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Abstract

Background: The European Union’s (EU) food and drink industry has faced declining
competitiveness over the past two decades. Methodologies associated with the quality improvement
has been recognized as a possible solution to increase competitiveness of the industry. However, there
are uncertainties among researchers and practitioners of how to implement these quality improvement
methodologies and researchers of today requests further understanding in why some firms perform
better than others when applying the same practices.

Objectives: The purpose of this thesis is to investigate if the concept of ‘individual readiness for
organizational change’ can be used as a measurement to better understand why some firms perform
better than others when applying the same quality improvement initiations within the EU food and
drink industry.

Methods: The researcher of this thesis uses secondary data from existing literature on quality
improvement imitations, according to Luning and Marcelis (2009) definition of quality improvement
as a part of the food quality management system (FQMS), to justify the need for ‘individual readiness
for organizational change’ measurements, defined by Holt et al. (2007), and uses primary data from
the conduction of a single-case study, of an Swedish fruit and vegetable operating organization that
were about to embark a Lean manufacturing piecemeal approach implementation, to validate the need
for assuring individual readiness for change before any food and drink industry invests in quality
improvement implementations.

Results: The findings of the primary data collection are accordant with existing literature where
individual employees were found to display lower levels of ‘individual readiness for organizational
change’ perceived the organization to have lack of proper communication or were more resistant
towards the implementation. Employees whose daily activities were more orientated around other
FQMS practices such as quality assurance and quality control, displayed lower levels of individual
readiness than employees whose activities are less associated with these systems. Furthermore, trust in
management was identified as a key determinant of the employees’ individual readiness for the Lean
manufacturing implementation.

Conclusions: The findings of this thesis indicate that the usage the concept of ‘individual readiness for
change’ as a measurement before a quality improvement implementation within the EU food and drink
industry could increase researches’ and practitioners’ understanding why some firms perform better
than others when applying the same practices.

Keywords: Readiness for change, Individual perceptions, Individual learning, Continuous
improvements, Lean manufacturing



Sammanfattning

Bakgrund: Den europeiska unionens livsmedelsindustri har under de senaste tva decennium fatt
forsamrad konkurrenskraft. Metodiker relaterade till kvalitetsforbattringar har blivit identifierat som en
tankbar l6sning for att starka konkurrenskraften av industrin. Daremot rader det osakerhet bland
forskare och brukare kring hur dessa kvalitetsférbattringar skall implementeras och forskare soker idag
vidare forstaelse for varfor vissa foretag presterar battre an andra foretag nar de implementerar samma
metoder.

Syfte: Syftet med detta examensarbete &r att undersdka huruvida konceptet ’individual readiness for
organizational change’ kan anvéndas som bedlmningsgrund till att béttre forsta varfor vissa foretag i
den europeiska livsmedelsindustrin presterar battre &n andra foretag i samma industri nar de
implementerar samma kvalitetsforbattringar.

Metod: Forskaren av denna studie anvander sekundéara data baserat pa existerande litteraturer kring
kvalitetsforbattringar, enligt definitionen fran Luning och Marcelis (2009) som inkluderar
kvalitetsforbattringar som en del utav food quality management system (FQMS), for att motivera
behovet av ‘individual readiness for organizational change’ som bedémningsgrund, enligt definitionen
fran Holt et al. (2007), dar anvandningen av priméardata, fran en utford faltstudie av ett svenskt
produktionsforetag inom kategorin frukt och gronsaker, som skulle initiera en Lean manufacturing
piecemeal approach implementering, anvéandes for att validera behovet av att sakerhetsstélla att
individer &r redo for den organisatoriska forandringen, innan ett livsmedelsforetag kan investera i
implementationen av kvalitetsférbattringssystem.

Resultat: Sammanstallningen av den primdra data &r i linje med existerande litteraturer dar
individuella anstéllda varderades att ha lagre nivaer av ‘individual readiness for organizational change’
nar de uppfattade att foretaget hade daligt fungerande kommunikationsvégar i foretaget och att de var
mer motstridiga mot sjalva implementationen. De anstallda vars dagliga arbetsuppgifter orienterade
kring andra FQSM omraden sa som kvalitetsforsakran och kvalitetskontroll, uppvisade lagre nivéaer av
‘individual readiness for organizational change’ dn andra anstillda vars dagliga arbetsuppgifter var
mindre orienterade kring dessa omraden. Vidare var fortroendet till organisationens ledningsgrupp
identifierat som en viktig faktor for individernas ‘individual readiness for organizational change’ for
den kommande Lean manufacturing implementationen.

Slutsatser: Sammanstéllningen av detta examensarbete indikerar att anvédndningen av konceptet
‘individual readiness for organizational change’ som bedomningsgrund fore det att ett europeiskt
livsmedelsforetag initierar en kvalitetsforbattring implementation, skulle kunna bidra till 6kad
forstaelse bland forskare kring varfor vissa foretag i den europeiska livsmedelsindustrin presterar
béattre an andra foretag i samma industri nar de implementerar samma kvalitetsforbattringar.

Nyckelord: Readiness for change, Individual perceptions, Individual learning, Continuous
improvements, Lean manufacturing
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1. Introduction

1.1 Background

The European Commission reported 2016 that for the last decade the European Union’s (EU) food
and drink industry (FDI) has faced declining competitiveness compared to other regions?, especially
related to the industries’ total manufacturing, labour productivity and value adding [1]. As a result, the
market demand for EU’s food and drink products has declined [1]. 92 % of the industry’s demand
comes from the own EU market while the remaining 8% is foreign demand [1]. However, since 2012
to 2018, EU imports of foreign food suppliers has increased by more than 6% in terms of volumes and
18% in terms of value [2]. Additionally, the food and drink industry are EU’s biggest manufacturing
sector in terms of jobs and boasts an important surplus trade for the EU and has contributed to a
positive balance of almost 30 billion euro for the past ten years [3].The European Commission worries
that further decline of competitiveness within the industry will have a negative impact on the welfare
in the region, especially in terms of increased unemployment rate, higher global environmental
impacts and reduced food quality & safety [1]. In addition, the steadily rising income of domestic
markets presents an export opportunity for the EU food and drink industry [1] [4]. In relation to the
presented information above, multiple EU-funded research projects have been initiated in the past
decades with the purpose of identifying how the European food and drink industry can improve its
domestic and foreign competitiveness, especially related to industry’s total manufacturing, labour
productivity and value adding.

Empirical research-findings implicates that successfully integrating Food Quality Management (FQM)
into enterprises is one way to increase the competitiveness of the industry [5] [6] [7] [8]. This study
uses the FQM definition provided by Luning and Marcelis (2009) stating that a FQM involes the
activities and decisions made in an organization in order to produce and maintain a product within the
desired quality level against minimal cost [9]. One aspect of this system is that of quality improvement
(QI) and the philosophy of continuous improvement (CI) [6]. From a managerial perspective quality
improvement involves decisions regarding deviations and out-of-tolerance of product properties,
process parameter requirements, people’s actions and requirements on people, procedures and
information [9]. Quality improvement processes aims to bring change to people, processes and
resource utilization in order to breach a higher level of quality performance with more narrow
tolerance levels [6] [10]. This is a continuous process where analysing the performance from past
structured products and processes result in a learning process that builds up the employees’ experience
and change their mental models [10] [11] [12]. Thus, both management and employee involvement are
important basis for quality improvement and requires adequate commitment from both parties.

Certain quality improvement methodologies e.g. Lean manufacturing has been recognized to
significantly improve companies’ labour productivity, value adding and total manufacturing in the
automobile sector [13] [14]. Additional empirical research has shown that Lean manufacturing can be
adapted across several other industries and yield similar improvements [5] [15] [16]. Furthermore,
empirical research indicates that FDI enterprises implementing these quality improvement concepts
successfully have a positive effect on the product quality and proven effective in highly competitive
environments [8] [17] [18] [19] [20] [21] [22]. As a result, there is an academic interest among
researchers to understand how Lean manufacturing adoptions or similar quality improvement
methodologies, can increase the competitiveness of the FDI by improving labour productivity, value
adding and total manufacturing.

1.2 Problem description
Food quality management involves both food quality and quality management, which concerns both
the food production systems and the people systems involved in realising food quality [23]. Today

1 USA, Australia, Brazil and Canada



several managerial papers and research on performance excellence, promotes organizations to ask
employees to take more responsibility for their actions, to be team players, be more engaged and help
improve quality [7] [24] [25] [26] [27] [28] [29]. Successfully combining personal initiatives with
customer orientation, has proved to result in positive impact on business success [30]. Employees who
embrace quality as a personal value will often go beyond what is expected from them to deliver
beyond expectations [31]. Hence, personal quality is essential for quality improvements and unless
quality is internalized into the employees’ personal levels, it will never become rooted in the
organizations culture [31]. Thus, quality improvements begin at the employees’ personal level and
employees must learn what quality their organization aims for [32] [33] [34] [35] [36]. However, the
term Quality is not a scientific or technical word with an unambiguous definition [37] and literature on
food quality indicates that the term is used within the food and drink industry without defining an
exact meaning? [38] [39] [40]. These literatures also indicate that different aspects of quality apply to
different food and drink products. Evans and Lindsay (2017) argues that different aspects of quality
often cause confusion because people consider quality from different perspectives [31]. Once
perspectives may depend on what role in the value chain the individual belongs to e.g. manufacturer-
manager, end-customer, farmer, retailer etc [31]. Furthermore, individuals of an organisation are
involved in different business functions and activities (e.g. designer, manufacturer, service provider,
distributor etc.) and communicates quality in different terms and measurements [31]. Consequently,
different quality perspectives are important at different points of the value chain to create and deliver
goods and services that will satisfy customers’ expectations and needs® [31]. Therefore, quality will be
peculiar to individual organizations with different definitions of quality appropriate under different
circumstances [41]. Hence, quality is viewed from many different perspectives, which is important for
managers to realise when managing and communicating with people from various parts of the value
chain, especially in terms of an organizational learning [12] [42] [43].

It is now commonly accepted that one feature that characterize today’s organizations is change. In the
European agribusiness and food and drink industry, quality improvement of products and processes is
of great importance duo to increased competition, that demands enterprises to innovate and change for
better and more efficient resource utilization [22] [44]. Organizational leaders are in that sense
continually charged with promoting change in their organization, introducing and implementing
various change initiatives. In reference to organizational change, Beer & Nohria (2000) argues that the
two most fundamental perspectives in organizational change literature resolves around a strategic
management perspective and an organizational development (OD) perspective [45] [46]. From a
strategic management perspective, organizational change is perceived as a process of implementing
corporate strategies made by the organizational leaders and decision makers [47] [48], while the OD
perspective regards organizational change as international efforts to enhancing individual development
and improving performance by making differences in the organizational activities [49]. However,
multiple conducted research has shown that many initiated changes does not achieve intended aims
[45] [46]. For example, Parker (2003) conducted a three years longitude observed on the
implementations of the quality improvement methodology of Lean and found that even if Lean
theoretically promotes increased employee engagement, employees in all Lean production groups
were negatively affected in terms of reduced organizational commitment, role breadth self-efficacy
and increased job depression [50]. Similar findings has been highlighted in the agribusiness and that of
the food and drink industry regarding quality improving changes (e.g. Lean manufacturing, Six Sigma
and Lean Six Sigma) not achieving it intended aims [51] [52] [53] [54] [55]. While the failure of
achieving the intended aims of a planned organizational change may be due to many factors, few are
as critical as employees’ attitudes towards the change event [56] [57]. In respect to this, Schien (1990)

2 The reader is encouraged to read the 1995 special issue of ‘Food Quality and Preference’
% To understand the last-mentioned, one need to understand the meaning of ‘customer’. There is different type of customers: consumers (user
of the product), external customers (customer in the supply chain) and internal customers (employees within the organization).
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argues that an organizational change often does not achieve is intended aim if managers begins with
the change implementation before the individual or the group to be changed is psychologically ready
[58]. Braun et al. (2017) concluded that organizational change from a managerial perspective should
take employees’ individual change readiness into account, where improved employee resilience
towards increasing demands of agility during the change, will mitigate the stress of the employee [59].

Food and drink products consist of a variety of biological and chemical compounds and becomes
relatively complicated in terms of complex chemical, enzymatic, physical and physiological reactions
[33]. Food property- and food process variability involves variations regarding the composition of the
food product or process which results in variations in product appearance, texture, flavour, nutritive
value and safety [60] As a result, agriculture- and food products are significantly different from non-
perishable products in terms of the degree of variability between same product [9]. Montgomery
(2008) defined “Quality improvement is the reduction of variability in processes and products” [61, p.
7] which indicates that quality improvement of food and drink products are more difficult than quality
improvements of non-perishable products. Furthermore, Luning and Marcelis (2006) argues that these
complexes makes it more difficult for managers and individuals to understand the system and
environment in which they work in [23], and in this ambiguity and uncertainty individuals will try to
make sense of it in ways that reflect their own perceptions of the situation rather than the objective
reality [62]. This indicates that duo to the complexity of agribusiness, individual perceptions are more
common. Spreitzer (1996) argues that even in the same environment, individuals can perceive their
environment differently based on individual knowledge, skills and experiences [63]. A possible issue
with this is the difficulty for managers to communicate the organizations definition of quality.

Furthermore, the characteristics of perishable products may yield another issue of how employees in
the agribusiness perceive quality. Luning et al. (2006) highlights issues related to exogenous factors
within the industry and how it has a negative impact on quality management. External and
uncontrollable unpredictability of raw perishable* materials (e.g. plagues, lack of rain for crops,
seasonal dependent products or harsh weather etc.) and customer demands (e.g. seasonal dependent
products, day to day weather conditions etc.), have an impact on the quality of products and may result
in food frauds without proper knowledge [23] [64] [65]. Several food frauds and crises has occurred
around the world (e.g. Classical swine fever 1997, Salmonella outbreaks in the US 2008, bovine
spongiform encephalopathy 1997 and foot and mouse disease 2001) and although huge efforts are
taken to ensure high food quality in the EU, food frauds and food-borne outbreaks persist [23]. These
food-borne outbreaks and crises have enhanced consumer and governmental concerns related to food
quality and safety of the agribusiness supply chain [66] [67] [68]. The European Food Safety
Authority (EFSA) reported that in 2015, 4362 food-borne outbreaks were reported, which caused
45874 cases of illness, 3892 hospitalizations and 17 fatal outcomes [69]. Consequently, European’s
food regulations and legislations has increased over the past decades, demanding supplementary
quality controls® and quality assurances® that enterprises are compelled to uphold [70]. Hence the
exogenous factors of the food and drink industry causes increased degrees of complexity which causes
the enterprises to orientate their quality management around quality assurance and quality control (e.g.
ISO HACCP, IFS and BRC) and becomes less orientated around quality improvement, which makes it
more difficult to implement quality improvements within the food and drink industry [71].

Ford & Ford (1995) argues that change is inherent in human actions and must therefore occurs in
context of human integrations [57]. Literature on quality improvement initiations in the context of

4 Heterogeneous groups of products.

% Involves the methods, techniques and tools related to ensuring that product variations are within the tolerable levels. Both technical and
human resources are included regarding these measurements [165].

& Are established standardized organizational structures, responsibilities, processes and procedures with the purpose of upholding the
principles of preventing mistakes or defects in manufactured or delivered products and ensure that the product is suitable for the intended
purpose [166].
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agribusiness SMEs reveals that internal resistance to change was found to be the biggest obstacle for
successful implementations [8] [7] [72]. However, despite the fact the topics of Lean, Six Sigma and
Lean Six Sigma has seen a lot of attention from the academic world for the past two decades,
individual personnel behaviour and related attributes have been seriously neglected in quality
improvement empirical research literature [7] [55] [73] [74]. This issue is even more apparent within
the SME manufactures of the SMEs, where there appears to be much less understanding of the
implementation process and that of the role of the employees and managers [7] [19]. However, some
researchers have begun to criticize this negation and embarks researchers to investigate the impact of
the ‘softer’ attributes of quality improvement initiations. Dora et al. (2016) concluded that training on
soft skills and technical skills are equally important for successful Lean implementations and that the
‘change agent’ of the change require these ‘softer’ skills [52]. According to the Oxford dictionary soft
skills are defined as ‘“Personal attributes that enable someone to interact effectively and harmoniously
with other people. “ [75]. In this context the ‘change agent’ are based on Kurt Lewin (1947) concept of
unfreezing and are the managers, person or group that are responsible for the change strategy within an
organization [9] [76] [77]. Kumar et al. (2011) argued that Six Sigma or other continuous
improvement (e.g. Lean manufacturing and Lean Six Sigma) initiatives fails either due to lack of
understanding of how to implement a framework or due to failure to link the initiative to strategic
business goals and measurable objectives. That management in such organisations are paying
inadequate attention to softer issues such as leadership, culture change, employees’ training and
education, etc. [55]. Shokri et al. (2016) concluded, based on their empirical findings, that human and
behavioural factors are highly important for the successfulness when implementing Lean Six Sigma in
manufacturing SMEs [78]. Moreover, the conducted literature review by Kumar et al. (2011) found
that “Only 6 out of 17 frameworks reviewed had a step-by-step structure and the remaining 11 were
based on systems based structure (indicating a lack of focus on ‘How to implement’ a framework).”
[55, p. 5451]. In addition, literature on organizational change shows that failures are often associated
with the organization’s inability to provide for an effective unfreezing process [76] before attempting a
change initiation [79] [80]. In organizational change context, unfreezing regards the processes by
which organizational members’ beliefs and attitudes towards the intended change are altered so that
their perceptions regarding the change are seen as both necessary and likely to be successful [76].

Another identified issue among researchers on organizational change, is that individuals’ attitudes
toward organizational change are usually viewed as associated with resistance to change [81] [82].
However, while individuals’ attitudes towards change can have a negative impact (e.g. resistance), it
can also positive outcomes (e.g. commitment) [83]. By reviewing Kurt Lewin’s idea of resistance to
change it is noticeable that Lewin conceived resistance as a restraining force moving in the direction
of maintaining the status quo and is described as a system phenomenon, rather than individual liability
[84] [85]. Lewin (1952) considered resistance as a system behaviour and defined the change processes
as a force to keep the system’s behaviour stable [9]. This perspective on resistance as a fault in the
management system, is similar to the theories’ of Juran and Deming from the mid-1900s. However,
for the past decades resistance has largely been seen as a psychological phenomenon of individuals
and is often used to blame them for the unsatisfactory results of change efforts [81] [86] [87] [88].
Piderit (2000) criticise this point of view and argues that researchers and practitioners can easily
dismiss potentially valid individual concerns regarding a proposed organizational change, by simply
labelling their response as resistance [89]. Thus, the prevalent view on resistance is being criticized
and demands for a multidimensional perspectives on individuals’ attitudes toward organizational
change is emerging among researchers [87] [90] [91] [92].

7Juran and Deming has since the mid-1900s argued that at least 85% of an organization’s failures are related to faults in the management
systems, and that the employees and works themselves are responsible for less than 15 % of the existing problems [161]. Today this has been
generally accepted as the thumb rule that: at least 85% of problems can only be corrected by changing the systems
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With this criticizing view of resistance in mind, Armenakis et al. (1993) proposed a model of
‘readiness’ for change which they defined as a precursor of individuals’ attitudes in terms of resistance
and behavioural adoptions [77]. One part of this model intends to assess how ‘ready for change’
employees within an organization are, before the actual initiation and implementation of the
organizational change itself. The purpose of this assessment step is to enable managers and ‘change
agents’ to identify gaps between their own expectations about the change initiative and that of the
employees. If any significant gaps were identified, employee resistance would be expected and unless
proper actions were taken to close the gap, the change implementation would be expected to have a
lesser chance of being successful. Today the concept of ‘readiness for change’ is a multi-level, multi-
faceted construct that researchers describes from an organizational or individual perspective [93]. On
an organizational level, readiness refers to the organizational members shared beliefs in their
collective capability of making the change and their shared resolve to implement the chance [94].
Individual readiness for organizational change refers to an organizational members individual beliefs
about the individual and organizational capacity for making a successful change, the need for the
change, and what the organization and its members may gain from a change [77] [95] [96]. Holt et al.
(2007) defines individual readiness for change to be comprised into four dimensions: appropriateness
of the change, individuals ‘belief in the change-specific efficacy, personal benefit of the change and
management support for the change [95].

Dora et al. (2015) stats that one of the important questions for researchers in the field of operation
management to investigate, is why some firms perform better than others when applying the same
practices [52] and Dora et al. (2016) concluded that the soft skills of ‘change agent’ implementing the
quality improvement concept of Lean, should be considered a critical factor for its successfulness
[52]. While the ‘change agent’ is identified as the key person for ensuring ‘organizational readiness for
change’ [97], very few researchers have questioned the readiness of an organization to implement a
guality management practice (e.g. Lean, Six Sigma and Lean Six Sigma) [7].

1.3 Aim & Purpose of thesis

The purpose of this thesis is to investigate if the concept of ‘individual readiness for organizational
change’ can be used as a measurement to better understand why some firms perform better than others
when applying the same quality improvement initiations within the EU food and drink industry. This
by answering the following guestions:

e Are existing literature and previous findings on the concept of readiness for organizational
change, comparable with existing empirical and theoretical findings of quality improvement
implementations within the European food and drink industry?

o What implementation barriers related to organizational culture and managerial support impacts
on employees’ perceptions during early stages of quality improvement initiations?

e What implementation barriers related to soft skills of the change agent impacts on employees’
perceptions during early stages of quality improvement initiations within the European food and
drink industry?

13



2 Theory

In this chapter existing theoretical and empirical research related to the topics of individuals’
readiness for organizational change, quality improvement methodologies and individual learning
theory. Based on the understanding of these three subjects, the researcher develops arguments to
justify the conditions under which employees are likely to have higher levels of readiness for
quality improvement changes. In this thesis, the researcher focus on the two features that (a)
organizational development approaches which are ongoing organizational effort to enhance
organizational health and capability through fostering the learning culture [98]; and (b) that quality
improvement approaches are continuous improvement efforts to improve organizational efficacy
through fostering the learning culture [99]. Furthermore, the researcher has grounded the literature
review in Holt et al (2007) definition of ‘readiness for change’, Luning and Marcelis (2009)
definition of quality improvement and Illeris (2018) definition of Individual learning.

2.1 Quality improvement and organizational learning culture

Quality improvement is a systematic process which includes measurement, documentation and
analysis with the purpose of improving the currently existing system [6] [9] [10]. This is a continuous
process where analysing the performance from past structured products and processes result in a
learning process that builds up the employees’ experience and change their mental models [10] [11]
[12]. Employee involvement is central to the philosophy of continuous improvement [32] [99] [100]
[101] [102] [103] [104] [105]. The fundamental mindset of continuous improvement philosophy is the
belief that any operation or process can be improved and that the individual closest associated with
these operations or processes are in the best position to identify what improvement changes to make
[72]. Bessant and Francis (1999) argues that continuous improvement, requires workers and
employees to be committed to learning and that it is an essential part of building a learning
organization [99]. A learning organization is an organization skilled at creating, acquiring, and
transferring knowledge, and at modifying its behaviour to reflect new knowledge and insights [43].
Furthermore, a learning organization is where people continually expand their capacity to create the
results they truly desire, where new and expansive patterns of thinking are nurtured, where collective
aspiration is set free, and where people are continually learning how to learn together [12]. Peter M.
Senge (2006), identify five attributes involving learning organization [12]:

e System thinking - A set of synergistic analytic skills used to improve the capability of identifying
and understanding systems, predicting their behaviours, in order to modify them to produce the
decried results.

e Personal mastery — A set of specific principles and practices of continually clarifying and
deepening our personal vision, focusing and directing personal energy, developing patience and
seeing reality objectively.

e Mental models — The deeply ingrained assumptions, generalizations and thoughts that influences
how an individual understand the world, affecting which action one takes in different situations.

e Shared vision — A set of communication skills of unearthing shared visions and goals that foster
genuine commitment and enrolment rather than compliance.

e Team learning — A set of discourse skills to suspend assumptions, enter a genuine “think together”
mindset and balance between dialogues and discussions.

Building a shared vision for the company involves the consciously strive to achieve a “team spirit” and
a common vision of the company’s goal sets and require good leadership. The mental models describe
a person’s worldview and what actions are taken in different situation. In a company this is described
as a “how we do things here” mind-set and includes the ability of the employees to have beneficial
conversations between each other that balance the inquiry and advocacy during projects. The
underlying insight here is that good leadership involves performance management to drive employees
to work towards a common goal and facilitates the stream of information in the enterprise [12] [30]
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[106] [107] [108]. Paying attention to these skills and disciplines is argued to make learning
significant as a basis for continuous improvement processes in the whole organization [12] [43] [25]
[109]. Improvement attributes includes systematic problem-solving skills and commitment to learning
[9] [17]. Ignorant managers and employees that lack a sense of confidence and security among their
peers when collaborating, risk undermining valuable knowledge and skillsets among individual within
a company [107] [110] and might not be able to exploit these values in their quality improvement
process [111] [112].

Oliver (2009) conducted an empirical study on the role of organizational learning as support for
continuous improvement and presented finding suggesting that for a for a quality program to be
successful the organization must have in place the commitment to learning [109]. Similar findings
were noted by Ahmed et al. (1999) whom argues that a continuously improving company requires an
organizational culture to be supporting learning and continuous improvement, to guide employees
[113].

2.2 Readiness for quality improvement change

According to Imai (1986) the most effective means of improvement, is to use the employees involved
in the process, to identify and implement appropriate changes [100]. While quality improvement
processes may occur spontaneously, it should be initiated from top management and organized in a
proper manner in order to support continuous character of the improvement processes [9] [17] [101].
Thus, quality improvement processes could be defined as systematic activates towards “doing what we
do better” given that employees are capable, trained and motivated of creative problem-solving [17]
[72] [99], which requires a change strategy [9]. The behavioural scientist Kurt Lewin (1952) provided
one of the first models of a change strategy and categorized the change process into three steps [76].
From the section 1.2 Problem description, this model was briefly introduced from an OD perspective.
In relation to quality improvement, Luning and Marcelis (2009) describe these three steps as:

1. Unfreezing - involves disruptive forces that maintain the existing stare or level of behaviour
(state A.)

2. Moving - entails a transition period (state B) during which behaviours of the organization or
departments are shifted to a new level (desire state C).

3. Re-freezing - stabilises the organization in a new state of behavioural equilibrium (state C).

Lewin (1947) describes a change strategy to involve different elements (e.g. education of staff,
communication between employees and participation by employees and managers) and different
change strategies emphasizes on different elements [97]. Schermerhorn (2011) categorize these change
strategies into the three groups Force-coercion, Rational precaution and Shared power; where each
group involves different type of approaches and have three different likely results [114]. The different
approaches also result in different type of employee commitment. Cameron and McNaughtan (2014)
presented findings after summarizing and analysing the conclusions of several behavioural scientific
papers on organizational change, that organizational change strategies which has positive affect on
human behaviour in the workplace, often results in a positive outcome [83].

A shared power strategy, often called normative-re-education strategy in OD literature, engages
people in a collaborative process of identifying values, assumptions and goals from which support for
change will naturally emerge [9]. While it is a slow process and highly participant demanding in its
nature, it is likely to yield employee commitment and is argued to be a favourable approach to achieve
high successfulness of quality improvement initiations [9] [114] [115]. From a managerial perspective,
share power strategy relies on involving others than managers, examining personal needs and values,
group norms and operating goals. Compared to other change agent strategies, the authority is shared
among the change agent and the organization’s members as they work together developing new
consensus to support change [114]. Choi and Ruona (2011) argues, based on Chin and Benne (1985)
that all normative-re-education strategy have the following features in common [93, p. 55]:
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e They all emphasize the client system and its involvement in the change process.

e The problem confronting the client system is assumed to lie in the attitudes, values, norms,
and the external and internal relationships, rather than to be one that can be met by more
adequate technical information.

e Nonconscious elements that impede problem resolution must be brought into
consciousness and publicly examined and reconstructed.

e The methods and concepts of the behavioural sciences are resources that change agents and
clients use to deal with problems.

According to Luning and Marcelis (2009) and in relation to quality improvement change, the shared
power strategy is the most efficient strategy related to employee commitment as it aims to targets
employees’ personal values (e.g. mental model and personal mastery) and tries to establish a shared
vision for the organization [9]. Falbe and Yukl (1992) empirically showed that a shared power strategy
is more effective than change strategies using persuasion [116]. Nutt (1998) shows similar empirical
evidence and found that the usage of interventions and participation was more effective than the use of
persuasion and edicts [117].

With respect to food quality management, managers and employees have an obligation to receive
adequate education and training regarding food properties and food processes and it should be
integrated into the every-day basis of operations. [118]. However, conducted research on food hygiene
training shows that increased knowledge of food safety does not always result in positive quality
improvements and food handling behaviour [119]. Rennie (1995) argues that failure between obtained
knowledge and the observed behaviour from the employees is duo to the fact that most of the food
hygiene training emphasises too little on changing the individuals’ beliefs and attuited and that the
training sessions fails to take cultural, social and environmental influences into account [120]. To
prevent training from being wasteful it should be systematic, planned and specifically designed to both
provide individuals with sufficient knowledge and provide the information in an individually
graspable way [120].

From and organizational development perspective, shared power strategies are based on the belief that
all individuals are rationally self-interested, but at the same time are intrinsically social. By
intrinsically social it means that individuals follow socially funded and communicated meanings,
norms, and institutions [121] and assume that the individual’s own participation in the change process
is essential for building trust, and commitment, required for long-term performance improvements
[46]. Based on these assumption it is then argued that in order to organizational change to occur
successfully, organizational members must not only undergo radial informational processing, but must
also re-evaluate their attitudes, values, normative, orientations and institutional [93] [121] [92]. Lewin
argues that these noncognitive determinants of behaviour only occurs when individuals participate in
their own re-education [76] [97] [121]. Similar, to the beliefs of Luning and Marcelis (2009), Szabla
(2007) found empirical evidence supporting that shared power strategies are the most prominent for
creating high levels of individual readiness for organizational change [122].

Continuing with an organizational development perspective and the shared power strategy in mind, it
is explained that during organizational change normal activity patterns are being disrupted and in these
situations, individuals strive to make sense of the new environments and becomes increasingly more
active in information seeking, ascription meaning, and assumption making about the change process to
trying to draw conclusions about possible outcomes [88] [91]. Accordingly, individuals form
assumptions, expectations and impressions about the embarked organizational change [93].

While researchers have defined the concept of individual readiness for organizational change in
slightly different ways and emphasises on different aspects. Armenakis et al. (1993) emphasises on
organizational members’ attitudes and beliefs. Eby et al (2000) and Jones et al. (2005) both
emphasises on organizational members’ individual perceptions, where Eby et al. (2000) focus on to
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which extent individuals deem their organization to be ready to embark large-scale organizational
changes, and Jones et al. (2005) on individual positivism. All the researchers concepts are similar to
Holt et al. (2007) definition that individual readiness for organizational change involves an
individual’s evaluation of the four dimensions: appropriateness of the change, change-specific
efficacy, personal benefit from the change and management support for the change [77] [95] [96].
These definitions are conceptually similar to Kurt Lewin’s (1947) notion of the unfreezing step [77]
[96]. The unfreezing step occurs before any actual implementations and aims at altering organizational
members’ attitude about a change initiative in a way that they perceive the change as necessary [93].
When managers find a way to unfreeze existing behavioural equilibrium within the organization,
individuals become pervious for organizational change initiative [9] [76] [84] [93]. While it was not
empirically tested, Antony (2014) conducted based on a literature review that possible readiness
factors of the quality improvement methodology of Lean Six Sigma were similar to the findings of
Holt et al. (2007); that an organization is more likely to be successful with a implementation, when
employees display a ‘can do attitude’, are motivated intrinsically, find the change appropriate and
where it exist a clear communication between employees and managers [123].

In organizational change literature and research resolved around an organizational development
perspective shares the assumption that change always involves a learning process [93]. Beckhard and
Pritchard (1992) emphasizes that learning and change processes are part of each other. Change is a
learning process and learning is a change process [124]. Similar Watkins and Marsick (1993) defined
that “Change is a cyclical process of creating knowledge (the change or innovation), disseminating it,
implementing the change, and then institutionalizing what is learned by making it part of the
organization’s routines” [125, p. 21]. Coch and French (1948) argue that organizational individuals
displays higher degrees of acceptance and willingness to learn new methods if they participated in the
planning and the developing of the organizational change [126]. Organizations that embodies a
learning culture by supporting individual learning, inquiry and knowledge-sharing is considered a
prerequisite for successful organizational change by learning theorists [125] [43] [127]. These
organizations also tend to be better adapted to learn and manage change [43], meaning that a learning
culture not only empower individual engagement in organizational learning, but also develops
organizational capacity to make successful changes [125].

2.3 Individual perceptions and their implications on individual readiness

Eby et al. (2000) found empirical evidence indicating that employees’ perceptions regarding their
organization’s readiness for large-scale changes (e.g. quality improvement), individual attitudes and
preferences, work group and job attitudes and contextual variables all are important to understanding
individual readiness for change [96]. Additionally, employees’ perceptions of the organization’s
readiness for change is identified as one important factor for understanding organizational resistance to
large-scale changes [46] [77] [84] [85]. Arkenakis et al. (1993) defined theses perceptions as “the
cognitive precursor to the behaviours of either resistance to, or support for, a change effort” [77, p.
681] and argued that these perceptions either facilitates or undermines the effectiveness change
implementations [77].

In Lewin’s (1951) concept on the unfreezing step the process aims to alter organizational member’s
beliefs and attitudes about a pending change so that they perceive them as both necessary and likely to
be successful [85]. Eby et al. (2000) argues that this is an indication that individuals have
preconceived notions about the extent to which the organization is ready for change and that these
perceptions are likely to evolve over time as individual develop a history within the organization [96].
Furthermore, they argue that these perceptions are unique to the individual and that individual
readiness for organizational change reflects an individual’s unique interpretive reality of the
organization [96]. This perspective on individual perceptions are supported by other researchers where
Spreitzer (1996) and Bandura (1989) that individuals actively perceive their environments and are also
actively influenced by their perceptions, rather than being influenced from an objective reality, and

17



that in organizational context individuals may form very different perceptions from similar objective
realities [63] [128]. Weick (1979) argues that it is through this individual explanatory and sense-
making process that individuals develop an understanding and reference to work-related events and
experiences [129].

During large-scale changes these is argued to be uncertainty and ambiguity in roles and
responsibilities among the organizational members, where employee’s perceptions are their ways of
making sense of their reality [88] [91]. Hence, employees make assumptions about change processes
and respond to changing environments [93] [130]. As a result, organizational members either sees the
organization as cable of withstanding change and successfully adapting or believes that the
organization isn’t ready to undergo such change [96]. Turner and Crawford (1998) concluded, based
on analysing 243 cases of organizational change, that when employees’ motivations and willingness to
reshaping their capabilities (e.g. knowledge, skills and abilities) increases, so does the success rates of
change implementations [131]. Jones et al (2005) found similar evidence and suggests that employees
who perceive strong human relations values, reported higher levels of readiness for change at pre-
implementation [56].

2.4 Factors for individual learning

Knud llleris is a professor of lifelong learning and has over the years developed a three-dimensional
concept of individual learning which describes what factors that affects an individual’s ability to learn
and convert information into knowledge [132]. The three dimensions are Content, Incentive and
Interaction. llleris (2018) argues that it is important to understand that all learning comprises the
integration of two simultaneous processes. Similar to the argument of Weick (1979), llleris (2009) that
it is within the nature of humans to be sense-making and forms assumptions and perceptions of the
world in an effort to understand it [133].

There is an external interaction process between the learner and the individual's cultural, social and
material environment; and an internal psychological process of elaboration, impressions and
acquisition [134]. Similar to Senge’s theory on learning organization, Illeris (2009) argues that many
learning theories studies these processes separately, or only one of these processes, meaning that they
don’t cover the whole field of learning [12] [133]. Illeris (2009) argues that the whole field of learning,
consisting of the three dimensions of learning, must be taken into consideration when using learning
programs (e.g. training programs) if they are to be adequate and reliable [133]. Without this, Leaning
cannot be achieved as there may exist questions about the relevance of what is to be learned and
possible defence or resistance to what is to be learned [133].

The content dimensions are associated with cognitive learning and concerns what is learned. Learning
content contributes to building up understanding and the capacity of the learner and described as the
learner’s meaning, attitudes, values, ways of behaviour, methods, strategies, etc. [133]. The incentive
dimension comprises of the individual’s intrinsic emotional aspects (e.g. engagement, interest and
motivation) and provides/directs the mental energy of the learner [133]. Interaction dimension
includes social aspects (e.g. social interactions and environmental context) and provides the learner
with impulses that initiate the learning process. It serves the personal integration in communities,
cultures and society [133].
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Figure 1 The three dimensions of learning and competence development (from Illeris, 2018, p. 97)

The incentive dimension of learning include the conditions that are related to the extent and nature of a
individuals mental energy invested in learning, which is the motivation, the feelings and the will that
the individual mobilizes in a learning situation or in a learning process [133]. Learning processes
associated by being taught or trained have a close interplay between the content dimension and the
incentive dimension. Which content is being learned is characterized by the individual and the strength
of their mental energy, while motivation, feelings and willpower are influenced by the contestable
aspects of the learning [134]. The incentive dimension of an individual affects the characteristics of
content dimension regarding what is being learned and how the knowledge is integrated into the
individual’s everyday perceptions of their surroundings [133]. According to Illeris (2003) the decisive
factor for incentive dimensions of learnings is that of the educational challenge must appeal to the
learner’s interests and prerequisites. The challenges must be matched in the sense that they must not
be too small, so that they do not encourage any important learning, or too large, so that they are
experienced as to overwhelming and thus give rise to avoidable manoeuvres [132].

Ahmed et al. (1999) provide similar arguments of how incentive dimensions and different motivation
factors affects learning, but also argues for its importance for continuous improvement processes
within organizations. [113]. At an individual level numerous intrinsic and extrinsic motivation factors
have been identified as drivers of the individual’s willingness to learn [135]. Lin (2007) found that
employees attitudes towards sharing and communicating their knowledge with peers, was largely
influences by motivation factors such as reciprocal benefits, knowledge self-efficacy, and enjoyment
in helping others, while organizational rewards had no significant influence [136]. Findings by
Tremblay et al. (2009) are indicating that to high levels of extrinsic motivation (e.g. rewards and
evaluations) results in employees being less willingly to share knowledge and help their peers [137].
On the other hand, studies on focusing on individual learning indicates that instinct motivations have
less impact on the learning outcome when a highly desirable extrinsic reward are available [138] and
that moderate levels of extrinsic motivations have a positive impact on learning [139]. Dalaney and
Royal (2017) argues that when extrinsic and intrinsic motivators are carefully aligned in the
organizational context, employees will display higher levels of engagement and performance [140].

2.5 Summery

According to the existing literature proposed in this theory chapter, quality improvement are
continuous methodologies [10] [11] which through a systematic process, measure, document and
analysis organizational data with the purpose of improving the currently existing system [6] [9] [10].
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This, according to managerial research, requires employees to be included, engaged and motivated in
the process and the development of a learning organization [99] where employees willingly learn what
is required of them [12]. Similarly, organizational development theory related to the concepts of
‘readiness for organizational change’ argues that a learning culture is required and that employees are
willing to learn what is required of them [93]. Additionally, according to learning theory, individuals
are willing to learn depending on their sense-making and understanding of the content, how the
knowledge is integrated into the individual’s everyday perceptions of their surroundings and there are
sufficient interaction possibilities which provides the learner with impulses that initiate the learning
process [134].

Furthermore, individuals’ perceptions are identified to impact both readiness for organizational change
[96] and willingness to learn [134]. In relation to readiness for change, individual perceptions are
argued to either yield resistance or support to the change effort [77] and is depending on how they
understand and make sense of the context [129] based on the individual’s current and historical
knowledge and expertise [95] [96]. Similarly, Illeris (2009) argues that what knowledge and
information that a individual learns is dependent on the individual’s everyday perceptions of their
surroundings and environment [133]. That in order for an individual to learn the obtained knowledge
and information, the individual must perceive it to be of interest to the and not be overwhelming to
grasp [132]. Similarly, Holt et al. (2007) argues that a individual are more likely to display higher
levels of ‘individual readiness for organizational change’ if they perceive there to be personal benefits
to motivate them and if they perceive themselves to be capable of conducting the change [95]. There
incentive motivation factors of an employee (e.g. perceiving the change to be personally beneficial and
being of interest) are also argued to be of importance for continuous improvement implementations
within organizations [113].

These theories and empirical findings are aligned with both quality improvement theory and
organizational development theory, which argues that when a change agent uses change strategies
which emphasises on altering and influencing individuals’ norms, values and attitudes; will yield in
higher levels of commitment to the change among employees [9] [114] [122]. According to Lewin
(1947), this will require the change agent to being able to interact with employees in effective way to
re-educate the employees and influence their value, norms and attitudes [97], which matches the
findings of Dora et al. (2016) whom found the change agent’s soft skills to be a critical determinant of
the quality improvement methodology Lean manufacturing, within the European food and drink
industry [52]. Correspondingly, research on individual readiness for organizational change argues that
a individual will display higher levels of readiness for change, where change strategies focusing on
influencing individual’s norms, values and attitudes are used [93].

Lastly, the existing literature investigating ‘readiness factors’ of quality improvement initiatives
theoretically argues that an organization is more likely to be successful with a implementation, when
employees display a ‘can do attitude’, are motivated and where there are sufficient communication
between employees and managers [123]. This is similar to the Holt et al. (2007) proposed
measurement on individual readiness for organizational change, which defines readiness to be
dependent on how a individual perceives and the four dimensions: appropriateness of the change,
change-specific efficacy, personal benefit from the change and management support for the change
[95].
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3 Method

3.1 Selection of literature

A literature review has the purpose of introducing the problem and develops a background to the
issues by presenting a history of scholarly work on the subject. The end purpose is to clarify the
rationale for the study [141]. McNabb (2013) formulates three fundamental purposes of a literature
review. First the literature review shows the audience of the review, that the author is familiar with the
major contributions that have already been done in the research area, to provide validity. Second, the
literature displays the key issues in the research are and point out gaps in the current literature on the
subject. Thirdly, the literature review assists the readers in terms of terminology and comprehending
the principles and theories used by the author of the conducted study they are reading [142].
According to Brown (2006), there are five evaluation criteria for ensuring validity of a literature
review: purpose, scope, authority, audience and format [143]. Accordingly, these criteria and purposes
are considered during the whole process of the literature review.

The selected methodology for conducting the literature review is that of the systematic concept of
Snowballing proposed by Wohlin (2014). Wohlin (2014) recommends using reliable search engineers
such as Google Scholar for identifying a good set of start papers and to avoid bias in favour of any
specific publisher [144]. The two data bases Google Scholar and an institutional Summon where used
during this literature review. In Appendix 1 Wohlin’s definition of what characterize a good start set
of papers and how this was incorporated into this thesis, is presented.

During the iterations of the start set, both backward snowballing and forward snowballing was used.
Through backward snowballing, the start set’s reference lists were reviewed to identify new papers to
include in the literature review. As suggested by Wohlin, the following was considered when
examining the reference list:

1. Title — Is it tentatively a paper to include?

2. Publication venue — Is it published in a place where relevant papers may be published?

3. Authors — Do we know that the authors have published relevant papers in the area studied
before?

Based on the three criteria’s above each start set paper’s references was examined. All paper that as
deemed tentatively interesting at first was kept throughout the whole thesis. This way papers deemed
not interested could be re-evaluated further into the process.

Forward snowballing refers to the identification of new papers through examining other papers whom
citing the current paper. The same three aspects were taken into consideration when deeming a paper
interesting or not and the same method of documentation was used. In relation to this thesis’s aim, a
total of 291 papers & reports and 22 books was deemed interesting and thoroughly read.

3.2 Selection of methodology

The aim and hypothesis of this study is based on reviewal of existing literature and conceptual model
developed is created based on the logic of theory. According to Simons (1987), with analytic surveys
one can test a theory by taking the logic of theory into the field [145]. Several behaviour scientific
papers such as [95] [96] has favoured similar approaches for investigating determinants and factors of
‘readiness for organizational change’. On the other hand when studying organizations, groups or
individuals with a purpose of understanding human behaviour and functions, such as individual
perceptions, previous researchers has favoured a qualitative approach [146] [147]. Data collection
through communication methods such as interviews enables the individuals who have experienced a
particular phenomenon, to explain it to the researcher. This type of data collection makes it possible to
generalize the results and tested theories [146]. An instrumental case study approach was favourable,
as it allows the researcher to conduct data triangulation from survey instrument as well as interviews
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with individuals, to provide insight into a particular issue, redraw generalizations [148]. Data
triangulation enables convergence multiple sources of evidence of the single study and helps
strengthen the construct validity of the case study [149] [147].

It was suggested through literature that employee’s perceptions of the objective reality affects
readiness for change [85] [96] and willingness to learn [133]. This because individual’s perception of
the objective reality determines if an individual believes a change will be successful [56], if it has any
organizational valance [95] or personal valance [134]. Hence, the survey should be formulated to
investigating individual’s perception [95] and interviews should be conducted to generalize the results
and tested theories [146], where observations should help the researcher to understand the natural
setting in which the phenomena exists [146].

For this study the single-case study methodology was selected and was based on the proposition of
Yin (2014) who stated that the method is considered to be the most suitable methodology when
investigating events over which the researcher has little or no control over [149]. This approach is also
supported by Ghauri and Grgnhaug (2010) who suggest that the case study methodology be utilized
when “how” or “why” questions are being asked [146].

3.3 Selection of case

During limited timeframes it is suggested that smaller organizations are studied, as the communication
lines are smaller and faster and that it is easier to get overall or in-depth information [146].
Furthermore, the majority of the European Union companies within food and drink industry are
classified as small and medium-sized enterprises® (SMEs). SMEs stands for approximately 98 % of all
the registered enterprises within the FDI and approximately 63 % of all employments within the sector
[1]. Welsh et al. (1981) argues that SMEs cannot be considered to be “small large-companies” and that
they have different organizational factors [150] a research within the food and drink industry suggests
the same [7] [52] [151]. Thus, smaller organizations (SMES) represents the majority of industry,
suggesting that smaller organizations also are more relevant for this study.

Enterprise size among food and drink industry SMEs is a significant factor relating to quality
management system® implementations, where medium-sized enterprises in the industry are more
mature in these implementations compared to small- and micro-sized enterprises within the same
sector'® [6]. In the context of SMEs’ limitation of resources, falter in quality improvement
implementations, may affect their survivability [151]. Medium-sized enterprises are the likeliest of the
SME categories to being able to implement a quality management system in its true form, as these are
the most likely enterprises to have the resources to obtaining the required knowledge and
manufacturing processes [6]. Hence, it was deemed that a medium sized enterprise within the
European union would be the most appropriate category of food and drink industry sizes to study.

Duo to limited financial resources for traveling and the timeframe, the geographic location of possible
Organizations to observe had to be adapted to the researcher’s current geographical position. Thus,
medium sized enterprises of the food and drink industry located in south of Sweden, a European union
country, were contacted.

Furthermore, this study aims to investigate employees’ perceptions towards quality improvement
initiations, and only organizations aiming to implement quality improvement methodologies (e.g. Lean

8 The European commission categorize SMEs into three groups:

Micro — Staff headcount below 10, turnover below € 2 m and balance sheet total of less than € 2 m.
Small — Staff headcount below 50, turnover below € 10 m and balance sheet total of less than € 10 m.
Medium - Staff headcount below 250, turnover below € 50 m and balance sheet total of less than € 43 m.

° Quality improvement is one aspect of a quality management system [6].

10 The food SMEs is categorized into a different sector depending on their products and processes. Generally, the major sectors are defined as
meat, fish, confectionery, dairy, cereal, bakery and fruit & vegetables.
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manufacturing, Six Sigma or Lean Six Sigma) was deemed appropriate for the study. The concept of
readiness for change involves individuals’ perception of the organizations chance of success and own
capabilities of performance related to the intended change [95].

The importance of appropriate change strategies and good change agents has been highlighted to be
important factors of the successfulness of both quality improvement imitations [52] and individual
readiness for organizational change [76] [77]. Thus, the change agent and the selected change strategy
is an important part of understanding ‘why’ the testing of the theoretical concept looks as it will.
Hence, the selected company to study should have a change agent to observe and communicate with.

Based on the aforementioned, a number of criteria was created, and organizations were contacted and
invited to participate in the study. The criteria can be found in Appendix 2.

A Swedish company within the fruit and vegetable sector, with characteristics fitting the description of
a medium-sized enterprise in terms of total turnover and balance sheet, was selected for this study. The
company were about to embark on a Lean manufacturing initiation and the change agent would be
preparing the organization for an initiation one month after the arrival of the researcher.

The organization which participated in this study reported that their motivation for implementing Lean
manufacturing practices were to improve market shares, reduce product variation and improve
machine efficiency. The implementation of Lean manufacturing practices would be implemented in
two steps and with a piecemeal approach?!. First, the change agent was charge with the duty of
building and creating stability of the operations. Instabilities within the organization in the previous
year had resulted in difficulties measuring performance such as overall equipment effectiveness (OEE)
and exact performance losses were unknown due to lack of data registrations. This was a preparation
phase where the change agent would build and implement standards for basic operation procedures.
The second phase of the initiation of Lean manufacturing would be the implementations of Lean tools
for eliminating losses, such as quick kaizen (QK) and 5S, performance improvements would be
measured against current OEE. Once these quality improvement preparations were finished, the
implementation of Lean manufacturing and continuous improvement strategies would be initiated.

A total of 32 employees worked at the company of which 5 were from staffing agencies. A
confidential agreement was signed to protect the identity of the company and to build up trust between
the researcher and the company. Building trust between the researcher and the employees of the
company is important through data collection of qualitative communication data such as interviews
[146]. The employees of the company worked in two shifts and both shifts were covered during the
timeframe of the study. Field observations were conducted over a period of five months, where the
researcher collected data from verbal reports, shadowing the change agent of the organizational
change, observations of daily activities and historical review of organizational documentations. The
purpose of these field observations is explained in 3.4.1 Observations section.

3.4 Data collection

3.4.1 Observations

Case studies are qualitative constructions and often involves field-based data collection through
sources such as, verbal reports, personal interviews and observations as primary data [152] [153].
Additionally, reviewing of organizational documents has been conducted in other case-study papers
related to exploratory research within Lean manufacturing [52] and is useful for historical reviews of
the organization [146]. For this study human field observations were conducted, as it enables the
researcher to observe the participants of what they actually do and not just what they say [146]. Direct
observations are often useful in providing additional information about the topic being studied [149].

1 The Lean implementation was first going to implements in one section of the organization.
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Luning and Marcelis (2006) argues that food quality management involves both management of food
dynamics and human dynamics. While the food dynamics refers to the variability properties of food
products, human dynamics refers to variability of decision making behaviour related to food quality
management issues [23]. These decision-making steps involves formation of perception, attitude, and
choice intention, respectively, and actual decision-making [154]. These decision-making steps are
influenced by various factors like, information, personal characteristics and social/organisational
circumstances [23]. Field observations enables the possibility for the researcher to observe these
various factors in their natural setting [146] and understand how these various factors influences the
conceptual model.

Field observations were conducted over a period of five months, where the researcher collected data
from verbal reports, shadowing the change agent of the organizational change, observations of daily
activities and historical review of organizational documentations.

Historical review

Organizational documentations were reviewed to better understand the history of the company as Eby
et al. (2000) argues that an individual’s previous experiences within an organization affects their
perceptions within the organizational context. Furthermore, documentary information is regarded to
relevant in most case study approaches and used for corroborating and argument evidence from
findings by other sources of data collection [146].

Documentations from previous report-meetings, date up to seven months before the arrival of the
researcher, were both categorised accordingly and reviewed with the same purpose of the observed
report-meetings. Additionally, the history of reported issues was compared with observed reported
issues to understand which problems that were continuous, which that were temporary and if the
methods for solving these issues had changed. Managers were also asked about the information in the
historical documentations to better validate that the categorization of documentations, where the
researcher had not participated directly.

Documentations from conducted field inspection by the safety manager, of which the researcher didn’t
participate when conducted, were reviewed to find inferences from the documentations and possible
clues, worthy of further investigation through the other observation methods. Additionally, these
documentations and descriptive notes were used to better identify if previously reported incidences
occurred duo to system flaws, such as lack of sufficient training; or if they occurred to do behavioural
flaws, such as individual carelessness.

Furthermore, presentations, plans and documents related to the embarked Lean initiation of the
organization were reviewed. This to better understand the descriptive version of what ‘shared vision’
the managers want the organization to embrace and how they planned to initiate this.

Verbal reports

Daily report-meetings were observed where the organizations administration and managers
participated and informed each other of the previous day’s outcome regarding staff safety, production
& planning and food quality. The aim of these observations where to evaluate what the daily
challenges of the organization were, in order to better understand why and the management decide to
prioritise and allocate resources as they do.

Each morning during weekdays, the administration and managers of the case study held meetings
where they briefed each other of the previous days outcomes in terms of: staff safety, production &
planning and food quality. The researcher participated in a total of 38 daily report-meetings. During
these meeting the researcher took notes of each reported topic and issue.

Seeing as food quality management involves human dynamics and it is argued that the complexity of
food products results in increased variation of employee performance [23], the notes taken during the
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daily report-meetings where categorized as either a system issue or a worker issue. Furthermore, based
on the historical review of documentations provided during the study; the notes were also categorized
according to the organization’s own categorization of staff safety, production & planning and food
quality. This as using the same categorization method on all collected data will help examining
relationships between the data sources [155]. Furthermore, during the meetings it was also noted how
and who that had provided the information for example if an identified issue had been reported by the
employees on the setting or detected later on by a manager conducting an inspection.

Shadowing of change agent

Previous findings such as Dora et al. (2016) and Falbe and Yukl (1992), indicates that the change
agent’s softer skills are of great important for the successfulness of an organizational change. Hence,
the change agent was shadowed and observed with the purpose of understanding and identify the
change agent’s softer skills. Furthermore, conversations with the change agent were conducted after
certain events or activities to better understand what motivated the observed behaviour.

The change agent was shadowed approximately once a week over the five-month period of
observation and the change agent’s activities related to the quality improvement initiation were
observed, where notes were taken related to ‘what’ and ‘why’ they were made. The documentations of
the change agents activate were used to identify how much of the change agent’s activities different
employees were exposed to during the time of the study. This as an employee’s perception related to a
specific change is influenced by the individual’s previous experiences and history of the specific
change topic [96]. These notes were then compared with the survey data collection.

Additionally, traits and behavioural patterns of the change agent were observed and compared with
Schermerhorn (2011) and Luning and Marcelis (2009) definition of the change strategy types: Force-
coercion, Rational persuasion and Shared power. The purpose of this comparison was to determine
the managerial behaviour of the organisational change to better compare the findings of the study with
theoretical arguments of expected results. This as it has been theoretically argued and empirically
shown that different change strategies affect results in different likelihood of success during
organizational changes [114] [117].

Field observations of daily activities

Collecting data from direct observations are favourable in aspects of immediacy and contextuality of
the case’s activities [155]. This as the phenomena of interest, the organizational change, isn’t historical
and that relevant social and environmental conditions will be available for observation [146].

The field observations were conducted spontaneously and unannounced on daily basis over the five-
month period of observation. This to reduce reflexivity bias of the data collection, as scheduled
observations may result in actions proceeding differently [146] [147]. Observations were conducted in
two ways, either one part of the production were observed for a longer period and during both shifts,
or the researcher would walk around the whole factory and observer all parts of the production for
shorter time periods. The purpose of observing one segment of the production for a longer time, was to
get in-depth knowledge about the activities of that specific segment and to examine the impact of
human dynamics. This as quality improvement aims to reduce variation [61] and the human dynamics
within the food and drink industry is considered larger than in normal manufacturing industries [64].
Thus, the quality improvement initiation aims to reduce these variations [9]. When conducting
observations on the whole production the purpose was to observe the communication channels and
social constructions within the organization. Especially, how interactive employees were among each
other within different segments of the production chain. This as both the communication channels and
social constructions within the organization are argued to be important determinates for quality
improvements [31] such as Lean [52] [106], learning dimensions [109] [134] and individual’s
readiness for change [56].
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Additionally, during the five months of observation, employees would voluntarily initiate
conversations on particular topic. This type of spontaneous or unmanaged descriptions can often
contain reluctant information or opinions [156]. Notes of these conversations were taken during or
directly after the conversations, which was advantageous as the impressions from the conversations
still were new [157]. These notes where then categorized based on the topic of the conversations.
Later, these notes were compared with the other collected data from observations to construct a
synthesis of the organizational reality that the employees work within. This is especially useful when
the researcher want to capture the insiders® perspectives in their own words [155], which is an
important aspect when adapting surveys formulations and structures for the participants [146].

3.4.2 Survey and item development

To ensure validity of the survey instrument, the researcher has adopted previous measurement models
of ‘individual readiness for organizational change. One advantage of using these pre-existing
questions is that they already been tested at the time of first use. The questions were further validated
by asking three academicians, two operational managers and one executive manager of the
organization to complete the questionnaire. Based on their reactions and feedback, the questionnaire
was revised and used for the survey. The three academicians had educational backgrounds in either
Quality management within the food sector, Industrial economics & management and Public Health &
Education. However, one should consider the respondent’s background when it comes to educational
level, cultural background, knowledge and acquaintance with the subject’s matter [146]. Thus, four
ground-floor employees of the selected case study company were asked to review the questionnaire
and based on their reactions and feedback the questionnaire’s language was also revised. It was
detected that several of the employees’ knowledge within the English language could have negative
impacts on the response data, duo to difficulties of understanding the exact meaning of each question.
As a result, a Swedish translated version of the questionnaire was created and a forth academician,
whom has an academic education in the languages of both English and Swedish, were contacted to
review the translation and provide feedback. The Swedish version was also included in the evaluation
from the other reviewers.

There were two sections in the questionnaire, see Appendix 3. The first section covered the
employee’s employment information. The purpose of this section was to provide the researcher with
additional information to better understand how different sectors of the organization responded, and
also be taken into consideration when conducting interviews.

The second section was used to extract information regarding the employee’s perceptions towards the
quality improvement change and its perceived benefits; through measuring ‘readiness for change’
based on the measurement proposed by Holt et al. (2007). A total of 30 of 32 employees responded
with a participation rate of 93,75%. The two non-participants were either unavailable throughout the
data collection timeframe or declined to participate duo to lack of self-confidence with their own
knowledge in both the Swedish and the English language. The survey was handed out personally in
paper form to each participant.

Participants were asked to indicate their level of agreement with each of the 30 items in section two,
using a Likert-type scale ranging from 1 (does not correspond at all) to 7 (corresponds exactly), which
is the same scale measurement used by Holt et al. (2007).

Survey items

The selected survey items were constructed based on the findings and items of Holt et al. (2007). A
total of 21 items measuring individual readiness for organizational change was selected of which 2
item measured Management Support, 9 items measuring Appropriateness, 6 items measuring Change
efficacy and lastly 3 items measuring Personally Beneficial. While all the items of the two categories
change efficacy and personally beneficial were found appropriate; the feedback given by the four
ground-floor employees and review from the executive manager of the organization, indicated that not
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all questions measuring Management support were relevant. Instead an 3 items was developed based
on the feedback and the findings of Holt et al. (2007). Additionally, 1 item measuring appropriateness
was excluded based on the same feedback. The final items of the survey were:

Management Support

3. Our organization’s top managers have put all their support behind this change effort.

4. Every manager has stressed the importance of this change.

5. Our organization’s managers have presented me with opportunities to prepare and learn about the
change.

Appropriateness

6. | think the organization will benefit from this change.

7. This change will improve our organization’s overall efficiency.

8. Inthe long run, I feel it will be worthwhile for me if the organization adopts this change.
9. This change will make my job easier.

10. When this change is implemented, I don’t believe there is anything for me to gain.

11. The time we are spending on this change should be spent on something else.

12. This change matches the priorities of our organization.

13. There are legitimate reasons for us to make this change.

14. Tt doesn’t make much sense for us to initiate this change.

Change Efficacy

15. There are some tasks that will be required of me when we change that I don’t think I can do well.

16. | do not anticipate any problems adjusting to the work | will have when this change is adopted.

17. When we implement this change, | feel | can handle it with ease.

18. | have the skills that | need to make this change work.

19. When | set my mind into it, | can learn everything that will be required when this change is adopted.

20. My past experiences make me confident that | will be able to perform successfully after this change is
made.

Personally Beneficial

21. I am worried | will lose some of my status in the organization when this change is implemented.
22. This change will disrupt many of the personal relationships | have developed at work.

23. This change embarks the same values as | do.

3.4.3 Interviews

Data collection through communication methods such as interviews enables the individuals who have
experienced a particular phenomenon, to explain it to the researcher. This type of data collection
makes it possible to generalize the results and tested theories [146]. Furthermore, interview studies are
common and preferable among researchers when used to elicit respondent’s perceptions [147].

Hence, participants of the survey would be interviewed after the results of the survey were analysed,
with the purpose of understanding why the findings correlated as they did. Additionally, the change
agent’s selected change strategy is argued to have an impact on employee’s readiness for change [77]
[97] and the change agent’s ‘softer” skills is argued to have an impact on the successfulness of Lean
imitations within the industry [52]. Hence, interviews with the change agent was deemed useful, as
interviews focuses directly on the case study topic and understanding the individual’s personal views
[149].

When preparing for an interview the researcher needs to have sufficient knowledge within the topic to
understand what information is desired from an interviewee and understand who would be able to
provide that information [146]. Thus, the researcher of this study designed the interview guide based
on the findings from the conducted, literature review, observations and survey data.
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The number of possible interviewees were limited duo to the company’s size. The employees were
asked if they would like to participate in interviews and the selection of employees interviewed was
based on those who volunteered. A total of 9 employees participated in the interviews, 8 employees
from different departments and the change agent.

Interviews with employees

Semi-structured interviews were for interviewing employees, as it allowed the researcher to construct
a framework and direct the respondent towards the specific areas of appropriates of change, change-
specific efficacy, personal benefits for the change, management support for the change, willingness to
learn and additional motivation factors; while still enabling the respondent of being able to respond in
their own way.

The interviews were conducted when and where the interviewee selected, which meant that the
interviews were conducted in different contexts. None of the interviewers wanted to be participate on
their free time, instead all preferred to be interviewed during their breaks. This limited the leigh of
each interview and the length of each interview was approximately 20 minutes. five of the eight
interviews were conducted at their work stations, while the other four were conducted in a conference
room. Recording was not possible at the interviewees work stations duo to environmental disturbances
and organizational policies regarding personal devices within the factory. The four interviewees whom
were interviewed at a conference room, were asked if they permitted the conversation to be recorded,
where four of the five interviewees agreed, and the interview was recorded and transcribed the same
day. The purpose of transcribing the data was to make it possible to repeat and review the data
repeatedly. This gave us a more accurate picture of what was presented during the interviews and thus
we could reduce the risk of making incorrect interpretations of the material. Additionally, notes were
taken during all interviews, using paper and pencil, of what they said and how they said it. An
interview guide was designed and used during the interviews, see Appendix 4, and on some occasions
the interviewee was asked if they had something to add, such as a question. Additional questions that
was not included in the interview and were associated with something the interviewee had said.

Each interview was initiated with a description of the purpose of the interview and within what topics
the questions were related to. The purpose of this was to clarify the expectations of the interview and
also present an opportunity to answer any questions the interviewee had regarding the their
participance.

Interview with the change agent

The purpose of the interview with the change agent, was to determine the characteristics of how the
person favoured and conducted the change strategies within the organization. More specifically, the
interview aimed to compare the answers related to Schermerhorn (2011) and Chin and Benne (1985)
categorization of change strategies together with Choi and Ruona (2011) description of change
strategies related to individual readiness for organizational change, which was presented in the theory
section. The interview was a semi-constructed interview with a prepared interview guide, see
Appendix , based on Schermerhorn (2011) categorization. The interviewee selected the location and
time for the interview and there was no set time limit. The change agent agreed to be recorded and the
recording was transcribed the very same day. Additionally, notes were taken during the interview
related to impressions and how the change agent gestured and what tone was used when describing.
Before the interview the purpose of the interview was explained, and the interviewee were present an
opportunity to ask questions regarding the their participance.

3.5 Data analysis

3.5.1 Observations

The collected data from the observations were analysed as convergent evidence, where data
triangulation from multiple sources of evidences were used to strengthen the construct validity [149].
When using triangulation of multiple source, it is suggested that the data collected are following a
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similar convergence and categorized similarly for the findings to be more convincing and accurate
[149]. Thus, the data analysis was primly divided into the three groups of Safety, Food quality and
Production & Planning as this was the found to be the common ground in which the company
themselves managed the organization. Furthermore, the collected data was divided into two sections
depending on if the data was collected during the time of the observation or if the data was historical.
This as validating the two sections of data are different [155].

Collected data related to reported deviations and identified issues, such as delayed deliveries from
suppliers or employees not following the organizational rules, were categorized into the groups of
Safety, Food quality and Production & Planning and graphics of the number of reported deviations
were constructed. Observations of verbal reports, documented reports describing incidents and notes
from the field observations were used to motivate each reported deviation’s categorization.
Additionally, the categorized deviations were colour coded depending on their impact size. For
example, individuals who were reported no using safety glasses were colour coded in one colour,
while large food frauds resulting in large reclaim procedures and require new production plans, were
colour coded with another colour.

The created graphs formed the basis for the continued analysis of the material through studying
patterns between them and comparing these patters with literature from the theory chapter to find
possible motivations. These findings were then considered when conducting the semi-constructed
interviews.

3.5.2 Survey

First the collected surveys were reviewed to exclude respondents with incomplete questionnaires and
remove possible bias. Out of the 30 collected surveys, all were completed and no responded were
excluded duo to incompletion.

When investigating for possible bias, the researcher embraced the methodology proposed by Schmitt
and Stults (1985) and investigated bias related to ‘careless’ responses. A careless responded according
to Schmitt and Stults (1985) has not responded randomly. Instead the respondent simply read a few of
the items in a measuring instrument, inferring what it is the items are asking of the respondent, and
then respond in like manner to the remainder of the items in the instrument [158]. This means that any
items that is phrased inconsistently with the rest of the items, will elicit a response that is inconsistent
with the responder’s real position on the construct being measured [158].

In line with the recommendations of Schmitt and Stults (1985), one responded displayed a response-
style similar to the description of ‘careless’ and were considered a bias. Specifically, on the Likert-
type scale ranging from 1 (strongly disagree) to 7 (strongly agree), the respondent displayed response-
style bias, rated “7” on the items reading “There are some tasks that will be required of me when we
change that I don’t think I can do well.” and “When we implement this change, I feel I can handle it
with ease”, while rating “1” on the item reading “I do not anticipate any problems adjusting to the
work I will have when this change is adopted.” and “When I set my mind into it, | can learn everything
that will be required when this change is adopted.”. This yielded a useable sample of 29 respondents
and an included participation rate of 90,625%.

Each respondent’s survey was reviewed with the purpose of adapting the interview guides and to
provide guidelines of what possible additional observations that might be relevant to observe.
Differences among employees within the same department, among different departments and of
different employments; were compared.

Furthermore, responses were used to measure the individual readiness of each employee and the
average individual readiness of each department of the organization. Here the responses from
managers were excluded yielding a total of 22 responses of interest.
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The answers of each respondent were analysed through calculating an average score based on the 21
answers in section two of the survey, where a high average score is perceived to indicate high levels of
readiness, while a low score represents low level of readiness. Furthermore, this ‘individual readiness
score’ was calculated by first calculating the average score of each category, Management Support,
Appropriateness, Change Efficiency and Personally Beneficial. These average scores were then added
together and divided by four to yield the average score of which was used to measure the individual’s
readiness for change. This as the four categories included different amount of questions, and by first
taking an average scour of each category and then calculating a total average; each category affects the
result equally.

Management Support + Appropriateness + Change Ef ficiency + Personally Beneficial
4

Indivdual readiness =

The organization’s department was categorized as: Logistics, Production, Packaging and Others. The
categorization was based on the layout of the production and how the organization themselves
categorized the activities of the organization. This would enable the findings of the analysis to be
compatible with other conducted data collections and observations, which helps examining the
relationships between the data sources [155]. Logistics includes the employees working within the
warehouse whom store and transports the products to the production, from the packaging and from the
suppliers. Production includes all employees whom work with the processing of the products within
the organization. Packaging includes the employees whom package and labels the processed products.
Others includes employees working at maintenance (e.g. technicians) or the administration (e.g.
marketing) and are not themselves in contact with the products.

3.5.3 Interview
To ensure that the transcribed gave a fair picture of the interviews, the researcher re-listened through
all the interviews, aligned with the transcribed material in order to correct errors.

This material was then analysed according Graneheim and Lundman (2004) methodology which
meant that events and themes depicted in the interviews were interpreted [159]. The collected data
comprised to a number of unstructured pages of notes and lists of activities. To make sense of these
pages, lists and texts; an analytic method was used next which meant finding the similarities and
themes of the material. Meaning units, codes and categories were developed with premise from the
theory chapter, where the meaning units were coded as the material was being processed. Meaning
units are words, sentences and paragraphs that can be related to each other through content and context
[160], where the meaning units of this study consisted mainly of single sentences or shorter
paragraphs. The meaning units were coded and compiled into different categories, the categories were
predetermined based on the content of the conducted literature review and theory chapter. Through
categorization, differences and similarities between codes could be elucidated [160]. Graneheim and
Lundman (2004) argues that no collected material should be ruled out duo to lacks of appropriate
categories and neither should codes fit into multiple categories [160] and accordingly all collected data
could be comprised into the predetermined categories without either being ruled out or fitting several
categories. When all the codes were sorted into the categories, subcategories were created to structure
the codes within each category. These subcategories were not predetermined but developed and
adapted within the organizational context of the study. Lastly, a table of content was created
containing the meaning units, codes, subcategories and categories.

The created table formed the basis for the continued analysis of the material through studying each
row of the table and compiling them in the empirical literature. The empirical material was then
further investigated through comparison with the content of the theory chapter and with collected data
from the other sources.

The transcribed material and taken notes were condensed to make the sentences shorter but keeping
the important information. The methodology primarily interpreted the visible and obvious in the text,
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rather than underlying sentences that were not as clear and open for interpretation [160]. By
distinguishing sentences, interesting statements and experiences could be distinguished from the data
and related to the content of the theory chapter through the creation of codes.

The assay method used and described above is influenced by the investigators' previous experiences
and values. The analysis therefore requires that there is a balance between how much the investigator
interprets and how much the text is allowed to speak for itself and thus does not interpret too much in
what is stated in the empirical material [153] [160].

Analysis of interview with employees

The main purpose of the interviews with the employees were to further investigate and understand the
findings of the conducted observations and survey. It is suggested to use similar analytical structures
for convergence of evidence to improve validity for the case study analysis [149]. Thus, the
predetermined categorizations of these interviews were based on the theory chapter and categorized
into readiness for change, willingness to learn, intrinsic and extrinsic motivation; comparable to the
conceptual model.

Analysis of interview with change agent

The interview with the change agent was more focused than the interviews of the employees and with
a different aim. While the purpose of the interviews with the employees were to understand the results
of the survey and the findings of the observations; the interview with the change agent aimed to
classify the change strategy methodology preferred by the change agent. Hence, the constructed
categorizations and codes were different than from the other analytics. Still being predetermined from
the theory chapter and literature review, these categorisations were based on Lewin (1947), Chin and
Benne (1985), Luning and Marcelis (2009), Choi and Ruona (2011) and Schermerhorn (2011).

In order to determine the change strategy of the change agent of this organization, underlying
meanings from the meaning units had to be identified, to better fit the general descriptions provided in
theory. Following Graneheim and Lundman (2004) suggestions, the meaning units were condensed
both to have a description close to the transcribed text, and a description of interpretation of the
underlying meanings.

3.6 Ethics

3.6.1 Observations

At the arrival of the first day of the field study and the initiation of the case-study and observations,
the executive manager of the company informed all employees, during a meeting, of the researcher’s
presence and gave a short description related to the aim and purpose of the researcher’s presence. It
was explained that the purpose of the research was to investigate the quality improvement initiation
happening at the company and that the researcher would conduct observation on the site with the
purpose of investigating factors that might determine its successfulness. Additionally, the researcher
informed the employees that the purpose of these field observations was to better understand what
understand human dynamics that effect this quality improvement. The researcher also explained their
rights as participants, that they could be excluded in the study if they wanted; and the confidentiality
of the study. This was important for the employees to know in order to be able to make a decision if
they wanted to participate or not [146]. It was explained that no information gathered from these
observations would be associated to an individual employee, but that a quantitative approach would be
used to better understand the challenges of the organization. Lastly, the researcher invited to
employees of the organization to engage in conversations on any topic they desired, and that this
information would in that case be a part of the collected data of the observations.

3.6.2 Survey
Each participant in the survey was personally physically contacted onsite and asked if they would like
to participate in the survey. It was explained that in the survey the participant would be asked several
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questions related to their perceptions of the Lean initiation that their company were to initiate, and it
was explained that a ‘perceptions’ is the same as what the individual think or believes and that there
are no right or wrong answers, only what they believe. Moreover, it was explained that there are two
sections of the survey. It was explained that the first would only be reviewed by the researcher with
the purpose of better understanding what questions that might be relevant for different areas of the
company for future interviews and that the second part would be used for a statistical analysis related
to the concept of ‘readiness for change’. It was also explained that the second part were to be answered
on a scale from 1 to 7 where 1 meant strongly disagree and 7 meant strongly agree with the statement.
Furthermore, it was clarified that all surveys were to be answered anonymous.

The researcher also remained close by while the participants answered the survey and told the
participants that if they had any question related to the survey in terms of language or how to answer
the survey, they could call on the researcher to come and help clarify. If asked any questions that
didn’t relate to language or how to answer the survey, the researcher only replied with that there are no
right or wrong answers as it is the participant’s perceptions that is of interest.

After the participants had answered the full survey, the researcher invited the participant to a short
conversation related to the questions of the survey. During these conversations the researcher asked if
the participant accepted that the information of the conversations was used for the data collection and
if it was accepted that the researcher took notes on the back of their survey regarding what was being
said.

Once all participants had answered the survey, each survey was given a number randomly and
independent of the order they were answered. This to increase the participants anonymity when being
inserted into the statistical data program.

3.6.3 Interviews

Before conducting the interviews, the participants were approached physically and asked if they would
be like to participate in an interview. It was explained that the interviews would be based upon the
previous findings of the observations and the survey and be orientated around what they thought about
the quality improvement change. It was also explained that the interview would be anonymous, but
that citations and other findings might be used in the report. The participants were approached, and
interviews were booked, without the involvement of other individuals to ensure their anonymously.

Before each interview, the researcher explained for each participant again the purpose of the interview
and that the information provided during the interview could be used in the report. Furthermore, it was
explained that the final report will be sent to company once finished and be a public publication.
Furthermore, it was explained that all notes and recording of the interview would be unavailable for
anyone but the participant and the researcher and that all collected data would be destroyed after the
publication of the final report.

Lastly, it was explained that the participant had the right to change their mind about their participation
at any time of the study and that the researcher then would destroy all material from the interview
without asking any questions.

Interviews with the change agent

The change agent of the company was presented with the same information as the employees
regarding their confidentiality and asked if they would agree to let statements and information
collected from the interview be published and that the notes and records of the meeting would be
destroyed after the publication of the report. The researcher explained that the purpose of the interview
was to compare the answers, provided during the interview, with theoretical categorizations of
different change strategies and that the purpose of this was to better understand the results of the
survey. It was clarified that internal personal of the company would be able to identify the identity of
the change agent and that of the citations and information published in the report. The change agent
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was asked if they gave their consensus that the information collected during the interview could be
published, before starting the interview.

3.5.4 Collected data

To ensure that no unauthorized personnel gained access to the collected data during this study, all
collected data was stored in two USB and only accessed through these USBs. The purpose of having
two USBs were to have a backup in case of loss of data during the conducted research. The data was
never transmitted over the internet and only opened on the researcher’s personal computers or the
computers of the company. Additionally, all data collected from observations, the survey and
interviews were stored in an encrypted map on the USBs with a password only know to the researcher.

Throughout the study the target groups size has been considered and the risk of readers identifying the
individual participant. In order to prevent the participants from being identified, all collected material
has been unavailable for unauthorized persons to read. The researcher did not distribute the collected
material, neither orally or in written forms. The collected material has not been used for any other
purpose than for the usage of these study and will therefore be destroyed after the approval of the
work, which was clarified to the employees of the organization at several occasions.

Additionally, the company’s identity and the risk of unauthorized persons being able to identify the
company was taken into consideration and based on request from the company, no information that
can be used to identify the company has been included in the report. Thus, the name of the company
has not been published and information about company size and geographic location has been adapted
to fit the description of several other nut processing companied within the same geographical location.
Furthermore, internal personnel of the company were given the opportunity to read the report and give
their consensus, before publication.
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4. Result

4.1 Observation

4.3.1 Historical documents

Historical documentations from meetings of the same type as the verbal reports were reviewed. The
documented reported issues of previous meetings were categorized in the same manner as the
documentations from current verbal reports. Historical reports dating up to six months before the
initiation of the quality improvement process were categorised and a total of 105 issues had been
documented. In the Table 1 the categorization of the observed issues is presented.

Each issue was categorized into the categorise of Safety, Food quality and Production & Planning,
depending on its concerning. These three categories were then divided into three sub-categories
depending on what or who caused the issue. The first sub-category involves supply chain-issues
related to events external to the organization, such as delayed shipments. The second sub-category
includes the issues that are cause by system failures such as machinery-breakdowns or when
employees conduct mistakes duo to lack of information [161]. The last sub-category involves
conscious error of the staff where the manager could identify the staff-member to have to required
knowledge but acted carelessly or simply did not care.

As can be seen in Table 1 most reported issues were related to food quality. Here the majority if larger
issues were related to food frauds or inaccurate documents from suppliers or machine issues where
resulted in unsatisfying food quality properties.

Table 1 Data collection of historical documents
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4.3.2 Verbal report

During the five months of observation, a total of 184 reported issues by the management was observed
through participation of verbal reports. It was observed that these meetings often were used to share
information between all the managers of the organization and to inform everyone what everyone else
was activities they would conduct that day.
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Table 2 Data collection of verbal reports

VERBAL REPORTS

~
<

28

o)}
3 - o I

~ n
| I I . -
z »— v z »— w z »— w
T s s = T s s = T s s =
(&) E w " (&} E w “© (&} E w «
> o > o > o
> 3¢ > 3¢ > 3¢
. z o . z o . z o
=) < =) < =) <
7 = n = n =

SAFETY FOOD QUALITY PRODCUTION &

PLANNING
Safety

The issues related to safety often involved employees breaking organizational regulation regarding
their own safety and majority regarding not using all the required equipment when conducting daily
activities. Specifically, the most common reported safety issue was regarding the lack of usage of
safety glasses and employees taking shortcuts over areas that were forbidden to cross. These issues
were often discussed as a lack of training, where only a few were considerate to be duo to careless
behaviour. On the other hand, several safety issues were related to careless driving of trucks within the
production, resulting in facility damage.

Other issues identified relating to the grouped as system safety, were identification of lack of structure
regarding storage of different equipment. Here employees would station equipment and material in
areas that could lead to possible accidents or fire risks. It was argued that most of these were due to
lack of knowledge of how-to storage all the equipment and material of the organization. As a result,
the managers decided to conduct a new safety training workshop with the employees which was
conducted by the safety manager. It could be noted that far less issues related to equipment storage
were reported after the time training program.

Supply chain safety risks often resolved around shipments not being secured properly; which could
lead to injuries of the company’s employee when unloading the material.

When investigating how the managers were informed of the safety issues, the majority of major safety
issues highlighted by the employees themselves, but no reported issue relating personal safety, such as
equipment violations, could be confirmed to come from the workers themselves. Instead these issues
were identified by the managers themselves when inspecting the production.

Food quality

Most of the larger reported system food quality issues related to the food property- and food process
variability and was often identified by the quality manager during inspections and analysis of the
products, which was included in the persons work description. Hence, these problems orientate from
the suppliers and the construction of the supply chain. On the other hand, it was noted that visible
quality issues, such as mould, damaged delivery packages or insects; were often reported by the
employees themselves. The mangers were in daily discussions of how to improve specifications to
suppliers.

Several reports were related to wrong mixtures of products and these were often reported by the
employees themselves. The management team investigated these types of issues further and several of
the issues were considered a system issue duo to ‘lack of training’ or ‘inappropriate while some of the
reported issues could be related to previous working employees being careless with the routines.
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Similarly, to the safety training, the managers identified patters in the reports and constructed new
training program for the individuals to reduce these types of errors.

The human food quality issues were related to carelessness and violations of equipment usage. Very
few of these reports came from the individuals themselves, but often was reported by the managers
inspecting the production. Example of these issues were possession of personal items within the
factory such as rings or not changing cloths when going in and out of the production.

Production & Planning

Finally, deviations related to production and planning was mainly related to lack of visualisations of
inventory, machines that had to be put out of use temporarily duo to results of large quality variance,
breakdowns or reschedules duo to late deliveries or duo to wrong deliveries. Here employees often
were the source of the informing management of identified machine issues and the managers in charge
of planning informed issues related to deliveries. May of the discussions that the managers had related
to these errors, were related to digital visualisation. Similarly, specifications for suppliers were
discussed with the purpose of stock/inventory reduction.

4.3.3 Shadowing of change agent

Apart from training and education, the change agent was perceived as the foundation from which
initiatives would be taken. The change agent co-ordinated improvement activities and constantly
communicated management’s visions with the operators and took the operators ideas and descriptions
up to the managers. It was observed that employees put a lot of trust in the change agent’s capabilities
of helping them develop appreciated structures. The change agent was often very ken in the employees
work routines and that they employees explained why they do as they do.

The change agent often had discourses with the employees when conducting ‘Lean preparation
activities’ where the change agent used informational effort and logical arguments to explain personal
valance for the employee, whom based on trust in management were willing to try suggestions and
give feedback.

However, there were very few, if any conducted observation of the change agent where the daily
activities of the change agent wasn’t interrupted by more prioritised and critical matters. This could be
machines breaking down, identification of poor product quality or staff issues duo to illness. This as
the change agent was appointed more responsibilities than just the implementation of Lean.

Additionally, much of this work of training and educating, were the result of collaborations with the
other managers and attempts of implementing new measurements and standardizations. Much of
previously ‘unmeasured’ activities were being measured or investigated how to measure them. Then
the change agent would try to find patterns in these measurements and ask the employees most
involved at these activities questions and they would have a discourse with the purpose of either
confirming or identifying new patters in the collected data used as measurement. It was often observed
that when a new standardization or measurement was agreed upon, variations or deviations related to
this activity would start to be reported by employees or managers during the verbal report meetings.

4.3.4 Field observation

From the conducted field observations and verbal reports, it could be seen that there was a variance in
the employee related to, responsiveness, production volumes and reported incidence. Employees
working at the same stations would perform differently and operated machines differently as well.

During several observations, it could be observed that the employees asked management on feedback
on discussions they had in previous conversations. Often employees would approach the researcher
and talk about the organizations communication methods and that they wished to know more of what
they did. Especially related to equipment. Several employees complained that they didn’t know when
or if the issues they reported would be prioritised or not by the management.
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It was also observed that certain employees did not use full equipment during, especially safety
Bothglasses, during their shifts and that these employees being told by management displayed similar
behaviours at several different occasions.

4.1 Survey

Comparing the answers of the respondents of the employees, excluding management, a clear
difference of the Readiness score could be seen between the departments, see Table 3 below. All the
respondents within the department of Packaging and Logistics displayed high levels of individual
readiness for change and with a narrow deviation between the respondents. The opposite was observed
in the departments of Production and Others, where the respondents displayed a high deviation of
individual readiness. Furthermore, within all departments the respondents’ employment forms could
not be identified to have any significant impact on the respondents’ individual readiness score.

Table 3 Readiness Score of employee respondents (excluding management)

Readiness Score of respondents

7,00

6,00

5,00

4,00
3,00
2,00
1,00

0,00
Production Others Packaging Logistics

The collective score of each department can be seen in Table 4 and shows that in average all
departments displayed a Readiness Score around 5 and higher, on a scale of 1 (low) to 7 (high). The
Packaging department, where the change agent conducted most of quality improvement initiation
following the piecemeal approach, displayed the highest average Readiness Score on 6,21; indicating
high levels of individual readiness for organizational change of quality improvement implementations
among the employees. Similarly, the Logistic department displayed a high average Readiness Score of
5,67. Still high, but with a larger deviation of the individual’s responses, the Production department
displayed a Readiness Score of 5,10 and the Other department 4,93.

Table 4 Average Readiness Score of employees in each department (excluding management)

Readiness Score per department

Production Others Packaging Logistics

5,10 4,93 6,21 5,67

To further investigate the differences among the respondent’s answers and the departments, the score
of each individual readiness category (management support, appropriateness, change efficiency and
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personally beneficial) of each respondent was investigated. As can be seen in Appendix 6 most of the
respondents often scored high appropriateness and change efficiency, while management support and
personally beneficial had larger variations between the respondents. In the packaging department,
where the change agent was most active, all respondents displayed high scores on management
support and relatively high on personally beneficial. The score of each category of these respondents
was also relatively close to each other. In the Production and Other department on the other hand, the
variation of scores between the categories of a respondent had larger variations and specifically in the
Production department, the responses were note similar to each other. While in the other three
departments, appropriateness and change efficiency often scored the high and the management support
and personally beneficial had larger variation; in the Production department the respondents’ scores
were less similar to each other with larger variations among all four categories.

The differences between the four departments and the distributed scores between the four categories
were used as guidelines of what employees and what questions that may be of interest to investigate
and was taken into consideration during the interviews of employees when asking follow-up questions.

4.3 Interview
Here the participating employees are called employees and the change agent is referred to as the
change agent. All interviews were conducted in Swedish and all citations of the interviewees
presented are translated by the researcher.

4.3.1 Interview with employees

Appropriateness for change

When asked if the interviewed employees thought the Lean initiation should be prioritized or not, the
interviewed employees did not have a joined opinion of the appropriateness of the change. Three
employees argued that it would be better to spend the organizational recourse on other matters, rather
than focusing on the Lean implementation. Neither of these three employees worked in stations of the
organization in which the change agent initiated any preparations for the Lean initiations. Jointly, all
three associated the initiation with an effort to increase production volumes. One of these employees
argued, for example, that the managers should focus on improving the quality of the product, such as
food properties of flavour and contexture, rather than initiating changes that focuses on increasing
product volumes.

“This used to be a food production company, not anymore.” (Employee 5)

Of the three employees that thought the initiation to be less appropriateness, two of the employees said
that they still thought the organization would gain from the implementations, while one expressed
concern that the change would have negative impact on themselves. When asked why, the two
employees who still thought it would be beneficial, explained that they had trust in the managers of the
organization and they wouldn’t implement something if it wasn’t worth it, but that they had been
given to little information about the inhiation to fully understand its benefits. The opposite was
described by the employee who didn’t think the Lean initiation to be beneficial and expressed mistrust
towards management’s intentions of the initiation and that the employee felt that the managers blamed
the employee for when daily production plans weren’t achieved. That this initiation would give the
managers more reasons to blame the employee of issues that wasn’t their fault.

“We aren’t the problem. the problem is that the machines are old and that we can’t work them
properly because they aren’t working properly.” (Employee 3)

The remaining five employees who expressed positive responses related to the appropriateness for
change, all related to the history of the organization. They all thought that the organization had lack of
standardizations and hoped that this initiation would provide them with clearer guidelines of how to
conduct daily activities. The employees often started by describing how they thought the initiation
would be beneficial for the organization and described that they thought the initiation would make the
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organization more efficient as staff would better know how to solve daily issues, which would make
the organization produce better products. The employees were all very short in their descriptions of the
organizational value, and often talked about personal values and personal benefits of the change and
how it would improve their work-environment. Instead, it was found that several of the employees
where not keen on working together and sought improved guidelines to force other employees to
perform better. This was also displayed by the two employees who thought the initiation less
appropriate, but still beneficial. Jointly, all these seven employees explained that they were less
motivated at work lately duo the fact that some employees of the organization didn’t follow the
organizational regulations or conducted the daily activities in a correct way. The researcher observed a
sense of rivalry among the employees and they complained about unequal treatments and rewards by
the management.

“Some of us are doing our very best every day. We take breaks when we should, we report anything we
think is wrong and we work as a team to deliver and complete the daily production according to the
plans the managers give us. Then we have the other employees who shouldn’t be here. They don’t do
what they are told, they interrupt daily activities because they take breaks when the shouldn’t, and
often much longer than we are supposed to do, and just mess things up for us. And nothing happens.
They make errors duo to laziness and because they don’t care, and nothing happens. The managers
are not punishing employees for misbehaviour. So why should | do my best when it is accepted to far
worse?” (Employee 2)

“l expect they [referring to management] want to make all of us here [referring to the employees of the
organization] to work in the same way, which is good. | constantly see the [name of the machine] is
instructed differently depending of what operator that has been working on it, so | can never trust the
[name of the machine] to do what I expect. If we work in the same way maybe | can do my job instead
of doing other people’s jobs.” (Employee 5)

The employees were asked a supplementary question if they could see other benefits with initiation
and the five employees who thought the initiation appropriate also thought that the initiation would
make their job easier in the long run. four of the employees, who worked at one of the stations where
the change agent had primarily been working on the preparations during the time of the study,
explained how the change agent had described possible benefits for them when working with them.
The employees had together with the change agent practised daily activities and the change agent had
asked several questions related to the opinions of the employees in the matter, which all the employees
described to be appraised.

“[Change agent’s name] has really tried to understand how we work and take our opinions into
consideration and stuff like that. While it requires me to do all these extra things when I have a
problem, I am sure he [referring to the change agent] is helping us understand how we are going to
solve the problems ourselves. Which would be nice, not having to call for help all the time.”
(Employee 6)

The two employees who thought the initiation beneficial but not appropriate both expressed that they
lacked knowledge of how the changes would affect their daily activity and was unsure if it would be
useful to them or not. However, both also expressed one again that they trusted the management in
their decision, but that the two employees wished they were more involved to better understand how
they would be affected.

Lastly, the employees were often asked how familiar they were with the concept of Lean, and it was
observed that the employees were differently familiar with the concept, but that most associated the
concept as a set of tools to minimize waste. Some of the employees knew it only as a concept used for
the automotive industry, while others had more in-depths understanding of specific concepts or tools.

39



Management support of the change

When asked how well the employees thought that management had prepared themselves for the
initiation, all employees perceived that the managers were prepared and no clear distinction between
the different manufacturing sections of the organization, of which the interviewed employees came
from, could be identified. All the eight employees presumed that the mangers of the organization had
prepared themselves for implementation and that they trust the management in doing their part of the
preparations.

“Our managers are very serious and cares about our organization. Of course, they have prepared
themselves for something like this [referring to the change].” (Employee 6)

“They have talked a lot about why we need these thing [referring to the preparations that the change
agent is doing] on our meetings. No way they are not prepared when it is almost the only thing they
talk about.” (Employee 7)

While it seemed that all employees perceived the management to be prepared themselves, the
employees did not reply similarly related to the managers’ support of preparing the employees. The
four working in the section where the change agent had been most active during the time of the
observation, all replied in similar manners. That they understood that what they were doing now that
the preparation phase seeing as the change agent were on sight with them, they all agreed that the
management were giving them the opportunity to prepare.

“That is what they [referring to the managers] are doing now with us, I think. [Change agent’s name] is
here to prepare us and helping us understand it [referring to the change].” (Employee 2)

“Yes, | feel that the managers of our organization are giving me the good opportunities [referring to
the opportunity to prepare]. | can ask questions about it and reply.” (Employee 6)

The remaining four employees expressed rather neutral opinions on matter. All of them experienced
that they had not been given much opportunities to prepare and learn, but they all presumed that it was
because the change agent wasn’t focusing on their sectors yet. Neither of the employees mentioned
fears for not being prepared when the change was to be implemented.

“When it is our [referring to the sector] turn | am sure we will do what they [referring to the sector
where the change agent is most active] are doing now.” (Employee 5)

Change efficacy

When the employees were asked what they thought would be expected of them during the initiation
and how well they thought they would perform related to these expectations, it was observed that the
employees who had been working at the stations of which the change agent had been actively involved
with preparing for the Lean initiation, during the time of the conducted observations, expressed more
confidence and details related to the change efficacy.

For example, all four employees who worked at the stations of which the change agent had been
actively preparing during the observed time, started their answers with explaining how they would be
expected to follow new standardized methods of operation and how to report daily progress, issues and
solutions. Jointly, all four employees expressed expectations related to continuous improvements that
they themselves were expected to contribute by constantly reporting on their daily activities.
Furthermore, the two of the four employees described how their current work structures had negative
effects on their performance, referring to the previous questions related to the appropriateness for the
change, and how they thought this change might improve their performance.

“Well, I can’t say I know for sure what is going to happen later, but from what I understand our
managers want us to all to follow more strict rules of how to do our work. Then once we have this
stability that they speak of they want us to follow new strict report methods of what we think can
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improve our work. | have tried to report suggestions of improvements before, but nothing ever
happens. | give a suggestion to a manager and then I don 't see or hear anything about it. So, I stopped
reporting things as they don’t seem to care. But now [change agent’s name] explained to us that this
plan will help them [referring to the managers] to work with our problems. So, | suppose that if we
follow this new decided plan of how to conduct my work and then report back to [Change agent’s
name] what is good or what is bad about it. Then they [referring to the managers] will figure out some
sort of solution and I will again give my opinions on what is good and bad about it. So, I hope this
[referring to the change] will make my work better.” (Employee 5)

All of the four employees thought they would be able to perform well based on what they perceived
would be expected on them and three of the four employees explained why with the inclusion of
examples of their current experiences of the preparations with the change agent.

“It has been fun to have [Change agent’s name] here with us. If what they want us to do is like what we
are doing when [Change agent’s name] is here now, | think this will improve much.” (Employee 3)

“I don’t think I will have any problems really, considering what we have done now, I am not required
to learn a lot of new things, just new ways of doing what | already do.” (Employee 4)

The remaining four employees who worked at different sections than the four employees presented
previously, were less detailed in their descriptions. The employee who expressed mistrust towards
managers intentions related to the appropriateness of the charge gave a short answer that he would
expect to manage the changes but that the employee hoped that the changes wouldn’t affect the
employee. When asked if the employee wanted to explain further, the employee gave more short
answer of which no additional information could be extracted.

“From what | understand when | see what they are doing in [refers to the manufacturing section where
the change agent primarily worked during the observation], I think they [referring to the managers]
want me to help them improving our routines. I don’t know if it will help me. But | suppose | will know
once they tell me what they want to do in here [referring to the employee’s section].” (Employee 5)

The remining three employees, who gave less detailed descriptions of what they thought would be
expected of them, all pointed out that they didn’t know exactly what to expect and that they wanted
more information from the managers. Nevertheless, all three employees expressed no concern about
their capability to perform well.

4.3.2 Interview with change agent

During the preparation of Lean for this organization, what has been the biggest challenge yet?

The change agent initiated the answer to this question by first taking a minute to describe how one
implements Lean. First the change agent clarified that implementations of Lean, requires the ability to
use and apply Lean tools, but that it is more important to understand ‘what’ Lean is. That, according to
the change agent, Lean is an attitude and a way of thinking. It was emphasized at several occasions,
during the answering of this question, that it is important to understand the purpose of the initiation.

”What Lean is, is more important, than a bunch of tools. The question one should ask is ‘what is Lean
for the average employee’, ‘what is Lean for me’.” (Change agent)

?If you start, you have to understand the purpose of "what is Lean’. Because if you do not understand
the purpose of Lean, it’s hard to implement it. So, it’s about a way of thinking and a way of acting, in
its everyday life.” (Change agent)

After describing the change agent’s opinions on how to implement Lean, the change agent described
that the challenge in implementing Lean in the organization was purely organizational related to the
organizations different departments. It was described that organizational factors such as machine
breakdowns, staff turnovers, holiday times forced the management to prioritize other matters than the
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initiation in order to being able to deliver current orders to their customers, but also that existing
unclarities of proper work descriptions required general organizational understandings had to be
implements at the same time.

”As one always says, one needs to find to the time to do it, but | am thinking, if it is to last, then the
staff and not just the staff but the whole business must understand ‘what’s the purpose of this’.”
(Change agent)

Lastly, the change agent argued that different Lean practices and Lean principles are functional at
different factories and dependent on where in the Lean initiation process the factories are. That it is a
question of organizational maturity and that this organization still is ‘young’ in terms of maturity. That
many of the tools that the management want to implement must come later and that it takes several
years to reach high levels of maturity.

What is quality for you and how do you as a change agent transfer this knowledge to the employees?
During the explanation of this question, the change agent described quality from different
organizational aspects and argued that different approaches and methodologies, not just Lean
methodologies, were needed for different types of quality aspects. The change agent described how
quality involved assurances of costumers receiving products according to orders and that these
products matched the costumer’s expectations, that quality involved internal controls that the correct
products were used for production and how quality could involve human-safety risks-reduction.

”If we talked about standardization, for example, a standard is a method that has been developed here
and now, and it doesn’t mean it is permanent, but it is the known method currently work with and we
should all agree on it. And if you can follow that method and that specific standard, then it can be
regards as a form of quality because it allows you to know about where your gaps are, what are your
losses.” (Change agent)

After describing the change agent’s own perspectives on quality, the change agent focused the on what
the change agent defined as ‘Lean quality’. The change agent described these qualities as the ability to
exercise what one has learned and to be able to use the familiar knowledge obtained through effective
training. That through usage of standards being able to understand and know organizational gaps and
losses and to assure that the employees are confident of what they are to do, when they need to do it.

In aspects of Lean how do you think one should address this to ensure that everyone understands how
their role affects the quality?

While starting off by pointing out that it is the supervisors of the organization that are the decision
makers, the change agent emphasized the importance that is the employees that must be the one who
makes the organization’s rules that the employees are to follow.

It must come from the workers themselves, or it will never be ‘owned’.” (Change agent)

While continuing to emphasise the importance of standardizations being developed by the workers, to
be followed by the workers, the Change agent also adds the importance that when the change agent
together with staff train and develops new standardizations, it requires the employees to have
experience related to their workstation, or as the change agent expressed it ‘know-how’. Once there
are workers experienced in the daily operations they can begin working on a standardization and
implement training.

After motivating why the change agent thought it was important that standardizations being developed
by the workers, the change agent started to describe how the change agent worked with this matters in
the field. The change agent called this work method for implementing standardization “I do, we do,
you do”, where the agent together with the employee walked through the work description, trained in
operating the machines or activities that were to be conducted according to the work descriptions and
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then they had discourses related to the operation and what the employee suggested they should do
when abnormalities occurred.

In relation to continuous improvements as this Lean initiation, what is your opinion of organizational
motivation activities such as Rewards and Punishments related to how it affects the employees.

The change agent began by giving a short answer the formulation of usage of rewards and punishment,
by traduce the usage of punishment and saying that rewards will result in more positive reactions.
Than the change agent focused on describing when and how such motivational activities could be
justifiable.

According to the change agent clear work descriptions were required and the ground work of how to
justify what is wrong and what is right. That before one can ask a worker ‘what do you need help
with’, ‘under what circumstances can you do you work’ and ‘how can we help?’ the employees need
to understand ‘what are my responsibilities’ and ‘what must I do’. That when the organization is
implementing changes, such as standardization, current work descriptions may change and, in that
case, employees need time to adapt before you can expect the employees to manage their new roll.

”But then we come back to this ’soft side’, culture, diversity, staff, behaviour, preference, attitude and
so on; and the soft parts are the big part. In every change process, we as humans finds it difficult. You
are used to a certain way of working and if you change a routine and a method of working, one is
usually doubtful ‘oh shall we do it’, ‘what does it mean for me as a person’, ‘will it make it more
difficult or easier’.” (Change agent)

“Then throughout the change process one can do mistakes or errors and I think that there are
‘conscious errors’ and ‘unconscious mistakes’. Unconscious mistakes may be that ‘I do not know’, ‘I
have not bene taught’, ‘I do not have enough knowledge’ etcetera. Then there are the conscious errors
‘I know about this but I do it anyways, it doesn’t matter as there is nobody that is going to find out
anyways’ and that is another discussion and it once more is related to the soft values like
responsibility, preference, attitudes, behaviour etcetera.” (Change agent)

Throughout the answer given by the change agent, the change agent clarified that it was not considered
a punishment if employees conducted conscious errors, and that the ‘punishment’ should be considered
as predetermined results or consequences of once actions; which should be known to the employees
beforehand. The change agent was also very clear about that it was the organizations responsibility to
ensure that everyone understood their work descriptions through the usage of standardized training and
introduction documents.

What methods or strategies do you use to simplify the concept of Lean to your employees for them to
understand what can be expected of them and how it affects them?

According to the change agent the methods or strategies used to ensure that employees understand how
the implementation will affect them and what can be expected of them, depends on the maturity of the
company. The change agent described it as a journey, where one has to take the current maturity of the
organization and of the employees into consideration when deciding what tools and principles that are
appropriate in these current settings.

“Here we come back to the purpose of ‘why we are doing this’, or ‘why where are doing this here’ and
‘Why it has to be done’. Even if it takes two years or five years, it’s has to be done. But then you also
have to start at some point and that is where you have to explain the purpose, usually with an
introduction of ‘what is Lean’. And you can do a full ‘Toyota presentation’ if you want, but you should
not forget that all the years they put on this, we will not be a ‘Toyota company’ in a year or two or
even in ten years, but we can use its different principles and methods in a business like this one.”
(Change agent)
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When describing what strategies, the change agent used on their organization, the change agent
promoted continuous workshops, where the employees constantly mixed theory with practice. When
explaining why standardisation is important, the change agent described a workshop that the change
agent called ‘airplane game’ with the purpose of providing the participants with understand how
standardization can reduce variation was described.

Airplane game

All participants build their own paper airplanes and throws them, and they will be measured in
time, how long they flew, and in meters, how far they flew. Then one will see a huge variation
and the groups will together agree upon which airplane that was the best. That doesn’t
necessarily mean the plane that flew the furthest or longest, but simple the best. Then the person
who developed this plane will instruct the other participant a few times in how to make this
person’s airplane. Then the participants will throw again, under the same circumstances, and
they will see how the variation will be reduced.

Through the usage of this workshop, the change agent desires the employees to learn and understand
why the organization doesn’t want to be dependent in specific individuals during production, but that a
through a standardized methodology the activities can be measured, and human dynamics can be ruled
out easier when investigating ‘what when wrong’.

Could you describe your method of communication deeper and how you communicate the
organizations prioritization, to the employees?

The change agent described how the culture of the organization, before the purchase, had been more
negative and that employees didn’t dare to speak up and that parts of the old culture still lingered in
the new culture and that it would take time to remove it. Additionally, the change agent described how
both management and the employees had to work on sharing knowledge among each other.

[ advocate that "without your help, we won’t be able to move forward, so you must have the courage
to bring this up, even if it is something you have been worried about, even if you did something wrong,
why did you do wrong or what happened that made it so? And how can we avoid it in the future?’ So,
we are back to these soft pieces of the organization that needs to be improved.”

The change agent described how the next phase of the preparation of the Lean initiation would

orientate around standardizing communication forum on daily basis and include explanations of how
and why it is important with reporting deviations.
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5. Discussion

5.1 Methodology

There is a difficulty in assessing whether results of a study are transferable, and this should determine
by the reader rather than the authors [160]. Through providing a detailed description of the method
and critically reviewing the own methodology, the study is given more credibility and reliability [147].

In the method chapter it was described how this study was conducted through usage of the single case-
study methodology and that the characteristics of the selected case was that of a medium sized
enterprise. There are several organizations fitting the description of a medium sized enterprise of the
food and drink industry, but the researcher could identify very few organizations which fit the defined
criteria of Appendix 2, which were the only organizations deemed appropriate to include in order to
investigate the purpose of this study. While a numerous of organization were interested in
implementing a quality improvement initiation, very few of the identified companies were to
implement large scale quality improvement imitations within a near future. Hence, the available target
group for this study was limited. Furthermore, previous studies have shown that the usage of food
guality management systems, such as quality improvement, may be dependent on the organization’s
size, geographical location and products & processes [6]. Thus, it was deemed relevant to include
these characteristics in the method chapter. However, seeing as the number of employees of the
organization had to be presented related to the sample size of the survey, the author critically reviewed
the risk of compromising the anonymity of the organization, where some in-depth details from
collected data had to be excluded in the result section. While the author of this study doesn’t believe
this to have affected the credibility and reliability of the research, it should still be taken into
consideration when determining the applicability of the study. In addition, previous research indicates
that geographical location between countries result in differences that may influence aspects of the
Lean implementation [52] [162]. Thus, the results may not be generalizable to other countries.

The fruit and vegetable sector are also one of the smaller sectors within the European food and drink
industry, representing almost 4% of the total number of companies in 2012, but a very large proportion
of sectors employees, 40 %, work in medium-sized or large sized companies [1]. While possible
sector-specific factors may affect the generalizability of the findings of this study among the other
sectors of the European food and drink industry; the size of the studied organization is deemed
appropriate duo to the unusually great amount of medium-sized companies within this specific sector.
Furthermore, research emphasizing the importance of change agents’ ‘softer skills” during Lean
implementations within the food and drink industry, concluded these findings based a multiple case-
study approach on organizations of similar size and from the same country, but from different sectors
[52]. While the researchers of these findings argue that geographical location may affect the
generalizability of the results; the researchers did not find any evidence suggesting that the importance
of the change agent’s ‘softer skills’ would be dependent of which food and drink sector the
organization belonged to. Likewise, research in other industries related to quality improvement and
organizational change has highlighted the importance of addressing employees’ behaviors, value,
norms etc. [78] in similar ways and with the change strategies fitting the description of share power
strategy. Therefore, there generalizability of the findings of this thesis between food and drink sectors
may be limited, but previous research indicated that research such as this, focusing on behavioral
aspects of quality improvement implementations, could be generalizable between sectors and
industries.

Furthermore, a confidentiality agreement was signed between the author and the selected case study
organization, to be permitted to conduct observations, which prevents the author to present detailed
descriptions of production layout or of specific events such as detailed descriptions of collected data
from shadowing the change agent. As previously stated, the author of this study doesn’t believe this to

45



have affected the credibility and reliability of the research, but that it still should be taken into
consideration when the reader determines the applicability of the study.

5.1.1 Observations

The observations as a data collection tool was used with the main purpose of listening and watching
other people, which is favorable when interpretation and understanding observed, behavior, attitude
and situations more accurately, and capturing the dynamics of social behavior in a way that is not
possible through communication methods [146]. Observations are more objective and accurate than
other data collection methods as it is independent of the respondent’s willingness or inability to
provide needed information [147]. However, it is argued to be difficult to translate the observed events
into scientifically useful information [146] and that the observer’s own perceptions of what may be
relevant to observe, may affect the results of the collected data [153]. When the purpose is to
generalize from these observations, it is important to take validity and reliability into account [146].

During the conducted field observation, the researcher has considered that there is a risk of the
researcher being influenced by the events, situations, culture or everyday activities of the observed
subjects and not being able to take a neutral view of observed events. In order to minimize these risks,
the areas of which the researcher would observe was predetermined and majorly based on the
presented theory section of this thesis. For example, the data collected through shadowing of the
change agent were documented based on the definitions of different change strategies and field
observations of daily activities were documented according to the three dimensions of learning.
Though usage of predetermined observation categorizes the researcher is more resistant towards being
influenced by the observed events [147]. On the other hand, verbal reports and historical data were
first documented according to the organization’s own structures and to make sense of the observations
the data was analyzed afterwards based on the presented theory section. Hence, the researcher of this
thesis does not see any risks related to the conceptualizations and theorizations of these results, as all
observation data was analyzed based on theory [146]. The purpose of using the organizations own
structure during the documentations of verbal reports and historical reviews was to document the
collected data in similar patterns as it strengthens the validity and credibility of data triangulated
findings [149]. This also enabled the researcher to ask questions during observations in terminologies
familiar to the participants, as the collected data from these observations were documented similarly to
the organizations own familiar structure, which straightens the validity of responses [146].

5.1.2 Survey

An executive manager of the organization had together with the researcher informed all employees in
the organization that if an individual wished to participate in the survey, they were allowed to take a
break from their daily activities when completing the survey. Hence, the employees were given
permission to interrupt their daily schedule by an executive manager, which may have had a positive
effect on both the participation rate and the time spent on completing the survey. Additionally, all
surveys were given to the participants in physical form and the researcher was present during the time
of completion. The researcher did not answer any questions related to content of the survey, but before
the participants started the survey; the researcher informed the participants of their rights and the
confidentiality of the survey. The participants were able to ask questions related to their rights at any
time of the survey and could cancel their participation at any time, in which the researcher would
destroy the semi-finished survey without asking any question to why they did not want to participate.
The high participation rate of over 90% and the fact that only one survey was removed duo to
incompletion or bias, is argued to be positive related to the credibility of the findings [146]. On the
other hand, approach of personally handing out the surveys and being present during the respondents’
completion, was time consuming. Furthermore, only two respondents at the time were given the
surveys, to ensure that the researcher had time to address all the question that the respondents might
have, and to minimize the effect of employees taking a break from their daily activities. On the other
hand, this type of resource (time) consuming approach is argued to yield less bias [146].
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The order in which the surveys’ results are presented in this thesis are at random and does not reflect
the order in which respondents participated. However, the researcher knew the identity if each
respondent and their survey as this was used when adapting the interview guides and evaluating which
follow-up questions that may be relevant depending on who was being interviewed.

The researcher decided to exclude the managers of each department when calculating the Readiness
Score, seeing as some of the questions of the survey aims to measure management support, where the
responding managers in this case would reply related to their own role and that of other mangers,
which isn’t the intended aim of the measurement. However, the responses of the managers were still
analyzed separately, to add to the overall insight in the organization.

5.1.3 Interviews

Interviews with employees

Out of the twelve employees who were asked if they would like to participate in the interviews, eight
participated. The number of employees asked to participate in interviews were limited duo to the
season of which the study was conducted. During the period of conducted interviews, several
employees had vacation and were unavailable to participate. Thus, interviews were conducted at two
occasions, with three weeks in-between them. This to expand the available sample size and to
minimize discretion risks of the interviewee. Furthermore, the target group excluded managers,
employees from staffing agencies and employees within the administration. When four of the
employees chose not to participate, it was taken into consideration that the interviews were conducted
individually and that this could have made the respondents to feel insecure, although they themselves
could chose the time and location of the interview. This as the employees were made aware that their
colleagues and managers would be able to read the report afterwards, and even if anonymity was
assured, it may have left some respondents feel insecure. On the other hand, it is presumed that one
reason for the employees being willing to participate in interviews, is related to the five months of
observations where the interviewer establish certain levels of social relations with the employees,
which may have established additional trust between the interviewer and the interviewee, which is
deemed favorable for the sake of legitimacy [146]. Furthermore, all respondents were contacted
physically at the organization which should be taken into consideration as the respondents might have
been occupied at the time of the request, in which they decline duo to inappropriate timing.

The selected time and location of the conducted interviews could have affected the length of the
interviews, as they only wanted to conduct the interviews during workhours. Furthermore, the selected
locations were often at their work stations, which could have affected the respondents answers as other
employees would be able to hear what was being said if they came close. It also caused background
disturbances of the recordings which may have affected the transcription, even if the text was
reviewed twice. Two of the eight employees also rejected the interviews being recorded. While the
author didn’t find the answers of these two employees to be dissimilar to the other responses, citations
of these two employees were not possible, which may have affected the structure of the presented
result. In addition, the notes taken from these two interviews were difficult to validate as the
researcher only used own memory when reviewing the documentations from these interviews.

Interview with change agent

When interviewing the change agent, the change agent was agreed upon the interview being recorded
and gave permission for the author to cite answers given during the interview. Furthermore, it was
explained that employees within the organization, reading the published report of this thesis, would
know that the citations came from the change agent. Thus, full anonymity was not assured as the
organizations own employees would be able to identify the change agent. While the change agent
agreed, it must be taken into consideration that as full anonymity was not assured, the results may
have been affected if the change agent felt insecure and spoke less freely [146]. However, during the
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conducted interview the researcher of this thesis was aware of this risk and took it into consideration
when asking follow-up questions.

Another issue that may affect the results is that only one interview with the change agent occurred.
There had been several attempts to conduct interviews with the change agent earlier in the research
and interviews had been scheduled for three occasions. However, just as was observed during the
shadowing of the change agent, the interviews had to be canceled or interrupted duo to more
prioritized and critical matters. In addition, the interviews would be conducted after the data collection
of the surveys were completed, which meant that the scheduled interviews were during the vacation
period of the organization. This meant that the change agent was unavailable for interviews for a four
weeks period and when coming back had a lot of catching up to do. However, during the five months
of conducted observations, the change agent and the researcher had had several discourses related to
the implementations which according to the researcher has helped improve the quality of the
interview.

Lastly, the researcher of this thesis recognizes a conducted error during an interview question, which
may have affected the results of this answer. When the change agent was asked - “In relation to
continuous improvements as this Lean initiation, what is your opinion on how an organization should
motivate its employees during these type of continuous improvement activities?” - it was observed that
the change agent had difficulties to answer the question. Thus, the researcher of this thesis added an
explanation on motivation activities; but while not being intentional, the researcher mentioned the
words ‘rewards’ and ‘punishments’ in the explanation. In relation to this, the researcher changed the
interview guide’s question to include “Rewards and Punishments”, see Appendix 5, to ensure that the
readers of this report would not be confused. As most of the change agent’s answer to this question
was orientated around the concepts of ‘Rewards and Punishments’ it is suspected that the adding of
these terms affected the interviewee’s answer.

5.2 Results
Based on the empirical and theoretical literature presented in the theory chapter and based on the
results of the collected data, the researcher of this thesis argues that the concept of ‘individual
readiness for organizational change’ is a combination of learning organization theory and individual
learning theory, which can be used as guidelines to measure the likeliness that individual employees
with an organization would be willing to learn what is required of them in order for the quality
improvement implementation to be successful.

First, the findings and implications from the conducted literature review will be disused separately
where the purpose is to justify the usefulness the concept of ‘individual readiness for organizational
change” for quality improvement initiatives, according to existing literature. This will also answer
the first thesis question presented in the aim. Once motivated, the results of this study will be
presented and discussed and compared with the presented theoretical justification.

5.3.1 Findings and implications based on conducted literature review

According to the three dimensions of learning, an individual is more likely to learn when the
information is understandable, the individual is intrinsically motivated and when there are enough
external supporting structures (e.g. teacher and discourses of knowledge sharing) within the
environment of which the individual are to learn [134]. Within an organizational context, these
dimensions can be described as the socio-cultural learning environments, the structure-organizational
learning environment and the employees’ individual learning process. In other words, an employee’s
ability to learn within the organizational context is dependent on the available communication
channels and knowledge sharing between workers, how the industry’s and organization’s structure
effects the employee’s ability to understand how and what to learn and the employee’s individual
background [132]. Seeing as the individual’s background affects an individual’s ability to learn, it
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would suggest that each employee within an organization might require different environments,
information, support and approaches to learn. When taking an individual’s background into
consideration, the individual learning theory and organizational learning theory becomes somewhat
differentiated.

Organizational learning theory has a focus on the ‘organization’s ability to learn’ and includes more
than simply the sum of the individual employees’ learning. The concept of ‘learning organizations’
can be regarded more as a managerial concept, than focusing on the individual employees’ learning
possibilities. The tools and guidance provided within this literature often motivates ‘why’
systematically building a learning-orientated work environment can significantly support the
individual learning, but there is no clear guidance of ‘how’ the relationship looks between the
individual employee and the organization. Based on individual learning theory, if a general
systematically learning-orientated work environment is constructed, there is a risk that these systems
becomes inadequate for the individual employees of the organization and that the already well-
educated employees gain more on these forms of structure, than the actual employees whom need the
support the most. This as employees who already are well-educated will have a better understanding
and motivation, based on the three dimensions of learning, and therefore will display higher levels of
willingness to learn [132]. Thus, to create a learning culture within an organization a systematic
learning-orientated work environment would have to be constructed, which also took each individual
employee’s background into consideration.

This suggests that one way to combined individual learning theory with the organizational learning
theory is the construction of an organizational learning environment that focuses on targeted learning
efforts in close connection with the employee. This could be done through providing personal support
for the individual employees in forms such as instructions, collegial education, coaching or mentoring.
These strategies will be more adapted to the individual employees’ backgrounds and what different
required environments, information, support and approaches they would need to learn [132]. The
researcher of this thesis would argue that this combination of individual learning theory and
organizational learning theory, if very similar to the findings of organizational development theory.

As stated by organizational development theory on the concept of readiness for change, it is argued
that employee’s perceptions impacts the individuals readiness for the organizational change and that
these perceptions are themselves dependent on the individuals background and previous knowledge
[63] [96] [128] [129]. This as perceptions are argued to be of importance as they determine what the
individual sees as personally beneficial [95]. Thus, for both individual learning theory and the concept
of ‘individual readiness for organizational change’, perceptions are seen as a determinant of the
individual’s motivation which effects individuals’ level of willingness to learn or readiness for
organizational change. Furthermore, it is assumed that organizational change always involves a
learning process [125] and that the a change strategy is a systematic approach to achieve a learning
environment where employees are commitment to the change [76]. According to the concept of
individual readiness for organizational change, employees will display higher levels of commitment to
the change if the change agent are using normative-re-education strategies for conducting the change
[93] [96] [129]. Here the change agent provides personal support to each individual employee of the
organization and uses their soft skills to adapt the instructions, education, coaching and mentoring
depending on the specific individual [93] [115]. Thus, the author of this thesis argues that normative
re-education strategies are organizational constructs by the change agent which provides a learning
environment that focuses on targeted learning efforts in close connection with the employees; which is
the combination of individual learning theory and that of the concept of ‘learning organization’.

The measurement of individual readiness for organizational change is argued to provide indications of
how ready the individual employee of a organization are for a specific organizational change
implementation [95], which is influenced by the change agents selected change strategy [93].
Therefore, it can be argued that the measurements of ‘individual readiness for organizational change’

49



will provide indications regarding the organization’s chance of successfully realizing an organizational
change. This because low levels of ‘individual readiness for organizational change’ means that the
individual perceive the change as unwanted [56], which will negatively affect the incentive dimension
of learning and make the individual less motivated to learn what is required of them [132].

Based on the presented literature in the theory section, quality improvement methodologies are argued
to involve continuous improvement changes where employees are expected to drive the improvements
by constantly learning [9]. It was found that both individual learning theory and ‘individual readiness
for organizational change’ theory concord with the quality improvement theory. Thus, the researcher
of this thesis would argue that an individual employee’s perceptions must be taken into consideration
of quality improvement initiations, as the methodologies requires the employee to challenge and
change the status quo of the organization by learning and identifying improvement potentials within
their work environment. This is very similar to Lewin’s model of change strategy and the normative-
re-education strategy, where the change agent are to influence employees to perceive the change as
both necessary and beneficial [76] [93]. Hence, the theory presented in this thesis implicates that the
measurement of ‘individual readiness for organizational change’ may provide additional understand to
if an organizational strategy yields increased commitment to learning among employees; which is one
of the fundamental principles for successfully implementing a quality improvement initiative [11] [99]
[101].

5.2.1 Findings and implications from collected data

Level of readiness and degree of score variations

From the conducted survey, measuring the individual readiness for organizational change according to
Holt et al. (2007) developed measurement scale, it was found that individuals displayed on average
different levels of individual readiness for organizational change of the Lean manufacturing
implementation, depending on what department they worked at. There are number of possible factors
to why this occurred.

The employees working at the department of packaging displayed the highest level of individual
readiness for organizational change for the Lean manufacturing implementation. This would be
expected seeing as this is the department in which the majority of the implementation are initially
being implemented. The change agent was observed to use a change strategy where the change agent
involved the employees in the implementation process and which they regarded as a preparation phase
before the implementation of new tools. Through the usage of what the change agent referred as “I do,
we do, you do” it was observed that the change agent aimed to provided personal support for the
individual employees where the change agent adapted targeted learning efforts in close connection
with the specific employee. Thus, the change agent was able to adapt the discourses between the
change agent and the employee, depending on the employee’s background, which according to
individual learning theory will yield improved willingness to learn. This also suggests that the change
agent requires good soft skills and to know how to provide personal support depending on the
individual, which could explain the findings of Dora et al. (2016) regarding the importance of change
agent’s soft skills for the successfulness of Lean implementations. Furthermore, it was observed that
the personal relationship between the change agent and the involved employees, enabled to change
agent to better adapt the learning environment to the employees. While it was not the aim of this thesis
to investigate, this finding also supports findings of Dora et al. (2016) that it is more beneficial to use
internal change agents for implementing quality improvements, than external once.

Another interesting finding between the departments, was the degree of variation between the
individuals of the same department. While the variation between the employees of the packaging
department might be explained by the fact that the change agent is present and continuously working
on altering the perceptions of these employees, the other departments’ results may be dependent on
other factors. Both the packaging and logistic department have low variations between the individual
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employees measured level of readiness. This means that all individuals within the departments
perceived the quality improvement rather equally. On the other hand, the production department
displayed large variations between the individual employees.

One possible explanation of why the employees at the logistic department displayed low level of
variations, is the predetermined knowledge on the concept of Lean and how it would relate to the own
department. While the products may be different, much of the logistics within the organization would
be independent on what product or process that are being used. Thus, Lean implementation in logistic
departments may not be as dependent on the specific industry as other parts of the organization.
Individuals perceptions are dependent on the understanding and reference to work-related events and
experiences [129] and when interviewing employees from the logistic department, much of the
conversation were related to improve storage capacity and minimizing required safety stock. When
asked how familiar the employee was with the concept of Lean, the employee described similar
concepts and tools, that Lean could be used to improve the structure of storages.

This might also explain why the there was a higher degree of variability between the employees in the
production department. Similarly, to the other employees, the concept of Lean was associated as a
method to minimize waste and improve production flows. However, none of the interviewed
employees from this department directly described how the implementation would improve their
activities. Instead, there employees rather explained that the implementation may improve their
variability of production orders, but not affect their actual activities. According to previous research
within the European food and drink industry, it was argued that the exogenous factors of the industry
causes organization to orientate their quality management around quality assurance and quality control
and less orientated around quality improvements [71]. This might explain why the employees in the
production department displayed lower degrees of readiness and higher degree of variability than the
logistic department. That the daily activities and work-related events of employees within the
production department influences their perceptions to be more associated with quality assurance and
quality control; as their sense-making and understanding are based on pervious experiences.

Furthermore, this might provide a possible explanation to why the observed organization’s previous
deviations identified through the review of historical documents, see Table 1, majorly reported
deviations related to food quality and that of food frauds or inaccurate documents from suppliers or
unsatisfying food quality properties. That the employees and managers of the organization recognized
food quality issues as quality assurance and quality control systems provide guidelines and
instructions of what to consider a deviation or not. However, what is interesting to observe is that
during the time of the quality improvement initiations, the amount of reported deviations of Safety and
Production & Planning increased, while the amount of food quality deviations were approximately the
same, see Table 2. Both tables represent reported deviations of 6-month periods, but almost an
additional 80 deviations were observed during the time of the conducted field observations.
Furthermore, the fact that food quality deviations remained approximately the same and of the same
reasons, gives some implication that duo to the quality improvement initiation, new classifications of
deviations were identified and reported. During the quality improvement initiation, the change agent
was observed to discuss with both managers and employees of standardizing work activities to identify
variations and it was then observed that these discussed variations started to occur during the verbal
report meetings. Therefore, the researcher of this thesis would argue that this increased number of
deviations occurred thanks improved standardization within the organization acting as instructions and
guidelines, and not because of the quality improvement itself.

Lastly, the readiness score and degree of variation of the ‘other’ category; can be explained by the
same argument as the previous departments. Firstly, the employees within this category are not from
the same department, as stated previously in the thesis. The employees in this category are
administration and maintenance employees which means that these employees have different daily
activities that may affect their perceptions and sense-making of the Lean implementation. This would
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explain the degree of variability between the employees of this category. More specifically,
administrative employees displayed lower levels of readiness than the employees working at
maintenance. Thus, this observed variation is not justifiable as the variation may depend on other
factors which the other three departments does not have. However, the main purpose of this
categorisation that was displayed in Table 3, was to separate the departments of packaging, production
and logistics; as this are the departments of which the transcribed interviews came from, this are the
three departments of which the managers discuss at the verbal report meetings. Thus, while the
researcher can speculate that employees working at the administration have less work-related
experiences make them perceive Lean as personally beneficial compared with employees at
maintenance, there was very limited amount of collected data from the observations to assure that
these speculations would be true.

Trust in management and perceived communication

When comparing the employees’ readiness scores with the interview answers, a pattern between
employees’ trust in management and perceived communication emerged as important factors of the
respondents’ readiness score.

When comparing the results of a respondent’s surveys with the respondent’s answers and explanation
during the conducted interview, it was observed that the employees who wasn’t from the packaging
department and not directly in contact with the change agent on daily basis, had perceptions that were
influenced by their trust in management. Specifically, while some of the interviewed employees
reported they were not sure if the implementation would personally beneficial, if they would be
capable to manage what would be required of them or the degree of appropriateness for the
implementations, they would still perceive the implementation as personally beneficial and appropriate
as they trusted that the management took both the organization and the employees best interest into
consideration when determining that the implementation was needed. These employees displayed high
level of readiness, while still admitting that they were unsure exactly how it would affect them. Thus,
even if the employees admitted to lack understanding of the content of the implementation, they
trusted that the management would provide them with the support needed to understand its content.
On the other hand, employees who verbally expressed mistrust that the managers considered the
individual employee’s best interest when wanting to implement the change, displayed low level of
readiness. These employees also expressed lack of understanding of the content and similar to
individual learning theory displayed less willingness to learn and were less committed to be involved.

Previous literature on quality improvement implementations within the European food and drink
industry has argued for the importance of trust in management as a determinant for its successfulness
[7] [52] and has been identified as important factors for organizational change as well [133]. Based on
the findings of this thesis, the correlation between employee’s trust in management and their degree of
readiness for organizational change; could be seen as a possible explanation to why previous literature
has identified trust in management as a determinant factor.

Additionally, employees’ perceptions regarding the internal communication between managers and
employees seemed to have a direct impact on how employees perceived management support for the
organizational change. As can been seen in Appendix 6, the individual readiness for organizational
change factor management support often occurred to be the lowest calculated score among the
respondents. The conducted interviews, and additional notes from spontaneous initiated conversations
form the employees, both strongly indicated that employees’ perceptions of the internal
communication between managers and employees, influenced the individual’s perceptions towards
management support.

Another factor that seemed to influence employee perceptions of and readiness for the Lean
implementation was there social relationships with other employees. Employees who didn’t work in
the packaging department, but of which had social relationships with the employees of the packaging
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department, displayed higher levels of appropriateness. When asked why these employees were
committed to the Lean implementation, is was identified that the opinions of the employees of the
packaging influenced the perceptions of the interviewee. This would be expected as individual
learning theory argues that the individual’s environment will influence the individual’s willingness to
learn [134]. However, this might implicate that a piecemeal approach, to be beneficial for quality
improvement imitations as employees who doesn’t display high levels of readiness for change, may
have their perceptions positively influenced by watching their peers enjoying the specific change.

5.2.2 Answers to thesis questions

Asked questions

Are existing literature and
previous findings on the
concept of readiness for
organizational change,
comparable with existing
empirical and theoretical
findings of quality
improvement
implementations within the
European food and drink
industry?

What implementation
barriers related to
organizational culture and
managerial support impacts
on employees’ perceptions
during early stages of
quality improvement
initiations?

What implementation
barriers related to soft skills
of the change agent impacts
on employees’ perceptions
during early stages of
quality improvement
initiations within the
European food and drink
industry?

Findings & implications

Yes, according to quality improvement theory and previous findings, learning
culture and commitment to learn are critical factors for its successfulness. The
concept of ‘individual readiness for organizational change’ describes how an
organization can systematically support individual learning within the organization
in order to achieve organizational learning, which measures the organizations’
ability to learn. Through measuring individual readiness for organizational change,
the organization get a indication on the organizations ability to learn while taking
its employees backgrounds into consideration. This makes it easier for managers to
adapt required environments, information, support and approaches to ensure the
individuals or departments are willing to learn.

The findings of this thesis implicate that the organization’s social-culture may
have an impact on individuals® perceptions when implementing quality
improvement changes. Furthermore, the individual employees’ trust in
management and perceived internal communication channels were identified to
have determinant factors of how employees perceived management support,
appropriateness, change efficiency and personally beneficial regarding the quality
improvement initiation.

Both existing literature and the findings of this thesis implicates the importance of
change agent’s soft skills and their ability to influence employee perceptions. The
findings of this thesis and individual readiness for change theory indicates that a
change agent need to implement changes through change strategies that focuses on
targeted learning. As each employee may require the change agent to use different
approaches, the number of employees within an organization may have an impact
to what degree of targeted learning that is possible. Furthermore, the lack of
resources is often found to be a determinant factor of quality improvement
initiations of SMEs within the European food and drink industry [6]. Through
shadowing of the change agent, it was observed that limited resources, often
forced the change agent to interrupt the daily plans of change strategy, to address
more urgent and prioritize matters that was required to be solved. While this may
be limited to the specific case that was observed, pervious literature describes
similar issues, where SMEs’ limited resources make the struggle for survival daily
[52]; which implicates that other SMEs would face similar prioritization and
recourse issues.
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6. Conclusion

Based on a secondary data collection of existing literature and research, the concept of ‘individual
readiness for organizational change’ was examined and based on research by Holt et al. (2007)
employees’ individual readiness for organizational change was measured in the early stages of a Lean
manufacturing initiation of a medium-sized enterprise within the European fruit and vegetable sector.
Additionally, observations and interviews with employees and the change agent was conducted to
better understand the results of the measured readiness.

The findings of this thesis indicate that the concept of ‘individual readiness for change’ as a
measurement were aligned with previous empirical findings of determining factors for a quality
improvement implementation within the European food and drink industry. That employees who
perceived to have or have access to enough knowledge and information, trusted management and
found the communication channels between management and the employee sufficient also to display
higher levels of individual readiness or organizational change. Furthermore, it was found that change
agent is a critical determinant for the employees to perceive there to be enough communication
between the employee and the managers and have a direct impact on individuals’ readiness. The
researcher of this thesis agrees with the claims of Dora et al. (2016) that an internal change agent who
knows the organizational context, have good soft skills and are within the organizational social context
of the employee are more effective than external consultants. Similarly, the findings of this thesis are
aligned with Luning and Marcelis (2006) that the complexity of food property- and food process
variability makes it more difficult for an individual within the food and drink industry to understand
what to improve. Additionally, the measurement of ‘individual readiness for organizational change’
related to the Lean manufacturing implementation on the organization, indicated that that employees
whose daily activities were orientated around food property and food process, displayed lower levels
of readiness that other employees whose activities was less orientated around food property and food
process. This is similar to Dora et al. (2013) argument that employees within the agribusiness
associate the definition of quality with quality controls and quality assurance and are less familiar with
quality improvement definitions, which could affect their perceptions regarding quality improvement
initiations.

The main purpose of this thesis was to investigate if the concept of ‘individual readiness for
organizational change’ can provide additional explanations and understanding of why some firms
perform better than others when applying the same quality improvement practices within the European
food and drink industry. Based on the findings of this thesis, the researcher argues that the usage of the
concept of ‘individual readiness for change’ as a measurement before or during the early stages of a
quality improvement implementation within the European food and drink industry, could increase
researches’ and practitioners’ understanding why some firms perform better than others when applying
the same practices. Which is important for the creation of guiding frameworks for practitioners of how
to implement quality improvements within the European food and drink industry.

The limitation of this research with respect to generalizability cannot be ignored due to the
geographical location of the company. Moreover, the comparability of the research cannot be ignored
seeing as this study was conducted on a medium-sized enterprise, hence may not be easily transferable
to other organizational sizes. It must also be taken into consideration that during this study the quality
improvement concept of Lean manufacturing was observed. While all quality improvement
methodologies are continuous are promotes employee commitment and their willingness to learn, it
cannot be ensured that the findings of this thesis is applicable on other quality improvement
methodologies. Finally, the research was based on personal interviews and observations, which means
that the is a possibility that the interviewer’s own opinions and knowledge of interviews and the
interviewee may have biased or limited.

54



Given these limitations, this study yielded some important insight and suggested potential areas for
future work. The detailed discussion and quotes from the employees and change agent may help
practitioners to better identify and confront challenges before undergoing a quality improvement
practice within the food and drink industry in a SME environment. A multiple-cases study approach
could be conducting following the same structure of this thesis to increase the comparability and
generalizability of these findings. This as researchers can compare the performance of the cases and
conduct ‘pattern matching” where information from several cases could be related to a priori
assumptions [149]. Furthermore, is it suggested that further research related to the concept of
‘individual readiness for organizational change’ is conducted with the inclusion of measurements of
the successfulness of the quality improvement implementation, this to further validate the proposed
conclusion of this thesis. Lastly, the findings indicated that a piecemeal approach may be favourable
when achieving high degree of individual readiness for organizational change within a organization,
but will need further investigation before any statement can be made.
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Appendix
Appendix 1

Table 5 Start Set of thesis literature research

Characteristics according to Wohlin

Incorporation into this literature review

If relevant papers come from different
communities, it is important to have
these covered in the start set. Relevant
papers for the literature review may be
in independent clusters making it
difficult to identify them unless the
papers from different communities are
covered from the start.

Initially several key terms and formulate search strings
were identified, related to the topics of food quality
management, learning theory and readiness for
organizational change.

The number of papers in the start set
should not be too small. The size is
dependent on the breadth of the area
being studied.

The breadth of this study is considered large duo to the
fact that the three areas of Food quality management,
learning theory and readiness for organizational change;
were observed. The initial set of papers of each topic
were:

Food quality management
22 (21 articles, 1 book)

Learning theory
13 (10 articles, 3 books)

Readiness for organizational change
9 (9 articles)

If too many papers are found, identify
number of relevant and highly citrated
papers to eliminate.

From the total 40 identified papers, 15 papers had low
citrate-rate, related to their publishing year, and was
removed; leaving:

Food quality management
13 (12 articles, 1 book)

Learning theory
10 (7 articles, 3 books)

Readiness for organizational change
6 (6 articles)

The start set should cover several
different publishers, years and authors.

Several of the selected start set papers included large
literature reviews to ensure that the start set presented
research from many generations. Additionally, the
selected start set itself had a large year diversity from
recognized authors such as Luning and Marcelis (2009),
lleris (2018) and Lewin (1947).

The start set ought to be formulated
from keywords, and synonyms, in the
research question.

Keywords such as perception, quality improvement, food
guality management, readiness for change, continuous
improvement, learning organizations and individual
learning were used, but also combined such as: perception
of quality improvement, individual learning and
perceptions and quality improvement in food quality
management.




Appendix 2

Criteria

Organizational

Geographical

Quality improvement

Medium Sized Enterprise of
the minor scale, this duo to the
limited timeframe of the study.

Within the Food and Drink
industry and preferably a
manufacturing, seeing as the
majority of literature
investigated related to quality
improvement methods such as
Lean and Six Sigma were
based on empirical
investigations of manufacturing
organizations.

Have the resources and time to
support the researcher during
observations. Estimated time
expected to be 20 weeks of
investigation with daily
communication possibilities.

Auvailability to conduct field
observations and interview
personal

Located within the south
regions of Sweden

Either just about to start a
quality improvement initiation
or will embark on a quality
improvement change within the
next year and are preparing for
the initiation.

Planning a large-scale
implementation were the
majority of employees will be
affected.

Have a change agent in charge
of the imitation whom is
actively working or preparing
for the quality improvement
initiation.
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Appendix 3

Survey: Perception
(Enkat: Uppfattningar)

In this survey you will be asked to answer 23 questions related to your perceptions
regarding the Lean initiation that your company is about to implement. A perception
refers to what you believe and not necessarily what you know for sure. If you are
unsure regarding one question, listen to your instincts or what first comes to mind.
Please answer all questions in the survey.

(I denna enkaten skall du besvara 23 stycken fragor som relaterar till dina egna uppfattningar
om den Lean implementering som ni skall paborja pa ert foretag. Uppfattningar syftar de vad
du tror och inte bara det du vet. Om du &r osaker pa en fraga, forsok ga pa magkéansla eller
det alternativ som du forst kom att tdnka pa. Vanligen svara pa alla fragor i enkaten.)

For question 1 and 2, select only one alternative. Select the most appropriate option.
(For fraga 1 och 2, valja bara ett alternative. Vlj det alternative som passar béast.)

1. What is your current position in this company?
(Vilken typ av anstallning har du pa foretaget?)

Employee Consultant
(Anstalld) (Konsult)
Staffing agencies Manager
(Bemmaningsforetag) (chef/ledare)

Other — please, specify:
(Annan position — vanligen specificera:)

2. In which department are you currently working?
(Vilket department arbetar du pa?)

Executive Team Production Marketing
(Ledningsgrupp) (Produktion) (Marknadsforing)
Quality Purchasing Packaging
(Kvalité) (inkop) (Packning)

Sales Administartion Inventory
(Forsaljing) (Administartion) (Lager)

Other — please, specify:

(Annan position — vanligen specificera:)
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For the remaining questions, on a scale of 1 (strongly disagree) to 7 (strongly agree)
select the number you perceive best suited. For all question below the word change is
associated with the Lean implementation that is to be initiated.

(For resterande fragor, pa en skala fran 1 (Haller inte all med) till 7 (Haller fullstandigt med)
valj det nummer du uppfattar mest passande. For samtliga fragor nedanfor syftar ordet
forandringen till den Lean implementation som foretaget skall genomforas.)

3. Our organization’s top managers have put all their support
behind this change effort. 1 4 7
(Vart foretags ledningsgrupp har gett sitt fulla stod bakom denna Cm
foréandringen.)

4. Every manager has stressed the importance of this change. 1 4 7
(Allai varat foretags ledningsgrupp har betonat vikten av denna
foranringen.) 09000000

5. Our organization’s managers have presented me with
opportunities to prepare and learn about the change. 1 4 7
(Vart foretags ledningsgrupp har skapat méjligheter for mig att m
forbereda mig pa och lara mig om forandringen.)

6. | think the organization will benefit from this change. 1 4 7
(Jag tror att foretaget kommer tjéna pa denna forandringen.) m

7. This change will improve our organization’s overall
efficiency. 1 4 7
(Denna forandringen kommer att forbéattra vart foretags allmanna m
effektivitet.)

8. Inthe long run, | feel it will be worthwhile for me if the
organization adopts this change. 1 4 7
(Pa lang sikt kanner jag att det kommer vara vart besvarat for mig m
om foretaget genomfor denna forandringen.)

9. This change will make my job easier. 1 4 7
(Denna forandringen kommer att gora mitt arbete enklare.) m

10. When this change is implemented, I don’t believe there is
anything for me to gain. 1 4 7
(Nér forandringen &r implementerad, tror jag inte att jag kommer m
tjana nagot pa det.)

11. The time we are spending on this change should be spent on 1 4 7
something else.
(Tiden som vi lagger pa denna forandringen borde laggas pa m
nagonting annat.)

12. This change matches the priorities of our organization. 1 4 7
(Den har forandringen matchar vart foretags prioriteringar.) m

13. There are legitimate reasons for us to make this change. 1 4 7
(Det finns sakliga anledningar till varfor vi ska genomféra denna m
forandringen.)

14. It doesn’t make much sense for us to initiate this change. 1 4 7

(Det ar inte forsatligt varfor vi ska gora denna forandringen.)
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15.

There are some tasks that will be required of me when we
change that I don’t think I can do well.

(Det finns vissa uppgifter som jag kommer att behéva gora nér vi
genomfor forandringen som jag inte tror att jag kommer
genomfora pa ett bra sétt.)

16.

I do not anticipate any problems adjusting to the work I will
have when this change is adopted.

(Jag forvantar mig inte att ha nagra problem med att anpassa mig
till de arbetsuppgifter som jag kommer ha efter férandringen.)

17.

When we implement this change, | feel | can handle it with
ease.

(Nér vi genomgar denna férandringen, kanner jag att jag latt
kommer kunna hantera den.)

18.

I have the skills that | need to make this change work.
(Jag har de kunskaper som jag behdver for att denna férandringen
skall ga att genomforas.)

19.

When | set my mind into it, | can learn everything that will
be required when this change is adopted.

(Om jag bestdammer mig for det, kan jag lara mig all som kommer
krévas nar denna foréandringen &r genomford.)

20.

My past experiences make me confident that I will be able to
perform successfully after this change is made.

(Mina tidigare erfarenheter gor att jag kanner mig saker pa att jag
kommer kunna prestera bra efter att forandringen ar genomférd.)

21.

I am worried I will lose some of my status in the
organization when this change is implemented.

(Jag ar radd for att jag kommer att forlora delar av min stéllning pa
foretaget om denna forandringen genomfors.)

22.

This change will disrupt many of the personal relationships |
have developed at work.

(Denna forandringen kommer negativt paverka manga av de
personliga relationer som jag utvecklat pa jobbet.)

23.

This change embarks the same values as | do.
(Denna férandringen foresprakar samma varderingar som jag gor.)

Thank you for your participation
(Tack for din medverkan)
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Appendix 4

Change-specific efficacy

Management support of the change

Willingness to learn

Topic Key words
Appropriateness for change
Motivation
Commitment

Rewards & Rebuke

Personal safety

Anomaly reporting

Organizational history
Cooperation/teamplay/ Team spirit
Variation in operations

Satisfactory information from management

1. How do you think you contribute to the quality of this organization?

2. Do you think this Lean effort will have positive impact on the organization?

3. Inwhat ways does the management team support you in you on an everyday basis?

4. Do you always follow all food safety and personal safety regulations that your organization

have?

5. What motivates you to do your very best on an everyday basis within the organization?

6. When learning new things within the organization, what do you find important in order for

you to learn?
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Appendix 5

Change strategy Power basis Managerial behaviour Notes
Dissemination of knowledge through
general education

Empirical rational Legitimacy Personnel selection and replacement

strategles Rewards Employing systems analysts as

Force-coercion

Punishments

consultants
Direct forcing and unilateral action

Political manoeuvring and indirect action

Power-coercive

Use of political institutions

Manipulation of power elites

strategies .
Expertise
Rational persuasion Informational efforts using credible
knowledge, demonstrated facts and
logical arguments
Improving the problem-solving
capabilities of a system
L\,l[gtr:g;t;\s/e reeducative Fostering growth in the persons who
Reference make up the system to be changed

Shared power

Participative efforts to share power and
involve others in planning and
implementing change

During the preparation of Lean for this organization, what has been the biggest challenge yet?
What is quality for you and how do you as a change agent transfer this knowledge to your

employees?

In aspects of Lean how do you think one should address this to ensure that everyone understands
how their role affects the quality of the product?
In relation to continuous improvements as this Lean initiation, what is your opinion on how an
organization should motivate its employees during these type of continuous improvement
activities, activities such as Rewards and Punishments?
What methods or strategies do you use to simplify the concept of Lean to your employees for
them to understand what can be expected of them?
Could you describe your method of communication deeper and how you communicate the
organizations prioritization, to the employees?
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Appendix 6
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