent’ will not have enough credibility and power to 

successful initiate the desired change process (Kotter, 1997). Kotter (1996) also 

recommends to tactically use consultants to create the urgency for change. However, 

it is questionable whether or not small firms want to, or/and have enough resources to 

do something with this recommendation.  

 

Gist, Schwoerer & Rosen (1989) support the recommendation by stating that a 

message coming from an external source gives greater air of believability and 

confirmation. External sources that are usable as a tool for creating a sense of urgency 

for change in the context of small firms could be television broadcasts, newspapers, 

documentaries and economic magazines. All the above can be sources of information 

contributing to the knowledge of employees and since these are external sources, they 

are often seen as objective. Since these sources are seen as objective, they can be used 

as a tactical tool in the creation of readiness for change (Armenakis, Harris & 

Mossholder, 1993).  

 

To support the establishing of a sense of urgency for change even more Kotter (1995) 

and Ginsberg & Venkatraman (1995) say that the more change is discussed, the more 

urgency is created. Jansen (2004) supports this by saying that if change gets little 

attention and is not discussed often, it loses its urgency. And vice versa, when 

discussed often, in a negative or positive context, employees will feel the need to 

rationalize the change. To conclude Ginsberg & Venkatraman (1995) give a couple of 

aspects which could support the urgency of change; presenting the beneficial side of 

change, setting clear expectations to staff and creating a positive atmosphere to the 

change. For these aspects to be used appropriately, a ‘guiding coalition’ must be 

formed to lead the changes.  



Page	|	12	

2.4.2	Creating	a	guiding	coalition	for	change		

Kotter (1996) argues that a single person is not capable of managing and leading the 

change process in a firm and that the creation of a ‘guiding coalition’ of persons to 

lead the change is essential for achieving success. According to Kotter (1996) the 

members of the coalition should be a mix of people with the following characteristics; 

Position Power, Expertise, Credibility and Leadership.  

 

All of the above stated characteristics have validation in the literature of 

organizational change. Lines (2007) investigated the link between amount of expert 

power and position power. He concluded that coalition members who scored high on 

position power are more successful at implementing change than coalition members 

with less position power but high expertise. Though, he notes that both characteristics 

do have a positive influence on the proceedings of change. Kotter (1996) argues that 

for a guiding coalition to be efficient it will need not only great managers to control 

the process, but also fantastic leaders to give the vision and drive to change. In small 

firms it is not unlikely that these two roles in the organizations are one and the same 

person. This argument is more validated by Caldwell (2003), who argues that a 

change leader needs to envisions and initiate the change, and a change manager is 

needed to guide the change, but that these two managers, could be the same person. 

He states that in small firms the owners often are both initiating the change but also 

have the functional knowledge that is needed to be change manager.  

 

Cunningham & Kempling (2009) tried to validate the importance of a guiding 

coalition in an analysis of three case studies of organizational change. They found that 

without the guiding coalition, progress would not have been made in the changing 

processes. Self, Armenakis & Schraeder (2007) says that change initiatives supported 

by the leader have a bigger chance of getting support from the employees, and 

therefore makes them easier to implement. The primary task of the guiding coalition 

is to create a vision for the change effort and to make sure that this vision is 

communicated in the whole firm (Kotter, 1996). This is the next step in Kotter’s 

model and will be described in the following paragraph.  
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2.4.3	Developing	a	vision	and	strategy	for	change	

As mentioned, the prior task for the guiding coalition is to formulate a “clear and 

sensible vision” for the change process (Kotter, 1996, p56). Without this clear vision, 

the goals of the change initiative can become a confusing list that can change the 

organization in the wrong way. In literature there is a broad agreement that a well-

defined vision for change initiatives is essential. Wright & Thompsen (1997) did a 

case study on EPA (an American governmental agency) and found that a shared 

vision about an initiatives outcome is fundamental for its success. They further argue 

that the creation of a vision is a key element of the change process. Kotter (1996) says 

that an effective vision is important to break down the status quo and to look further 

than the immediate goals of the firm. A case study by Flamholtz & Kurland (2006) at 

a financial corporation showed that vision and strategic planning was necessary to 

help management to think beyond step-by-step performance improvement goals and 

to address long-term factors and changing competitive dynamics.  

 

When a vision is clearly defined, it is easier to understand by employees and therefore 

easier to act on (Kotter, 1996). In a study of organizational change at AB Limited by 

Staniforth (1996) the need for the vision to be consistent, clear and well formulated, 

so that managers can reflect on the initiative, is further reinforced. Kotter (1996) 

states that the change vision should therefore be desirable, so that it is appealing for 

the long-term interest of employees, customers, shareholders and other stakeholders 

of the firms. Although research literature broadly agrees on the importance of a clear 

and well-formulated vision on change management initiatives in firms, some argue 

that the vision is less important than the actual implementation of that vision (Cole, 

Harris & Bernerth, 2006).  

2.4.4	Communicating	the	change	vision		

Communication is a key element in the process of organizational change, since it can 

reduce uncertainty (Bordia et al., 2004). Nelissen & van Selm (2008) argue that it can 

also decrease ambiguity and affect the negative or positive reactions to change 

initiatives. Salem & Williams (1984) define uncertainty as the inability to explain, 

predict or describe. Complaints about the inadequateness of information are common 

in most firms (Nelissen & van Selm, 2008). In the same study done by Nelissen & 

van Selm (2008) they explored the link between responses of ‘survivors’ of an 
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organizational restructuring and the role of communication from the management. 

They found significant correlation and it was determined that employees satisfied 

with the way of communicating saw more opportunities in the firm and had a more 

positive mind-set towards the organizational changes. Also, these employees were 

confident about the successful implementation of the change (Nelissen & van Selm, 

2008). Employees who saw the survival of the firm linked to the organizational 

changes showed positive responses to high quality management communication 

(Nelissen & van Selm, 2008). 

 

Frahm & Brown (2007) in their study about communication during organizational 

change, linked to employees’ receptivity to change, found that regular meetings about 

the change allowed employees to be trusting and open. In this way, the employees 

were able to discuss the initiatives as well as their subsequent implications with their 

manager (Frahm & Brown, 2007). Their study also showed that employee frustration 

was mainly caused by the feeling that the employees were left out of the change 

process and due to a lack of information about the change process. However, just like 

the study of Nelissen & van Selm (2008), the research showed that there were sub-

groups of employees with a positive opinion of the changes. Such employees saw the 

essential changes as opportunities and welcomed them as a response to experienced 

organizational problems from the past. The study also showed that these participants 

were more involved in the organizational change process than others. Klein (1996) 

developed (supporting Kotter’s communication requirement) communication 

strategies to be used for organizational changes. People’s memory can be increased by 

the repetition of a message, which contributes to the ‘stickiness’ of the message 

(Klein, 1996). This is supporting Kotter’s (1997) point of view that the change 

message and vision must be communicated repetitive.  

 

Kotter (1997) argues that two-way communication is more powerful than 

communication that is one-way. This is confirmed by Klein (1996) who showed that 

face-to-face communication is the medium with the biggest impact. It is the 

interactive potential of this way of communicating that works. Klein (1996) 

contributes that the two-way process allows involvement, which increases the chances 

of the communicators to connect. Since employees expect to hear important 

information from their direct bosses, in this case the mangers of the small firm, they 
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are seen as the most reliable source and therefore the most effective for 

communicating, as they are well informed about the initiatives (Klein, 1996).  

2.4.5	Empowering	broad-based	action	for	change	

When only communicating the vision across the firm’s employees, they are already 

triggered to try new ideas and approaches (Kotter, 1995). However, communication 

alone is not sufficient and employees will, most likely, need help to get rid of possible 

obstacles to the change vision (Kotter 1995). Typically, the empowerment of 

employees has four obstacles; structure, skills, systems and supervisors (Kotter, 

1996). In research literature there is a wide support for the empowerment of 

employees in the context of change management. In a case study on organizational 

change at Honeywell Inc, Paper, Rodger & Pendharkar (2001) found that the 

promotion of team ownership and a bottom-up or empowered employee base is useful 

for organizations trying to transform. Similarly, research at a large communication 

company provided support for a positive relationship between the levels of 

participation and the success with implementing strategic changes (Lines, 2007). 

Pinheiro (2010) concluded that organizational change couldn’t happen without a shift 

in the organizational culture and the empowerment of workers at the functional 

frontline. However, when employees are given even a small opportunity of 

empowerment it can have an effect on employee’s attitudes, since this can provide 

them with a feeling of control over the change process and contribution to get the 

change along (Kappelman & Richards, 1996).  

2.4.6	Generating	short-term	wins	of	change		

According to Kotter (1995) it is essential to see the changes happen and to experience 

that the changes are working. The employees need to have the feeling that the 

initiative is being done to achieve the long-term goals of firm. Sometimes (large-

scale) changes can take a long time to be fully implemented and the creation of short-

term wins has strategic importance (Pietersen, 2002). He argues that these ‘early 

victories’, even if they are small, create a sort of confidence and the feeling that larger 

successes are possible. This will lead to the building up of momentum towards the 

long-term goals (Pietersen, 2002). Also the celebration of small wins and rewarding 

opportunities will give the leaders of a firm the possibility to encourage employees 

that there are on the right track (Marks, 2007). However, only focusing on short-term 
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wins will lead to increased frequency of organizational changes, where the right 

balance between short gains and long-term effects is desired (Marks, 2007). The short 

term wins help demonstrating that the change is paying off and this in turn can be 

used by the guiding coalition to evaluate the vision and to make adjustments if 

necessary (Kotter, 1996).  

 

This is further validated by Jansen (2004), who argued that these wins are critical for 

change managers because they are the evidence that the change is being achieved. 

Another benefit of these short-term wins is that they help to remove the obstacles to 

change by strengthen the change vision in the minds of a firms employees (Marks, 

2007). During the whole process of transformation, the change leader should set 

perfect-performance expectations and should reward behavior that is contributing to 

the completion of the vision. It furthermore is important that the leader guides 

behavior that is necessary to institutionalize the changes and that the leader sets the 

standards for the rest of the firm to emulate (Eisenbach et al., 1999). 

2.4.7	Consolidating	gains	and	produce	more	change		

Kotter (1995) says that it may be tempting for mangers to declare victory when the 

first signs of performance improvement are there. But, as new processes can regress, 

it is wise if leaders use these short-term gains to tackle other things that are not yet in 

line with the recently changes such as systems and structures (Kotter, 1995).  Pfeifer, 

Schmitt & Voigt (2005) argue that verifying the credibility of the chosen strategy and 

the developed vision by the use of measurable results is the main purpose for 

gathering first success. For management these successes will allow them to plan 

further change and to (partly) justify the time and recourses allocated to the change 

process (Pfeifer, Schmitt & Voigt, 2005).  

 

This is further validated by Kotter (1995), he argues that leaders will have to prove to 

their employees that ‘the new way is working’. Also the successes can be used to 

neutralize cynics and self-centered opponents. Company P3 from Germany for 

example, entered the telecommunication advisory market, and when their first success 

was a fact, it was published in German newspapers. The leaders of the change used 

the results to show P3’s competence and as a result market participants became 

interested and several projects took off (Pfeifer, Schmitt & Voigt, 2005). 
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Different topics like gambling, sport events or political campaigns all have an energy 

pattern in common termed momentum (Jansen, 2004). Jansen (2004) says about 

momentum that it is ‘recognizable’ and ‘imputed by participants and observers of the 

change process’. This momentum can be related to the process of organizational 

change, since the energy and enthusiasm needed to fulfill the change initiative is 

crucial (Mabey & Mayon-White, 1993; Kotter, 1995). Kotter (1995) further states that 

“change-based momentum incorporates the prescriptions of transformational change 

agents, where momentum is described as a dynamic force whose presence or absence 

determines the ultimate success of a transformation” (Kotter, 1995, p. 34). As 

example, Elmes & Wynkoop (1990) say that there needs to be sufficient change-based 

momentum (or initial energy) to let organizations transform. Jansen (2004) 

contributes to this by arguing that gathering a critical volume of accumulating support 

in a firm can develop change-based momentum. Therefore, a positive relation 

between the commitment of employees to change and change-based momentum is 

essential. Jansen (2004) further argues that when employees become part of the 

support to change that is collected to create momentum, they increase their own 

perception on the change-based momentum.  

 

Employees who are committed are subsequently less resistant to change and less 

likely to support the status quo (Jansen, 2004). And employees who are less 

committed, or became less committed over time are more likely to resist to the change 

initiative (Hambrick, Geletkanycz & Fredrickson, 1993), which on its turn can lead to 

a lower perception of the change-based momentum. However, according to Kotter 

(1996) when victory is declared too soon, the momentum can be killed. Kotter (1996) 

also says that when the urgency level is too low, the guiding coalition to weak or the 

vision not clear, the momentum is lost. Hambrick et al. (1993) suggest that changes 

that are associated with continuous improvement and transformative changes can be 

made by encouraging employees to start and experiment with changing. These actions 

can empower employees to lead and that is necessary for the initiation of additional 

change (Kotter, 1996).  
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2.4.8	Anchoring	the	new	approaches	in	the	corporate	culture		

Kotter (1995) believes that new behavior is subjected to degradation if it is not rooted 

in a firms social norms and values, when the ‘pressure for change’ is decreasing. He 

further argues that there are two major factors that are essential to institutionalize 

change in a firms’ corporate culture; 

 

1. Show employees “how the new approaches, behaviors and attitudes have 

helped improve performance” (Kotter, 1996, p. 58). 

2. Making sure that “the next generation of management personifies the new 

approach” (Kotter, 1996, p. 58). 

 

Massey & Williams (2006) argue that to make the changes ‘stick’, there needs to be a 

fundamental shift in the way of thinking among the employees. However, for this 

shift it is vital that the employees understand the forces and challenges that come with 

the change process. Jacobs (2002) sees institutionalization as change that sticks for a 

longer period and therefore becomes part of the ongoing everyday activities of the 

firm. Massey & Williams (2006) further argue that there needs to be internal support 

for the change agents to make the change sustain, and that there should be 

communication about change progress and recognition for new change initiatives. 	

	

2.5	Theoretical	framework		

Kotter’s model is appreciated among both researchers and practitioners of change 

management (Fernandez & Rainey, 2006; Eisenbach et al., 1999; Todnem By, 2005; 

Burnes, 2001; Burnes, 1996; Rose, 2002) and in the opinion of the researcher it 

describes all the fundamental steps for implementing and managing change. 

Following sections will briefly describe how the different steps of Kotter’s model 

guide managing and implementing change, followed by the theoretical framework 

used for this study.   
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The model of Kotter first deals with the creation of urgency for change. Developing 

urgency among the employees of the firm will make things move easier. This step 

involves discussions about possible threats and scenarios that can affect the firm. The 

next step in is the formation of a guiding coalition for the change process. This 

coalition should consist of key-people within the organization that are visibly 

supporting the change and leading the change.  

 

The third step is creating a vision for change so that employees have something to 

hold on and refer to. By formulating a clear vision everybody in the organization 

understands why he or she has to change. The fourth step in the process is the 

communication of the vision. Kotter believes that what you do with your vision will 

determine your success. Therefore the vision should be part of day-by-day 

communication in the firm so it is top of mind in the organization; it needs to be 

embedded in everything that the firm does (Kotter, 1996).  

 

The fifth step is the broad-based empowerment of action. At this point there is talked 

about the change with everybody in the organization and the employees hopefully 

want to get busy with the changes and achieve the benefits promoted by the vision. In 

this step recognition and reward for employees who make the change happen is 

needed and people who are resistant to change need to be convinced of the vision 

(remove barriers). In the sixth step the focus is on success, because nothing motivates 

more then success. Celebrating ‘quick wins’ takes away the power the critics and 

negative thinkers might pick up during the change process (Kotter, 1996). 

 

The seventh step of Kotter’s process is building on the change. When a change 

initiative is successfully implemented its time to analyze what went right and to see 

what can still be improved. In this step the momentum needs to be utilized and goals 

should be set to continue building to the optimal organization. In this phase new 

change agents or leaders for the change coalition can be appointed to keep the process 

going. The last step in the process ensures that changes stick, they have to become 

part of the culture. The values behind the vision must be shown in day-to-day work, 

this helps to give the change a solid place in the firm’s culture (Kotter, 1996).  
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For this study an own model is created by the researcher, which is influenced by 

Kotter’s steps. This model (Figure 2.6.1) consists of four steps and must be seen as a 

continuous, ongoing cycle.  
	

	
Figure	4,	Theoretical	Framework	for	change	implementation,	source:	own	construction.	

	

2.5.1	Prepare	the	change		

In this stage of the model the change process should be fully prepared. This includes 

the formulation of a vision and a strategy to achieve the goals of the vision. Also the 

guiding coalition for the change process has to be created, to secure the broad-based 

attention and dedication to the change initiative.  

2.5.2	Communicate	the	change	vision	

In the second stage of the model the guiding coalition has to communicate the change 

vision in the organization to engage everybody in the process. Only with enough key-

players of the organization ‘on board’ the message can be send powerful to create 

support. By communication the change vision everybody in the organization 

understands why he or she have to commit to the change.  

 

Prepare	

Communicate		

Empower	

Anchor	
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2.5.3	Empower	change	actions	

The engaging communication should target on broad-based action, to get the whole 

organization dedicated tot the changes. Employees supporting and contributing to the 

change imitative should be awarded, and the organization should celebrate small 

wins. On the one hand empowering broad based-action, and on the other hand 

celebrating the positive incentives from the change will give the changes a positive 

momentum.  

2.5.4	Anchor	the	change		

In the final stage of the cycle the initiated change should be applied to it’s fullest. The 

successful elements need to be anchored in the organizations culture and routines, 

while the imperfections ask for new changes. The firm’s employees should adapt the 

new practices, and the change cycle will start again to deal with the imperfections.  
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Methodology		

In this chapter the methodology of this study is elaborated into research approach, the 

type of research, the research instruments, data collection process, presentation of the 

data, and it concludes with the discussion of the validation and reliability of this 

study. Subsequently the sample selection part will elaborate on the case companies 

employees regarding sample size and information about the research process will be 

given.  

3.1	Research	approach		

According to Gray, Williamson, Karp & Dalphin (2007) when doing a systematic 

research, there are three major ways for doing so; exploration, description, and 

explanation. Explorative is doing research about a so far not examined topic, 

descriptive is trying to understand how a mechanism is working on its own and in 

combination with other factors and explanation is describing why a certain 

phenomena behaves as it does (Gray et al., 2007).  

 

This study is a combination of all three ways of doing systematic research. The 

exploratory character regarding what and how small firms can manage and implement 

change (a not examined topic). The descriptive character can be seen the author 

intents to described the discovered patterns in the exploration stage of this study, and 

because the author aims to answer the research questions, it is explorative too.  

 

There are several ways to combine the above-mentioned ways of doing systematic 

research and to funnel down to conclusions. In the following section the deductive 

and inductive approaches are briefly discussed. The section ends with a conclusion 

and the justification of the research approach for this study.  

 

3.1.1	Deductive	&	Inductive	approach		

A deductive research approach applies general guidelines on a specific case, where 

the inductive approach focuses on inference and reasoning from an individual case in 

order to generalize (Hyde, 2000; Yin, 2009). This research is based on the theoretical 

framework described in the previous chapter. With this framework in mind the 

interview topics were developed. Critique on the deductive approach is that the 
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perspective of respondents on the theoretical concepts described in the framework can 

differ from the researcher’s perspective (Saunders, Lewis & Thornhill, 2009).  

 

Inductive research is building theories while deductive research is a theory testing 

method according to Hyde (2000). This means that with deductive research the 

conclusion could be 100% valid, where the inductive approach is not, since the fact 

that something is happening multiple times, does not mean that it happens all the time 

(Saunders et al., 2009).  

 

For this research a theoretical framework is developed based on existing theories in 

literature. These theories will then be tested at the case company, which means that 

this study has a deductive character. The choice for a deductive approach is based on 

the time and resources available. The researcher is of the opinion that an it is better to 

do one case study thoroughly instead of a multiple case study that does not go into 

depth.  

 

3.2	Type	of	research		

There are mainly two ways of doing research, which are the qualitative way, and the 

quantitative way of dealing with data. Because organizational environments are 

dynamic and complex, it does not allow generalization based on quantitative research 

methods (Yin, 2009). Therefore a qualitative research method is adapted to do a 

detailed exploration of the topic of interest thru interviews. For the study a qualitative 

multi-method is utilized, which means that multiple qualitative ways of gathering and 

interpreting data are used (Saunders et al., 2009). For this research the data is 

collected true (semi-structured) interviews and desk research. By using the qualitative 

research approach the researcher hopes to get a detailed and complete overview over 

the case company and its environment. 

 

The research strategy is a case study, which is defined by Saunders et al. (2009, p. 

145) as “a strategy for doing research which involves an empirical investigation of a 

particular contemporary phenomenon within its real life context using multiple 

sources of evidence”. The initial aim of this study was to do a multiple-case study, 

however due to a lack of time and companies willing to participate in the study, only 
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one case company is investigated. Yin (2009) says that when selecting a company for 

a case study, it must be unique or highly representative when generalization is the 

aim. This means that in general, data gathered at one firm, is not sufficient for 

generalization over a whole group of companies or sector. Therefor a multiple-case 

study would have been more appropriate, however in the scope of this research not 

doable. 

3.3	Research	instrument	

As discussed in the introduction of this methodology chapter, to attain valid data, 

interviews will be conducted with the management, the employees and an external 

stakeholder of the case company to get an overview of the field of study.  

3.3.1	Interviews	
When doing a case study interviews are generally acknowledged as the best way to 

gather data (Yin, 2009; Saunders et al., 2009; Hyde, 2000). This is because interviews 

give the researcher the possibility to acquire real in-depth and detailed information. 

Of course this quality depends on how the interviews are conducted and formulated. 

To increase the quality of the answers the interviews will be done in a, for the 

respondents comfortable, safe environment. By feeling comfortable the respondents 

will be more likely to answer correctly and detailed on the questions asked, which 

leads to more information and higher validity (Verhoeven, 2008). To assure that valid 

information is collected with the interviews, it is essential that the questions are 

formulated with the aim of the study in mind (Martin, 2013; Saunders et al., 2009). 

Accordingly, the question in the interview must be designed and structured in a 

manner that no respondent answers accordingly to expectations of the interviewer 

(Saunders et al., 2009). To get valid information from the respondents, it is important 

that they feel comfortable and relaxed when doing the interview. To assure this, the 

time and date for the interviews were discussed with the respondents and as location 

for the interviews a separate meeting room with coffee & tea facilities was used.  

 

All the interviews will start with an introduction into the topic, to guide the 

respondents into the area of research. By giving this introduction, the respondent can 

get comfortable with the subject and will know the boundaries of the research 

(Verhoeven, 2008; Hyde, 2000). For all the respondents the same eight topics will be 

central in the semi-structured interviews. These eight topics are important for the 
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research and therefore will be the ‘red threat’ for the conversations. Having a dialogue 

with the respondents helps to increase the quality of the answers by giving the 

researcher the possibility to go more in-depth in certain topics (Saunders et al., 2009). 

In practice this will lead to focus on ‘leading the change’ in the interviews with the 

management of the case company, and a focus on ‘implementation of the changes’ 

with the other employees.  

 

The pre-scheduled time for the interviews with the management of the case company 

is one hour. These limitations are shaped in agreement with the case company. The 

aim of the interviews is to gather information about the eight steps of Kotter (1996) to 

find out how small companies deal with change. 

3.4	Data	collection	&	data	processing		

The data derived from the empirical study has no significance relevance by itself, 

therefore it must be linked to already validated theories (Hyde, 2000). For this 

research the data of the case company is connected with the theoretical framework 

after its was collected. 

 

In this case study the understandings of change were explored by letting the 

participants ‘tell stories’ from their experiences in their professional life. During these 

interviews a recording devise was used, the interviewee’s were told that at any 

moment they could request to stop the recording. By recording the conversation the 

researcher had the possibility to secure the exact data and transcript it afterwards to 

increase the reliability. The transcription was structured by categorizing the given 

statements in the eight topics discussed. A hard copy of the interview transcript was 

then send to the respondents in case they wanted to make any corrections.  

3.5	Data	analysis				

After the interviews are done and all the research data is collected, the gathered 

information needs to be analyzed. To analyze interviews of a case study, Bryman & 

Bell (2015) suggest a method. They state that data derived from interviews, should be 

processed by clustering the information in relation to the theoretical framework. By 

using this as analysis method, researchers can reduce the data, which makes the 

interpretation easier (Folkestad, 2008). In this case study that method is appropriate 
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because the same set of topics are covered in all the interviews. The data collected 

should be analyzed in close relation to the theories discussed in chapter two, to assure 

that it stays in line with the aim of the study (Meyer, 2001).  

 

The data derived from the interviews is presented in essay-form and structured by 

topic. In the presented data both the perspective of the management and that of the 

employees is given by topic. By having this both perspectives the researcher has the 

possibility to analyze the derived data from multiple angles.  

3.6	Validity	&	Reliability	

In this part the validity and reliability of the research are discussed, which are two 

important aspects of a research design (Verhoeven, 2008). These two topics are 

described and discussed separately to present how they are incorporated in this 

research.  

 

3.6.1	Validity	

A study is valid when it examines the right elements in the right way (Saunders et al., 

2009; Yin, 2009). In practice this means that the researcher needs to translate the 

gathered theories into right questions to measure the right information in a practical 

way. Saunders et al. (2009) argue that for qualitative research it is essential to assess 

the validity of the study. There are two different kind of validity; internal and 

external. When discussing internal validity the focus is on whether the study 

investigates what it aims to investigate (Rothwell, 2005). In this case study the 

internal validity is secured by doing an extensive academic literature study to acquire 

in-depth information about the different topics. Also the questions for the interviews 

were directly related to the theoretical framework to acquire the right information. 

During the interviews the use of difficult terminology was avoided and terms were 

explained to respondents were necessary.  
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The external validity shows how generalizable the research outcomes are to other 

similar circumstances (Rothwell, 2005). In this research an approved method for 

managing change will be tested in the context of a small firm. Although a multi-case 

study would have increased the external validity, this was not possible due to 

limitation in time and recourses. However, this does not mean that there is no 

generalization possible to other small firms who are alike the case company.  

3.6.2	Reliability		

The reliability is concerned with the consistency of measuring (Bryman & Bell, 

2015). During the interviews for this research the reliability was secured by 

discussing the same topic with multiple respondents with the same perspective. Also 

during the interviews, answers were repeated and summarized by the researcher to 

confirm whether they are properly understood. Another action that is taken to enhance 

the reliability of the study is that the interviews were done in the native language of 

the interviewees, to avoid misinterpretations (Saunders et al., 2009).  

 

To maximize the reliability and validity, the researcher did pilot interviews with two 

external, not to the research related, candidates who had the same professional 

characteristics as the respondents from the case company. Together with the selected 

analysis method of the acquired data this decreased the possibility for subjective 

results. 

3.6.3	Ethical	aspects				

The case company requested to mark this research with confidentiality because 

publishing with the company name could lead to competitive dis-advantages. In order 

to meet this request and to fulfill the requirement of the university to publish this 

research in the DIVA portal, the company is given a fictive name. The case company 

suggested using Colourfull Promotions as company name, which is accepted by the 

researcher. Although the fictive name makes validation of this specific case study by 

other researchers impossible, applying the methods on other cases can still validate 

the research outcomes.  
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3.7	Sample	selection		 	

The right sample size to be able to generalize is depending on the size of the research 

populations (Saunders et al., 2009). The selection of interviewees for this study 

consisted out of every employee that works at the office of Colourfull Promotions. 

Therefore, since the sample size equals the size of the research population, this has a 

positive influence on the validity of this study. In table 3.7.1 information is presented 

regarding the gender, position in the company and years of employment at Colourfull 

Promotions for each interviewee.  

	

Table	1,	Information	regarding	interviewees,	source:	own	construction.	

	
Interviews are conversations that also serve a purpose; gathering relevant information 

from the interviewee (Bryman & Bell, 2015). Besides gathering the relevant 

information, it is also important that the information that is gathered has a high 

reliability (Yin, 2009). Shaping the interview process in the right way increases the 

chance of getting the right reliable information required to present a good study. For 

example; a too long interview in an uncomfortable chair will lead to lower reliability 

since the respondent is likely to give those answers that will lead to a quick ending of 

the interview. In table 3.7.2 information is presented regarding the interview process.  

Interviewees	 Male	/	

Female	

Position	at	Colourfull	

Promotions	

Years	of	

employment	

Meij	 Male	 Owner	/	Operational	manager	 2	years	

Burger	 Female	 Owner	/	Operational	manager	 15	years	

Carel	 Male	 Owner	/	Operational	manager	 15	years	

Employee	1		 Female	 Planner	/	HR	specialist		 5	years	

Employee	2		 Female	 Planner	/	HR	specialist	 2	years	

Employee	3		 Male	 Planner	 7	years	

Employee	4	 Female	 Planner	 1	year	

Employee	5	 Female	 Booker	 4	years	

Employee	6	 Female	 Booker	 4	years	

Employee	7		 Male	 Booker	/	Communications		 2	years	
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Table	2,	Information	regarding	the	interview	process,	source:	own	construction.	

 

	 	

Interviewees	 Location	of	the	interviews	 Date		 Time	 Duration		

Meij	 Conference	room	 8th	May	2016		 09:00	 75	minutes	

Burger	 Private	office	 8th	May	2016	 10:45	 60	minutes	

Carel	 Private	office	 8th	May	2016	 12:00	 40	minutes	

Employee	1		 Conference	room	 8th	May	2016	 14:00	 60	minutes	

Employee	2		 Conference	room	 11th	May	2016	 08:30	 60	minutes	

Employee	3		 Conference	room	 11th	May	2016	 09:45	 30	minutes	

Employee	4	 Conference	room	 11th	May	2016	 10:30	 30	minutes	

Employee	5	 Office	of	Meij	 11th	May	2016	 11:45	 45	minutes	

Employee	6	 Office	of	Meij	 11th	May	2016	 14:00	 30	minutes	

Employee	7		 Local	café		 12th	may	2016		 10:00	 45	minutes		
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Empirical	Findings		

This chapter first presents the firm studied so that the reader understands the context 

of the case study. The empirical data representing the management perspective is 

presented by statements and quotes with reference to the individual respondents. This 

is followed by the employees’ perspective, which is presented in a summarized essay 

form because this makes it easier for the reader to understand.  

4.1	Presentation	of	the	case	firm	

For this case study the Dutch based company Colourfull Promotions is used as study 

object. The company has a workforce of 10 Full-Time Employees (FTE) at a central 

office, of which three are owner and have a management position and seven are 

operations and support staff. There is no strict hierarchy other than that the managers 

are equally in charge. The management has weekly meetings to discuss the day-to-day 

business activities and have no special meetings for discussing organizational 

changes. The operations of Colourfull Promotions are all related to beauty. They host 

beauty events, do beauty product promotions and give workshops about hair, make-up 

and styling. The promotion of beauty products is their main operation, and hold 

accounts for about 85% of the business. Colourfull Promotions has about 2000 beauty 

product promotions a year, which are all planned and managed by the seven office 

employees with support from the management.  

 

Colourfull Promotion uses professional beauty consultants to do the beauty product 

promotions. These consultants are freelancers and being deployed all over the 

Netherlands in beauty stores. The office employees of Colourfull Promotions plan the 

different promotion campaigns and contact the consultants to check for availability. A 

typical workday for a beauty consultant would be promoting a perfume in a beauty 

store. The perspective of these consultants is not represented in this study. 

 

The business environment of Colourfull Promotions can be characterized by intense 

competition, trust and personal relationships. The companies that assign projects to 

Colourfull Promotions are high demanding, and are switching regularly from 

suppliers. The following paragraph will focus on the managements’ perspective on 

change implementation.  
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4.2	Management’s	perspective	on	change	implementation		

The empirical data representing the management perspective is presented by 

statements and quotes with reference to the individual respondent. The detailed 

interview with Meij can be found in Appendix 2, the interview with Carel Appendix 3 

and the interview with Burger in Appendix 4. 

	

First the respondents were asked if they ever had to deal with change and how they 

see change from a professional perspective. All of the respondents affirmed that they 

are confronted with change and that it’s an ever-present future in business. Carel sees 

change as dealing with problems that occur where Burger and Meij see change more 

as fundamental element for doing business. Meij says about change: “doing business 

means adapting to changing needs and changing circumstances, this creates business 

opportunities and gives us the possibility to exist as a business”. Meij also sees a 

distinction in types of change, as example he gives changing small all day practices or 

big structural changes that influence the organizations core. Carel agrees with this and 

contributes that different kind of changes ask for different kind of approaches because 

some are just more important then others.  

 

The respondents were asked if they saw change as a ongoing process of adjustments 

or a more as planned actions. They all stated that change must be seen as an ongoing 

process of adjusting, and agreed that the ‘planned approach’ is to simplistic for 

organizations. Carel said that even when you try to follow the planned approach, you 

would have to adjust sometime, because nothing is eternal. The planned approach 

might be applicable to some organizations or parts of organizations, but is not suitable 

for the vibrant business environment of Colourfull Promotions (Burger). Meij says 

that strictly holding on to a planned change might cause damage to an organization, 

and in real business life, will still be an emergent approach. Meij said “to be effective 

in business you have to adapt to changes in demand, change in your network ect. ect., 

doing business is in essence adaptation”.  

4.2.1	Preparing	for	change		

The respondents were asked if they had any procedure to implement organizational 

changes. All of the managerial respondents answered that there was no such official 

procedure at Colourfull Promotions, however when asked if there was a pattern in 
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behavior, they all agreed. According to Meij the process of implementing change 

starts with recognizing what needs to be changed. He further states that at Colourfull 

Promotions the initiatives for change are often coming from the management and only 

occasionally from the employees. Carel contributes with saying than when the 

initiative does come from the employees and is perceived as a good idea by the 

management, it is easier to implement because there is willingness at the employees 

side. According to Burger and Meij it happens quite often that the sense of urgency 

between the three managers is not on the same level. This results in change initiatives 

not being picked up because there is no agreement on what or how to change. But this 

also results in changes that are implemented by one or two of the managers, without 

other managers supporting it (Burger & Meij). All three of the respondents 

acknowledged this and said it is a serious problem within Colourfull Promotions.  

 

For implementing change initiatives at Colourfull Promotions it is essential to have all 

three of the owners ‘on board’. Meij sees that initiatives fail because of differences in 

opinions between him and the co-owners. Sometimes he tries to support his ideas by 

searching for support at the employees, to confidence the other two owners in this 

way. Burgers say that in most occasions she tries to find support in the management 

meetings before going to the employees. Meij and Carel both say that occasionally 

when one of the owners thinks they have a good idea, he or she will start initiating it 

right away, even without having it discussed with the other owners or employees. But 

Meij also says that some changes require specific information or collaboration of 

certain employees. In this case he says, the employees are involved in the process and 

become part of the group that will deal with the changes.  

4.2.2	Communicating	the	change	vision	

The respondents were asked how they typically proceed when implementing change. 

Meij described that at Colourfull Promotions they key people of a change process 

typically sit down and discuss the matter. He gave the following example; “When we 

decided to replace our current system for planning our product promotions, we 

identified the key-people who work with the system and sat down with them. We then 

made a project planning to oversee the project”. Carel says about the same but 

describes it more as developing a plan. He also notes that these plans are typically 

developed for large changes and when implementing small changes there is often only 
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an oral agreement and discussion. Burger says that she shares her vision on how to 

implement a change in the weekly management meeting of Colourfull Promotions, 

and doesn’t share her vision with the employees before strictly necessary.  

 

Meij argued that some of the change initiatives in the organization lack a vision and 

that they are useless or inefficient. He also said that these initiatives absorb recourses 

from the organization but will never lead to a positive outcome and blames poor 

communication for it. Burger says about communication that at Colourfull 

Promotions they sometimes forget to communicate clearly what they’re changing. She 

also argues that when making a project planning for a change initiative, the important 

members of that specific change are already involved, so more communication is not 

needed.  

4.2.3	Empowering	action	

The respondents were asked how they proceeded with implementing change after the 

communication was done. Meij argued that this is the most difficult moment when 

implementing change at Colourfull Promotions. He often sees how it goes wrong after 

communicating the vision because the other owners don’t operate in line with the 

change. He states that only 1 out of 3 good idea makes it to implementation because 

of this. Burger says that after sharing the vision, they sit down to see how possible 

obstacles are dealt with and how people can work in the new situation effectively. 

Carel argues that because Colourfull Promotion is such a small organization 

everybody has to work in the new way, because there is so much control. Burger 

states that when the employees understand and see the benefits from a change, this 

helps the implementation. She states that an active attitude in toward the change from 

the employees is very important. When asked how employees can be activated she 

answered by; motivating them, showing the benefits and use of the change and by 

stimulating new habits. Meij says as long as the employees believe that the change 

will be effective and makes it easier to do their job, they will be ‘onboard’. He further 

states that for Colourfull Promotions it is important that the whole organizations is for 

the change, especially the owners need to be positive towards the change. But he also 

notes that there are situations in which the whole organization, except one or two 

owners, is positive about implanting a change. But when there is enough support in 
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the organization and enough benefits are shown, the owners will adjust their opinion, 

and support the change after all.  

4.2.4	Anchoring	the	change	

The next topic that was discussed with the respondents was how the initiated change 

is implemented in the daily operations of Colourfull Promotions. Meij described that 

he evaluates the changes, based on his own experience and the experience of the 

employees. He sees this first change as ‘pilot’ that allows evaluation and adjustments 

before anchoring it in the organization. Carel says that when the whole organization 

stands behind the change, it is already anchored in the organization. He asks the 

question “why would employees do it different when they partly created the new way 

of working?” Burger points out the importance of making employees familiar with 

the new way of working. According to her this makes the new behavior becoming a 

habit to employees. Meij contributes to this by stating that at Colourfull Promotions, it 

is also important that the other owners are familiar with the change. Burger explained 

her vision on making change stick as following “When implementing change, you 

adjust behavior or systems to the current needs. This is an ongoing process of 

adjusting and showing flexibility. Together with the employees you have to find the 

best way of working, so that everybody can do a good job”. 

4.3	Employee’s	perspective	on	change	implementation	

The employee’s perspective on change implementation is presented in a summarized 

by topic essay form. The researcher chose to present the data in this way to assure that 

there is red thread and that the data is easy to read.  

 

The employees of Colourfull promotions are all confronted with changes in processes, 

behavior, requirements, systems and the over all business environment. In their day-

to-day activities they experience that sometimes change is necessary. This need for 

change can have an external cause as well as it can have an internal cause. The 

majority of the employees see change as necessary and as essential part of their work. 

The employees are experiencing a positive effect from the majority of initiated 

changes. From the employees perspective the management of the company takes the 

lead when it comes to initiating change. However, some note that they sometimes do 

suggest changes, but that the management takes over control over the initiatives when 
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it is picked up. The employees at Colourfull Promotions experience a lot of changes 

varying from big, to small, structural or temporary. They feel that the leaders don’t 

always have the same vision on change and note that there is a difference between the 

owners in how they deal with change.  

 

According to the employees one of the owners engages the employees earlier and 

more in the process than the other two. This gives them the feeling that they are 

actually contributing to something and are not just told what to do. When the other 

owners initiate change, the employees have the feeling that they are confronted with a 

settled plan, and have almost no influence on it. They also feel that when early 

engaged in the change process it allows them to implement it easier in the 

organization and contribute to the quality of the initiative what makes it more 

sustainable. The employees all agreed that the factors that have the most influence on 

change implementation at Colourfull Promotions are Leadership style and 

Communication.  

4.3.1	Preparing	for	change		

The employees at Colourfull Promotions see that most of the ‘urgency for change’ 

comes from the side of the management. They think they since the management is in 

control of the company, they know best how to change the organization when and 

where needed. The employees see that the management typically informs them about 

a change initiative and discuss this with them. Most of the times this initiatives is 

directly influencing there work behavior. However, some of the employees argue that 

there are also situations in which the employees are sensing the urgency for change. 

This is often a result from a change in customer needs, which requires the office 

employees to work differently. In this case the employees then inform the 

management about this matter, so that they can be empowered in the process to.  

 

When the initiative for change is there, the key-players of Colourfull Promotions who 

have to deal with the change are identified. The employees gave the implementation 

of a new IT-system as example. In this situation the management and the employees 

were both aware of the need for change. Then the employees and management 

members who had to deal with the system the most created a project group to make a 
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plan of action. In the opinion of the employees, someone of the management always 

takes the role of change leader.  

4.3.2	Communicating	the	vision	

When asked how Colourfull Promotions moves on after creating a ‘guiding coalition’ 

the employees all agreed that the project group would plan a meeting. In this meeting 

the coalition will discuss how to implement the change and what identify the key 

elements of the imitative. Also the impact on the business environment and the 

operations is discussed. In summery, they formulate a change visions and a strategy to 

achieve the set goals. Typically this meeting is lead by one of the owners, and the 

employees who are attending in the role of key players, deliver input for the initiative. 

When the project plan is ready, the vision created and the strategy developed, the 

initiative will be discussed in the management meeting. According to the employees, 

the initiative is then discussed by the owners and often a bit adjusted.  

 

When the initiative is discussed, it is communicated in the organization. Most of the 

times everybody in the organization already know about the plans, since it is so small. 

The employees don’t really recognize an official communication moment. Some of 

the employees note however, that when big structural changes (like the IT-system) 

there is a official presentation of the initiative. Most employees argue that change 

initiatives are discussed regular, if not daily, because they are influencing day-to-day 

processes and operations.  

4.3.3	Empowering	action	

The	employees	are	of	 the	opinion	that	when	an	 initiative	 is	communicated,	 the	

process	 of	 implementing	 starts	 right	 away.	 They	 feel	 that	 from	 the	moment	 of	

communication,	the	management	expects	from	the	employees	that	they	work	in	

line	 with	 the	 vision	 and	 strategy	 of	 the	 initiative.	 Some	 of	 the	 employees	

sometimes	 experience	 difficulties	with	 this,	 when	 the	 vision	 is	 not	 completely	

clear	 to	 them.	This	sometimes	results	 in	 that	 they	try	 to	work	according	to	 the	

vision,	 but	 give	 their	 own	 interpretation	 to	 the	 vision.	 The	 employees	 see	 this	

stage	of	the	process	as	a	‘pilot’	stage,	to	see	how	the	‘real’	new	situation	will	be	

and	where	adjustments	are	needed.	These	adjustments	are	then	discussed	with	

the	project	team	and	among	the	other	employees.		 
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4.3.4	Anchoring	the	change	

The employees of Colourfull Promotions say that when a new, for example, process is 

implemented, its need fine-tuning. They give as example a new way of project based 

administrating. This was implemented and it worked efficient, but to work perfectly, 

they had to adjust some elements. They argue that it’s an ongoing process of adjusting 

in order to work effectively. They also argue that sometimes they already implement 

change in order to convince the management that there might be a more effective 

way. Another thing that the employees noted was that when a new system is taken in 

use (like project based administrating), other systems need to change to 

(accounting/invoicing). Most of the employees also said that when a change initiative 

is implemented and pays off, it is becoming the new standard way of working. Only 

when processes are less efficient or don’t work, they will go back to using the old 

process or system again. 
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4.4	Summery	of	the	empirical	findings		

In table 4.1 the findings of the empirical study are summarized by topic and 

perspective. The summery allows the reader to get a quick overview of the results 

after reading the whole empirical chapter. For detailed information about the topics 

see chapter 2, for detailed answers, see the paragraphs above or attachments two, 

three and four. In the next chapter the empirical findings will be discussed.  

 
Table	3,	Summary	of	empirical	findings,	source:	own	construction.	

Issue; Management’s perspective Employee’s perspective 

Change  Change is an ever present, 

fundamental feature in doing 

business; it allows firms to operate 

effectively and to be competitive. 

Size of changes vary as well as 

initiators  

Ever present feature of 

operations that is necessary to 

stay effective. Can be driven 

from external or internal powers. 

Management often initiates 

change. 

Preparati

on 

When enough urgency is there, 

others are informed about the idea 

and a coalition is formed to manage 

the change initiative.  

When the management feels the 

urgency, they take the lead and 

form a coalition to prepare the 

change initiative.  

Commun

ication 

The coalition develops a vision, 

creates a strategy and this is 

discussed by the management. Often 

there is no official communication 

event.  

The project team develops the 

vision and strategy. Members 

inform the employees who are 

not on the team.  

	
	
	

Table	3	continues	on	the	next	page.	
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Empower

ment 

New way of working is implemented 

and ‘fine-tuning’ is stimulated to 

work in the most efficient way. 

The changed way of working is 

the new standard; adjustments 

are made when employees 

experience that is a better way of 

doing it.  

Anchor New way of working is adapted in 

operations and fine-tuned; all the 

owners support the new way of 

working. New circumstances forces 

new fine-tuning.  

Change is implemented, but it is 

an ongoing process of fine-

tuning. When one process is 

changed, the next process asks 

for change.  
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Analysis	&	Discussion		

In this chapter the theories from chapter two are combined with the empirical data 

from chapter four to find similarities or differences when implementing change 

according to theories and at Colourfull Promotions. At the end of this chapter a new 

framework for change implementation in small firms is presented and discussed. 

5.1	Organizational	change	at	small	firms	

In small firms the leading manager is often also the owner (Gray, 2002). At 

Colourfull promotions it can be seen that the three owners are indeed also the leading 

managers of the firm. They are the key decision makers and involved or at least 

informed about all the processes going on at the firm. Because they are involved in 

everything, they are able to oversee the situation when it comes to initiating changes. 

For Colourfull Promotions it is crucial to stay competitive and therefore it is 

important to implement change in the most effective way (Wiele & Brown, 1998).  

 

Change is an ever-present feature in the organizational life of Colourfull Promotions, 

on an operational and on a strategic level. The leading managers of the firm therefore 

have to continuously renew the organizations direction, structure and capabilities to 

serve the always-changing needs of the external and internal customers (Moran & 

Brightman, 2000). Colourfull Promotions is facing more competitive demands, which 

forces them to perform quicker and more efficient at a lower price but with higher 

quality, however, this is a challenging request. At the case firm they are of the opinion 

that doing business is in essence adapting to changing needs and changing 

circumstances. This creates business opportunities and gives the organization the 

possibility to exist. However, successful implementing change is a challenge, also for 

Colourfull Promotions. At the case firm about 30 percent of the change initiatives fail, 

while literature is even suggesting this rate varies somewhere between fifty and 

seventy percent. This thirty percent is only allocated to conflicts between the owners, 

therefor it assumable that the actual rate of failed change initiatives al Colourfull 

Promotions is in line with what literature is describing. Because the firm has to 

change to stay competitive, implementing change successful is a desired skill (Senior 

& Fleming, 2006). 
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5.1	Preparing	for	change	

Kotter (1995) says that a successful organizational change starts with evaluating a 

firm’s competitiveness, its market position etc. At Colourfull Promotions this 

evaluating of the operations is embedded in the organization, both employees and 

managers feel the urgency to be flexible. The process start with recognizing what 

needs to be changed, this recognition is often done by management at Colourfull 

Promotions. However, when the employees do come up with an initiative, it is often 

easier to implement because there is already support for the idea. Sometimes the sense 

of urgency among the three owners is not on the same level; this is occasionally 

causing change failure because there is no agreement on what or how to change. The 

sense of urgency for change can be driven from botch internal and external, but the 

messages coming from their clients are leading to the most urgency (Gist et al., 1989). 

  

As Kotter (1995) describes, the coalition that will lead and develop the change 

implementation needs to be powerful enough. At Colourfull Promotions this means 

that it is almost impossible to implement change without all three of the owners in the 

coalition. In essence it can be said that the right balance is important, with enough 

employees and owners supporting the change, the coalition will be powerful enough. 

Also, the change leader is almost in every situation one of the owners of the firm. 

Even when the change idea is coming bottom-up from the employees, a owner takes 

the role of the leader (Caldwell, 2003).  

5.2	Communicating	the	change	vision	

The main task for the guiding coalition is to create a vision and a strategy for the 

change (Kotter, 1996). Depending on the size of the change, the guiding coalition at 

Colourfull Promotions sits down, and develops a plan. For a clear and effective 

strategy, all three of the owners at Colourfull Promotions need to share the change 

vision. This common vision is essential for a successful change implementation 

according to Staniforth (1996) and the employees and owners validate the necessary. 

In the strategy and vision formulation process one of the owners typically takes the 

lead, which leads to a higher rate of success since the employees are more likely to 

support the initiative (Cole et al., 2006).  

At Colourfull Promotions the guiding coalition typically has a meeting in which they 

identify the key elements of the initiative and discuss how to implement the change. 
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Also the impact on the business environment and the operations are discussed. When 

the strategy is developed, the initiative will be discussed in the management meeting.  

 

This discussion in the management meeting is part of communication step. When 

implementing change, communication helps to reduce the uncertainty (Bordia et al., 

2004). At Colourfull Promotions it is seen that there is a lot of communication 

regarding the change initiative across the organization. Although Kotter (1996) 

suggests one moment to powerful communicate the change vision, there is no such 

moment at Colourfull Promotions. In the firm there is a constant flow of information 

regarding ongoing processes, therefor almost everybody has up-to-date information 

regarding the process. This ongoing flow of information makes that the change 

initiative ‘sticks’ in the mind of the employees (Klein, 1996).  

5.3	Empowering	action		

The communication of a change initiative already starts the empowerment of whole 

organization, but for a successful implementation just communication is not enough 

(Kotter, 1995). At Colourfull Promotions not only the employees need to be 

empowered, but occasionally also some of the owners, who are not in the guiding 

coalition. It is seen that this is a step in the change implementation process that is 

experienced as difficult alt Colourfull Promotions. This relates back to the level of 

support and participation of the owners (and employees) in the change initiative and 

has a direct link with the change to succeed (Lines, 2007).  

 

Although literature suggests that obstacles such as structure, skills and systems block 

the empowerment of employees, at Colourfull Promotions it seems to be the 

sometimes-lacking support from the owners that blocks the empowerment of the 

employees. The empowerment at Colourfull Promotions is embedded in the 

organizational culture, employees pick up change initiatives right from the start. Also 

the size of the organization has a positive influence on the empowerment; the whole 

organizations works together on projects or are at least somehow engaged in projects. 

To further support the empowerment, it is important that the employees see the 

change initiative happen, so that they experience that it is working. These moments 

will have beneficial effects for the change initiative and its sustainability.  
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5.4	Anchoring	the	change	

Kotter (1995) said that mangers have to be careful when consolidating gains of the 

change and that they have to support the production of more change. At Colourfull 

Promotions the first implemented change is often seen as a ‘pilot’ stage, which allows 

evaluation and adjustments before anchoring it in the organization. This also gives the 

employees the possibility to become familiar with the new situation and to experience 

the first benefits for the change (Pfeifer, Schmitt & Voigt, 2005). Also it is often seen 

that this first version of the change is not perfect yet, and needs fine-tuning. For this 

step of the change implementation process, enough support in the organization is once 

again necessary.  

 

This is in line with Jansen (2004) who argues that a positive relation between 

employee commitment to change and change-based momentum is essential. 

Only when the change based momentum is strong enough, the changes can be 

institutionalized (Jacobs, 2002). At Colourfull Promotions the involvement of all 

three of the owners is of major importance to make changes stick. Therefor it can be 

said that the momentum in the whole firm, including management, must be powerful 

enough for a successful institutionalization (Hambrick et al., 1993). At Colourfull 

Promotion behavior and systems are adjusted to the current needs true change 

initiatives. The ongoing process of adjusting and being flexible is embedded in the 

organization, which makes that an institutionalized change can be changed again later. 

This is in essence a continuing process of implementing changes in order to stay 

competitive and meet internal and external customer demands.  

5.5	Model	for	change	implementation	at	small	firms		

The theoretical model, which is presented in the theoretical part, is adjusted based on 

the results of this study. Below is a description of how the revised model must be 

interpreted in relation to the research outcomes and how the model works.  

 

Based on the findings of this research the preparation phase of implementing 

organizational change is essential just as is was before. To increase the chance of 

making it till complete implementation, the different conditions of the Prepare step as 

presented before must be taken into consideration. The only fundamental change to 

the model is the inclosing of a decision step after the preparation phase. This Go / No 
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Go decision step after the preparation phase is added to validate if there is enough 

support in the organization for implementing the change. The model with extra 

dimension is presented in figure 5.5.1. On the next page the extra dimension is further 

justified and the other steps are again briefly discussed.  

 
	

	
Figure	5,	Revised	theoretical	model	for	change	implementation,	source:	own	construction.	

	
Although the validation of sufficient support for change implementation is not limited 

to after the preparation phase, it is the most important moment to validate it. In this 

stage the change initiative can still be stopped without spreading confusion among the 

employees of a small firm or causing frustration among owners of the firm an thus 

prevent the organization for being harmed.  
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Prepare	the	change		

In the first stage of the model the change process should be fully prepared. This 

includes the formulation of a vision and a strategy to achieve the goals of the vision. 

Also the guiding coalition for the change process has to be created, to secure the 

broad-based attention and dedication to the change initiative.  

Go / No-Go decision step 

Based on the research outcomes it is essential for successful change implementation 

to ‘check’ whether there is sufficient support in the organization for the change 

initiative. When not; the initiative must be stopped or adjusted to reach a sufficient 

level of support. When there is enough support for the initiative among the 

organization, the process can continue to phase two of model; communicate.   

Communicate	the	change	vision	

In the second stage of the model the guiding coalition has to communicate the change 

vision in the organization to engage everybody in the process. Only with enough key-

players of the organization ‘on board’ the message can be send powerful to create 

support. By communication the change vision everybody in the organization 

understands why he or she have to commit to the change.  

Empower	change	actions	

The engaging communication should target on broad-based action, to get the whole 

organization dedicated tot the changes. Employees supporting and contributing to the 

change imitative should be awarded, and the organization should celebrate small 

wins. On the one hand empowering broad based-action, and on the other hand 

celebrating the positive incentives from the change will give the changes a positive 

momentum.  

Anchor	the	change		

In the final stage of the cycle the initiated change should be applied to it’s fullest. The 

successful elements need to be anchored in the organizations culture and routines, 

while the imperfections ask for new changes. The firm’s employees should adapt the 

new practices, and the change cycle will start again to deal with the imperfections.  
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Conclusion	

This chapter provides a conclusion for the study and answers the initial research 

questions. Also the contribution of the study, the implications for management and 

suggestions for further research are covered.  

6.1	Answers	on	the	research	questions	

The first research question is: how can small firms manage organizational change? 

The second research question is: How do small firms implement organizational 

change? 

6.1.1	Managing	organizational	change	

Change is an ever-present feature in the organizational life of small firms both on an 

operational and on a strategic level. The continuing renewing of an organizations 

direction, structure and processes is needed to serve the always-changings needs of 

the external and internal customers, therefore managing change is a ongoing process. 

To successful manage change in a small organization with multiple owners, it is 

essential to acknowledge the importance to have owner consensus. This study showed 

that change initiatives failed because different owners did not share the same ideas. 

When there is consensus among the owners, change initiatives will have more support 

in the organization and therefore a higher chance of successful implementation.  

6.1.2	Implementing	organizational	change	

Successful implementing organizational change at small firms starts establishing 

urgency for the change initiative. It can be driven from inside or outside the 

organization, but most important is that there is enough support for the initiative to 

make it to complete successful implementation. To be certain that there is the required 

amount of urgency for change in a small firm, it is essential to have a powerful 

coalition guiding the change. This coalition needs to have an appropriate amount of 

power to overcome possible obstacles that can hinder the change implementation, 

therefor a majority in owner participation in a guiding coalition is recommended. 

When the coalition is established, the final decision should be made if an initiative 

makes it to implementation based on the required level of urgency and power in the 

coalition. This moment requires the so-called go/no-go decision, which is added in the 

suggested theoretical model.  
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Equally important is the development of an understandable vision on change, and a 

strategy on how to implement an organizational change by the leader of the coalition. 

A well-developed vision and effective strategy make the change initiative more likely 

to succeed and last. Furthermore it is also essential that the vision is shared, and that 

the employees and owners of a small firm validate this. When relating back to the 

level of power of the coalition, when there is a weak coalition, the change initiative 

often ends in this stage and won’t make it to full implementation. The communication 

of the vision and strategy runs simultaneously with the formulation process. However, 

since communication helps to reduce uncertainty regarding the changes, it should be 

done in an advanced and repetitive way. This ongoing flow of information helps the 

change initiative to ‘stick’.  

 

The empowerment of firm wide actions is the third fundamental step of implementing 

organizational change at small firms. Although employees pick up change rather 

quickly because of the small organization size, and thus short communication lines, 

the guiding coalition has to pay attention to the other employees. An essential element 

for broad empowerment is that the employees of a small firm understand and 

experience that the changes are effective. Even more important is, once gain, the full 

support of a majority of the owners. When some leaders of a small firm do not 

support or are not empowered in a change process, this will be harmful for the change 

initiative.  

 

When a new way of working is implemented and the small organization gets familiar 

with the new processes, the evaluation and adjustments will start because no change is 

perfect and sustainable forever. Here, the right balance between anchoring new 

approaches in the organization and stimulate to produce more change is needed. This 

is in essence a continuing process of implementing changes in order to stay 

competitive and meet internal and external customer demands. 
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6.2	Contribution	of	the	study	

Although the concept of implementing organizational changes is not new, the field of 

change management is still far from mature. Therefor, this study attempts to set a 

primary step into the development of the topic focused on implementing change at 

small firms by offering a new framework for change implementation and urges for 

further research in this specific field.  

6.2.1	Managerial	implications		

Change is an always-present feature of organizational life, on an operational and on a 

strategic level (Burnes, 2001). For managers or owners at small firms it is highly 

important to continually renew an organization’s direction, structure and core 

capabilities to serve the ever-changing needs of the its customers. Therefore, the data 

that is provided by this research and the suggested model for change implementation 

at small firms are valuable. 

 

When implementing change in a small firm environment, it is of major importance 

that the organization is ready for the changes. Therefore, the developed model is a 

practical and easy to understand tool for change implications. The author of this 

research stresses that it is essential to start at the first step of the model, and to see 

change as an ongoing process. It is also crucial to understand the different steps that 

are required to implement change successful and sustainable without harming the 

organization; the chosen path will determine the direction of the future organization. 

Secondly, it is also crucial to have sufficient support from both owners and managers 

for the change initiative before starting it, to avoid failure.  

 

6.2.2	Theoretical	implications	

This study fills multiple gaps in theory. To start with, the gap in literature regarding 

change management, which is now mainly focused of implementing change in bigger 

companies. The contribution this study makes, differs from what is known since the 

larger companies have a more complex organizational structure, and do not have the 

close personal relationships and the strong owner/manager as small firms have. It also 

fills the gap of the change implementation process in relation to available resources. 

This is considerably different between the larger companies and the small firms. Most 
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of the earlier done studies were describing the use of resources and the available 

knowledge in the firms, where this research did not find proof that they are available 

in small firms. 

 

Since this study focuses on small firms, a new model specifically designed to the 

characteristics of these small firms, is suggested. Furthermore this model is new to the 

body of knowledge in the change management literature. Therefore further validation 

and possible adjustments are desired before using it in practice. However, it must be 

seen as a new contribution to the existing literature, since it is one of the first studies 

focusing on change implementation at small firms in specific.  

 

Doing an extensive research into the literature regarding change management and 

change implementation safeguards the credibility of these theoretical implications. 

The author is of the opinion that the outcomes of the empirical study and the data 

acquired by the literature study are combined in a reliable and valid manner.  

6.2.3	Societal	Implications		

Small firms are seen as the lifeblood of modern economies (Ghobadian & Gallaer, 

1996) and they are responsible for a large part of the job creation in the economy 

(Forbes, 2012). Therefore their role in the society is not small at all, and they are 

crucial for big parts of the population. When taking this in consideration, the societal 

implications of this study are rather big. If the proposed model is utilized in 

organizations, and contributes to more successful implementation of change this can 

have a direct societal effect. When the organization will become more profitable, it is 

likely to give its employees a higher compensation. Also a more effective 

organization is likely to grow in size, which most likely leads to hiring more 

employees and thus creating jobs for society. All these possible consequences of more 

successful change implementation have impact on the family environment, the 

employment rate and society in general.  
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6.3	Critical	reflection	&	suggestions	for	further	research		

This research is based on one single case and found new data that should be 

investigated further. The new knowledge is only based on this specific company, what 

makes it valid for this case, but maybe not for others. Therefore more research is 

required to validate the findings. Also the new model for change implementation at 

small firms, which is developed with the research’s findings, requires validation when 

it comes to applicability. To validate the applicability of the model, data must be 

collected in other case studies and it would be highly interesting to investigate how 

the ownership structures and decision making is organized there. The risk with using 

one case is that the correlations that are found are only valid in this study, and not in 

other companies. 

 

This case study was focused on the change implementation process at small firms, 

and did not covered the topics of the influence of leadership styles and the role of 

decision making in small firms. These two elements are, although not taken into 

consideration in this study, highly related to the topic. During the research I felt as 

author that it would be highly interesting to also explore and include these topics. But 

to keep a clear focus for the current research, and to keep the research objective 

doable, I decided not to include them. However, it would be highly interesting to 

investigate how these factors are influencing the process of change implementation.  

 

All taken into account, the researcher is of the opinion that the study has contributed 

to the body of knowledge, despite that the above mentioned elements are not 

included. The focus of this study allowed to do in-depth research, future studies can 

build on the acquired knowledge by including the other factors.  
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Attachment	1	–	Topic	list	for	interviews	

 

In all the interviews the same topics were covered. More detailed information about 

the topics below can be found in Chapter 2. The topics that were covered in the 

interviews are divided in line with the steps of the theoretical framework. Beside the 

steps that were discussed, the sub elements that were discussed are shown below the 

steps. 

 

 

 

• Change Management and change implementation 

 

• Preparing change implementation  

Creation of urgency for change  

Creation of a change coalition 

 

• Communicate the vision and strategy 

Development of vision and strategy 

Communication o the change vision 

 

• Empower action  

Empowerment of action 

Generation of short-term wins 

 

• Anchor the change 

Consolidation of gains and change 

Anchoring new approaches 
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Attachment	2	–	Summary	of	interview	with	Meij	
	
First the respondents were asked if they ever had to deal with change and how they 

see change from a professional perspective. All of the respondents affirmed that they 

are confronted with change and that it’s an ever-present future in business. Meij sees 

change more as fundamental element for doing business. Meij also says about change: 

“doing business means adapting to changing needs and changing circumstances, this 

creates business opportunities and gives us the possibility to exist as a business”. 

Meij also sees a distinction in types of change, as example he gives changing small all 

day practices or big structural changes that influence the organizations core.  

 

The respondents were asked if they saw change as according to Lewin’s (1951) theory 

or more as the emergent approach towards change. They all stated that change must 

be seen as an ongoing process of adjusting, and agreed that the ‘planned approach’ is 

too simplistic for organizations. Meij says that strictly holding on to a planned change 

might cause damage to an organization, and in real business life, will still be an 

emergent approach. Meij said “to be effective in business you have to adapt to 

changes in demand, change in your network ect. ect., doing business is in essence 

adaptation”.  

4.2.1	Prepare	for	change		

The respondents were asked if they had any procedure to implement organizational 

changes. All of the managerial respondents answered that there was no such official 

procedure at Colourfull Promotions, however when asked if there was a pattern in 

behavior, they all agreed. According to Meij the process of implementing change 

starts with recognizing what needs to be changed. He further states that at Colourfull 

Promotions the initiatives for change are often coming from the management and only 

occasionally from the employees. Meij says it happens quite often that the sense of 

urgency between the three managers is not on the same level. This results in change 

initiatives not being picked up because there is no agreement on what or how to 

change. But this also results in changes that are implemented by one or two of the 

managers, without other managers supporting it. All three of the respondents 

acknowledged this and said it is a serious problem within Colourfull Promotions.  
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For implementing change initiatives at Colourfull Promotions it is essential to have all 

three of the owners ‘on board’. Meij sees that initiatives fail because of differences in 

opinions between him and the co-owners. Sometimes he tries to support his ideas by 

searching for support at the employees, to confidence the other two owners in this 

way. He says that occasionally when one of the owners thinks they have a good idea, 

he or she will start initiating it right away, even without having it discussed with the 

other owners or employees. But Meij also says that some changes require specific 

information or collaboration of certain employees. In this case he says, the employees 

are involved in the process and become part of the group that will deal with the 

changes.  

4.2.2	Communicating	the	change	vision	

The respondents were asked how they typically proceed when implementing change. 

Meij described that at Colourfull Promotions they key people of a change process 

typically sit down and discuss the matter. He gave the following example; “When we 

decided to replace our current system for planning our product promotions, we 

identified the key-people who work with the system and sat down with them. We then 

made a project planning to oversee the project”.  

 

Meij argued that some of the change initiatives in the organization lack a vision and 

that they are useless or inefficient. He also said that these initiatives absorb recourses 

from the organization but will never lead to a positive outcome and blames poor 

communication for it.  

4.2.3	Empower	action	

The respondents were asked how they proceeded with implementing change after the 

communication was done. Meij argued that this is the most difficult moment when 

implementing change at Colourfull Promotions. He often sees how it goes wrong after 

communicating the vision because the other owners don’t operate in line with the 

change. He states that only 1 out of 3 good idea makes it to implementation because 

of this. Meij says as long as the employees believe that the change will be effective 

and makes it easier to do their job, they will be ‘onboard’. He further states that for 

Colourfull Promotions it is important that the whole organizations is for the change, 

especially the owners need to be positive towards the change. But he also notes that 
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there are situations in which the whole organization, except one or two owners, is 

positive about implanting a change. But when there is enough support in the 

organization and enough benefits are shown, the owners will adjust their opinion, and 

support the change after all.  

4.2.4	Anchor	the	change	

The next topic that was discussed with the respondents was how the initiated change 

is implemented in the daily operations of Colourfull Promotions. Meij described that 

he evaluates the changes, based on his own experience and the experience of the 

employees. He sees this first change as ‘pilot’ that allows evaluation and adjustments 

before anchoring it in the organization. Meij contributes to this by stating that at 

Colourfull Promotions, it is also important that the other owners are familiar with the 

change.  
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Attachment	3	–	Summary	of	interview	with	Burger	
	
First the respondents were asked if they ever had to deal with change and how they 

see change from a professional perspective. All of the respondents affirmed that they 

are confronted with change and that it’s an ever-present future in business. Burger 

sees change more as fundamental element for doing business.  

 

The respondents were asked (after explanation) if they saw change as according to 

Lewin’s (1951) theory or more as the emergent approach towards change. They all 

stated that change must be seen as an ongoing process of adjusting, and agreed that 

the ‘planned approach’ is too simplistic for organizations. The planned approach 

might be applicable to some organizations or parts of organizations, but is not suitable 

for the vibrant business environment of Colourfull Promotions according to Burger. 

4.2.1	Prepare	for	change		

The respondents were asked if they had any procedure to implement organizational 

changes. All of the managerial respondents answered that there was no such official 

procedure at Colourfull Promotions, however when asked if there was a pattern in 

behavior, they all agreed. According to Burger it happens quite often that the sense of 

urgency between the three managers is not on the same level. This results in change 

initiatives not being picked up because there is no agreement on what or how to 

change. But this also results in changes that are implemented by one or two of the 

managers, without other managers supporting it. All three of the respondents 

acknowledged this and said it is a serious problem within Colourfull Promotions.  

 

For implementing change initiatives at Colourfull Promotions it is essential to have all 

three of the owners ‘on board’. Burger said that in most occasions she tries to find 

support in the management meetings before going to the employees.  

4.2.2	Communicating	the	change	vision	

The respondents were asked how they typically proceed when implementing change. 

Burger says that she shares her vision on how to implement a change in the weekly 

management meeting of Colourfull Promotions, and doesn’t share her vision with the 

employees before strictly necessary. Burger says about communication that at 

Colourfull Promotions they sometimes forget to communicate clearly what they’re 
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changing. She also argues that when making a project planning for a change initiative, 

the important members of that specific change are already involved, so more 

communication is not needed.  

4.2.3	Empower	action	

The respondents were asked how they proceeded with implementing change after the 

communication was done. Burger says that after sharing the vision, they sit down to 

see how possible obstacles are dealt with and how people can work in the new 

situation effectively. Burger also states that when the employees understand and see 

the benefits from a change, this helps the implementation. She states that an active 

attitude in toward the change from the employees is very important. When asked how 

employees can be activated she answered by; motivating them, showing the benefits 

and use of the change and by stimulating new habits.  

4.2.4	Anchor	the	change	

The next topic that was discussed with the respondents was how the initiated change 

is implemented in the daily operations of Colourfull Promotions. Burger points out 

the importance of making employees familiar with the new way of working. 

According to her this makes the new behavior becoming a habit to employees Burger 

explained her vision on making change stick as following “When implementing 

change, you adjust behavior or systems to the current needs. This is an ongoing 

process of adjusting and showing flexibility. Together with the employees you have to 

find the best way of working, so that everybody can do a good job”. 
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Attachment	4	–	Summary	of	interview	with	Carel	
	
	
First the respondents were asked if they ever had to deal with change and how they 

see change from a professional perspective. All of the respondents affirmed that they 

are confronted with change and that it’s an ever-present future in business. Carel sees 

change as dealing with problems that occur where Carel agrees with this and 

contributes that different kind of changes ask for different kind of approaches because 

some are just more important then others.  

 

The respondents were asked (after explanation) if they saw change as according to 

Lewin’s (1951) theory or more as the emergent approach towards change. They all 

stated that change must be seen as an ongoing process of adjusting, and agreed that 

the ‘planned approach’ is too simplistic for organizations. Carel said that even when 

you try to follow the planned approach, you would have to adjust sometime, because 

nothing is eternal.  

4.2.1	Prepare	for	change		

The respondents were asked if they had any procedure to implement organizational 

changes. All of the managerial respondents answered that there was no such official 

procedure at Colourfull Promotions, however when asked if there was a pattern in 

behavior, they all agreed. Carel contributes with saying than when the initiative does 

come from the employees and is perceived as a good idea by the management, it is 

easier to implement because there is willingness at the employees side. All three of 

the respondents acknowledged this and said it is a serious problem within Colourfull 

Promotions.  

 

Carel both say that occasionally when one of the owners thinks they have a good idea, 

he or she will start initiating it right away, even without having it discussed with the 

other owners or employees.  

4.2.2	Communicating	the	change	vision	

The respondents were asked how they typically proceed when implementing change. 

Carel says about the same but describes it more as developing a plan. He also notes 
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that these plans are typically developed for large changes and when implementing 

small changes there is often only an oral agreement and discussion.  

 

4.2.3	Empower	action	

The respondents were asked how they proceeded with implementing change after the 

communication was done. Carel argues that because Colourfull Promotion is such a 

small organization everybody has to work in the new way, because there is so much 

control.  

4.2.4	Anchor	the	change	

Carel says that when the whole organization stands behind the change, it is already 

anchored in the organization. He asks the question “why would employees do it 

different when they partly created the new way of working?”  
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