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I 

Abstract  
The banking industry is characterised by regulation, formalisation and continuous 
organisational change, making change management a central challenge for banks. However, 
existing research on change management in banking remains fragmented and often treats 
organisational change as a relatively uniform process, regardless of organisational size and 
with limited attention to how employees interpret different types of changes. Hence, the 
purpose of this thesis is to explore how change management is implemented in banks of 
different sizes and how employees interpret these change initiatives. The study addresses this 
research gap by offering a comparative case study of two Nordic banks that differ substantially 
in organisational size. The theoretical framework builds on change management theory, 
sensemaking theory and organisational size, which together enable an analysis of both the 
implementation and interpretation of change. The study adopted a qualitative and comparative 
research design, using empirical material collected through 16 semi-structured interviews with 
employees. The findings reveal that change management in banks cannot be understood as one 
uniform process, but should instead be separated into structural change management and 
process change management. While structural change is mainly top-down and strongly shaped 
by formalisation, communication and reinforcement, process change is more continuous, 
employee-driven and embedded in daily work. The study concludes that organisational size 
influences change management primarily through formalisation, but that this effect is most 
important during structural change, where formal structures help reduce ambiguity and support 
employee sensemaking. 
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1. Introduction  
The banking industry continues to hold a central position in almost all modern economies. The 
banking industry's role in financial intermediation, processing of payments and risk 
management has proved to be crucial for a functioning economy. According to Heffernan 
(2005), banking has traditionally been characterised by a high level of formalisation, routine-
based workflows and use of standardised procedures. The industry is also one of the most 
heavily regulated sectors in the global economy (Barth, Caprio, & Levine, 2012). These 
regulatory requirements, together with the reliance on formalised procedures and risk-control 
systems, contribute to a highly structured organisational environment. While this structure 
provides reliability and control, it does create particular challenges when banks are required to 
implement organisational change. 

In recent decades, the banking industry has gone through continuous change initiatives. 
Examples of this are deregulation, globalization, digital transformation, increased automation, 
compliance transformation and sustainability initiatives. The reasons for these changes have 
varied. The most substantial regulatory reforms have taken place following financial crises, 
while other driving forces are technological development, increased competition from non-
traditional financial actors and evolving customer expectations (Vives, 2019). As a result, 
banks are facing an increasing demand to implement change management processes within 
their organisations to be able to meet these new expectations. Last year's reports from the Bank 
for International Settlements (BIS, 2025) and the International Monetary Fund (IMF, 2025) 
further highlight that the banking industry is currently undergoing a lot of changes. Examples 
brought up are geopolitical fragmentation, elevated debt levels, and increased cybersecurity 
risks. These conditions create a structural tension: banks must remain stable and risk-averse 
while adapting to these changes at the same time.  

These developments make the ability to manage organisational change increasingly important 
within the banking sector. Change management within western management literature is 
defined as the planned and systematic approach to transition individuals, teams and entire 
organisations from the current state to a different desired state (Burnes, 2017). There are 
multiple classical models of change management originating from the Western culture, such as 
Lewin’s (1947) three-step model, Kotter’s (1996) eight-step framework and Hiatt’s (2006) 
ADKAR framework. In contrast to this, the eastern view conceptualises change as continuous 
and embedded in everyday organisational practice. Drawing on Japanese management 
traditions, concepts such as Kaizen emphasise incremental improvement through collective 
responsibility and ongoing learning (Imai, 1986). This philosophy is the foundation of Lean 
management, which originates from the Toyota Production System, where collective learning 
and ongoing adaptation are central principles (Liker, 2004; Nonaka & Takeuchi, 1995). While 
Lean originally was used by manufacturing companies, it has continuously been implemented 
in the service sector over the last few decades (Ahlstrom, 2004).  

In the banking industry, which is highly regulated and professionalised, change management 
is particularly complex. Organisational change initiatives do not only involve structural or 
procedural adjustments but also require employees to interpret and adapt to new ways of 
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working. Change management should not be understood solely as a managerial design process. 
It must also account for how organisational members interpret and respond to change 
initiatives. The sensemaking theory (Weick, 1995) provides a useful lens for understanding 
how individuals interpret organisational disruptions. Organisational research suggests that 
regardless of whether change is conceptualised as episodic or continuous, it is dependent upon 
human agency, interpretation, and everyday organisational practices (Weick & Quinn, 1999). 
There is an interesting tension between expectations of employees who are expected to balance 
compliance with formal rules while simultaneously adapting to new strategies and work 
practices. Oreg, Vakola, & Armenakis (2011) suggest that the employee experience and 
perception of change initiatives determine the acceptance and long-term effectiveness of 
organisational change.  

1.1 Problem discussion  
The tension between organisational stability and continuous transformation in the banking 
industry makes change management particularly demanding. Banks are expected to ensure 
reliability, compliance and minimise risk while simultaneously engaging in frequent change 
initiatives to keep up with the technological development and regulatory reforms (BIS, 2025). 
Organisations operating in highly regulated environments face additional challenges in 
responding to competing institutional demands. Formal structures and control mechanisms 
both enable and constrain organisational behaviour (Greenwood et al., 2011). These 
characteristics create a context in which understanding how change is experienced by 
employees becomes especially important. 

Despite a substantial body of literature on organisational change, several theoretical gaps 
remain. According to the literature review by Pujianto et al. (2023), the literature on change 
management in the banking sector is lacking and fragmented. Much of the existing research 
draws on prescriptive models that imply the existence of universal best practices, largely 
independent of how organisational members interpret change (Burnes, 2017). While these 
frameworks provide valuable guidance on structuring and leading change, they often 
underemphasise how change is experienced by employees. To address this imbalance, 
sensemaking theory (Weick, 1995) offers a complementary perspective by focusing on how 
employees interpret disruptions based on prior experiences, identities and contextual cues 
(Weick et al., 2005). Understanding these cognitive and emotional interpretations is essential, 
as employee perceptions influence the acceptance and long‑term effectiveness of change 
initiatives (Oreg et al., 2011). Without examining how employees construct meaning during 
change, managerial frameworks risk overlooking critical factors that determine outcomes. 

An additional gap in the literature is that empirical studies of organisational change often have 
a relatively homogeneous view of organisations, paying limited attention to how different 
organisational context alters the change process substantially (Pettigrew et al., 2001). In 
practice, organisations differ massively, even within a formalised and regulated industry such 
as banking, where there are differences in size of the organisations, hierarchical complexity, 
governance methods etc. These organisational singularities are likely to significantly influence 
how change initiatives are communicated, implemented and interpreted by the employees. 
More hierarchical and centralised banks may need to use more of a top-down approach to 
change initiatives with formalised communication channels and limited involvement from 
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employees, while less complex organisations may allow for greater participation and flexibility 
but may struggle with coordination (Mintzberg, 1983). These structural differences suggest that 
employees in differently sized banks most likely have different perceptions of how change is 
managed.  

1.2 Purpose and research question  
The purpose of this study is to examine how employees in the banking industry experience 
change management within their organisations. Given the overlooked structural diversity of 
the banking sector, the study will use a comparative approach by highlighting similarities and 
differences between two banks that differ substantially in organisational size.  By emphasising 
the employees' perceptions, the study aims to contribute to a more nuanced understanding of 
how change management is experienced and interpreted within organisations.  

The guiding research question is therefore formulated as: 

How is change management implemented in banks of different sizes, and how do employees 
interpret these change initiatives? 

1.3 Industry context: The banking sector 
The context of this master's thesis is the banking industry. Due to its fundamental position of 
the economy, the banking sector is unique. In many ways, the banks act as the backbone of the 
entire financial system, as they are the primary creator of money as well as the intermediaries 
between savers and borrowers. According to the annual report by the Bank for International 
Settlements (BIS, 2025), banks are currently facing tighter financial conditions due to the 
geopolitical uncertainty that has increased over the last few years. This increased risk of cross-
border financial fragmentation, meaning financial markets are becoming less integrated across 
countries, results in banks being forced to hold more capital and liquidity locally, which raises 
costs and reduces flexibility. Similarly, the annual report by the International Monetary Fund 
(IMF, 2025) highlights that the elevated debt levels have increased the vulnerability of the 
banking sector and require banks to make more adjustments to capital allocation and liquidity 
management. These conditions set the stage for an industry that is in need of organisational 
adaptation while still requiring stability and control.  
 
A structural feature frequently associated with the banking industry is the organisational 
structure that is categorised as segmented and highly formalised. Banks are typically structured 
in different divisions supported by extensive control, compliance units and risk management 
(BIS, 2025). The external regulatory expectations of the industry tend to be embedded within 
the internal processes. This makes the daily organisational practices deeply intertwined with 
the regulatory frameworks that the industry must adhere to, blurring external and internal 
expectations (BIS, 2025).  
 
The banking industry is also being affected by the ongoing technological transformation. 
Innovation within financial technology is making quick advancements within digital payments, 
automation, blockchain infrastructure and artificial intelligence, which all change how 
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financial services are both created and delivered (Al Ajlouni & Al-Hakim, 2018). 
Simultaneously, many banks use legacy core banking systems, which are difficult to replace; 
this has created path dependence that has led to many banks using outdated technology because 
the cost of changing systems would be too high (Hayretci & Aydemir, 2021). IMF (2025) also 
highlights that another reason for the slower adoption of digitised systems is the operational 
and cyber risks that they entail.  

Another layer of complexity is the cultural and ethical considerations in the banking industry. 
The financial scandals have affected the level of trust in banks, especially the financial crisis 
of 2008, which deeply scarred the reputation of banks and increase scrutiny regarding 
organisational culture and social responsibility. Cohn et al. (2014) found that when professional 
norms and identity within banking are made salient, it influences behaviour that undermines 
ethical standards. Consequently, enabling cultural change in the shape of structural reforms is 
an important part of change management in the banking industry (Cohn et al. 2014). Efforts to 
increase corporate social responsibility are already happening in the banking sector, but most 
likely not due to altruistic motivations.  In the study by Wu and Shen (2013), they found a 
positive association between Corporate Social Responsibility (CSR) engagement and financial 
performance. This suggests that banks' initiatives within CSR are largely driven by strategic 
considerations, including reputational and competitive benefits. 

1.4 Delimitations    
This study has several delimitations that define its scope and guide the analytical focus. Firstly, 
the context of the study is limited to the Nordic banking sector. The banking industry is highly 
regulated, structurally rigid, and relies on a high level of formalisation, especially in the Nordic 
setting. This suggests that findings may not be transferable to other industries or geographical 
settings. Secondly, the two case sites differ in organisational positioning. One of the cases 
examined is done at the bank's headquarters, while the other is done at an operational office, 
as the headquarters of that bank is located abroad. This difference may influence the 
comparability between the cases, as many operational activities are different.  
 
Thirdly, the study focuses on employees as a collective group. This means that regardless of 
the exact hierarchical position, all interview subjects are analysed in the same way. While the 
distinctions likely influence the perception of change, analysing these differences would 
expand the scope beyond what is intended. The goal is to make the comparison between the 
different banks rather than between roles within each bank. Fourth, change management is a 
broad and multifaceted concept. Prior to the collection of empirics, the concept was 
conceptualised as an umbrella term for all types of change within an organisation. During the 
analysis, the answers led to the concept being categorised into two distinct sub-categories: 
structural change management and process change management. Other forms of change, such 
as cultural or strategic transformations, are not explicitly examined as they were not discussed 
in detail. 
 
Lastly, the comparative analysis is delimited to organisational size as the main structural 
variable. Organisational size is used as the key contextual dimension, as multiple other 
variations, such as hierarchy, coordination mechanisms, and communication structures, can be 
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derived from it. Using this approach, size functions as a proxy variable for broader differences 
between the organisations. Consequently, other factors such as organisational culture and 
ownership structures are not analysed as separate variables but should be understood as 
embedded within the difference in size.  
 

1.5 Disposition 

This thesis consists of six chapters. In chapter one, the problem discussion, purpose and the 
research question is introduced. Further background of the study and delimitations are also 
included. Chapter two includes the thesis's theoretical framework, where perspectives on 
change management, sensemaking, and organisational size are introduced. In chapter three the 
methodological approach, including the research design, research strategy, data collection, and 
analysis is described. Research quality and ethical considerations are also introduced here. In 
chapter four the empirical findings from the interviews is presented. The chapter is divided into 
structural and process change, and further organised into themes derived from the thematic 
analysis. In chapter five the empirical findings are examined in relation to the theoretical 
framework. Finally, chapter six concludes the thesis by answering the research question, 
discussing implications, and suggesting directions for future research.  
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2. Theoretical framework  
This chapter presents the theoretical framework used during this study. Firstly, the chapter 
introduces what change management is and why organisations practice it. It then presents 
several well-known episodic models of organisational change and lean management, which is 
an alternative conceptualisation of change. The chapter then introduces the second main theory: 
sensemaking, which is used to understand how employees interpret and respond to 
organisational change. A third theoretical concept brought up is organisational size and how it 
affects change initiatives. Finally, the chapter concludes with a synthesis of the theoretical 
framework, where the different perspectives are combined into the analytical framework used 
in this study. 

2.1 Change management   
Change management is a central topic within management and organisational studies. The 
concept has been theorised in many different ways, reflecting the varying assumptions about 
stability, control, and human agency. Burnes (2017) conceptualises change management as the 
deliberate and planned process through which organisational actors seek to guide organisations 
from a current state towards a desired future state. This way of viewing change management is 
prescriptive in the sense that the definition assumes that change can be intentionally designed 
and that the process has a beginning and an end. Change management is a broad term that 
encompasses managing all types of change, such as structural, procedural and cultural, etc. 
Organisational change is an umbrella term that includes all types of changes that alter an 
organisation. Organisational change management should therefore be understood as the 
application of change management principles and practices within an organisational context 
(By, 2005). However, there are multiple models that try to explain how change management is 
done in an effective way, which will be covered in this chapter. But firstly, the question that 
needs to be answered is why change management is needed.  

2.2 Why do organisations engage in change management? 
During the last decade, fundamental changes seem to have been more present than ever with 
the pandemic, geopolitical uncertainty and the potentially disruptive nature of artificial 
intelligence. Looking further back, many of the regulatory and organisational transformations 
can be traced back as a result of the 2008 global financial crisis, which led to stricter regulatory 
frameworks and increased compliance requirements across the industry (IMF, 2025). The 
pressures can be categorised as external pressure and internal pressure. Pettigrew et al. (2001) 
suggest that the perspective of external pressure can be understood as the continuous 
environmental and institutional pressures, for example, the technological development, 
regulatory requirements, world politics and evolving expectations from customers. In highly 
institutionalised sectors such as banking, there is also an increased need for legitimacy, 
alignment with rules and adherence to standards of the industry (DiMaggio & Powell, 1983).  
 
Internally, there is constant pressure to improve efficiency, integrate new technologies and 
reshape organisational cultures (Burnes, 2017).  Both of these perspectives challenge existing 
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organisational structures and practices, and to implement the needed change initiatives 
effectively, organisations engage in change management. (Pettigrew et al., 2001). Research on 
organisational change highlights that organisations that fail to recognise the need for 
transformation or adapt to changing environments risk decline (Kotter, 1996). The need to be 
able to adapt can be seen in foundational organisational literature, such as Teece et al., (1997), 
which introduces the concept of dynamic capabilities. It is the firm's ability to integrate and 
reconfigure internal and external resources and competencies to address and shape rapidly 
changing business environments. Dynamic capabilities can be seen as the organisation’s ability 
to change, while change management explains the process of change.  
 
The interplay among distinct stakeholder groups is essential within organisational change 
(Mintrom & Norman, 2009). At the forefront of change initiatives, there are the change agents 
who push the transformations of the organisation. To succeed with a transformation, the change 
initiative must be accepted; otherwise, it is common that the state that existed before the 
initiative is returned to.  There are both supporters and opponents to most change initiatives; 
supporters need to be kept in coalition while opponents, who prefer the status quo, need to be 
persuaded (Mintrom & Norman, 2009). To handle this complexity of supporters and opponents 
within the firm as well as external stakeholders, change management becomes both an 
operational and a strategic process (By, 2005). In essence, practising change management is 
necessary for all organisations to realise the envisioned transformations needed for the 
organisation's competitiveness.  

2.3 Foundational models of organisational change management  
Multiple foundational models explain how to practice organisational change management. This 
section will present the most established models of organisational change that have been used 
over the last few decades. As they all build upon each other and share similarities, they will be 
presented in chronological order. The organisational change management models that the thesis 
will use as a foundation are Lewin’s 3-Stage Model of Change, Kotter’s 8-step model, Hiatt’s 
ADKAR model and Lean, which is a manufacturing method originating from Toyota but has 
increasingly been implemented by the service industry over the years. These four models will 
be summarised and presented in a table at the end of this section to examine similarities and 
differences, collectively they will act as the theoretical backbone of the change management 
section. 

2.3.1 Lewin’s 3-Stage Model of Change 
One of the most influential models of change is Lewin’s (1947) three-stage model of change. 
Lewin explained planned change as a linear process consisting of three steps:  

1. Unfreeze: First, you unfreeze existing behaviour. This is a crucial preparation step for 
enabling change. Here, the current beliefs and behaviours are actively challenged to 
create awareness of the necessity of change.  

2. Change: Secondly, you implement the change. This stage is the actual transition where 
new procedures are introduced. This stage can be categorised as rather chaotic, as 
confusion peaks among the employees.  
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3. Refreeze: Lastly, you refreeze the newly implemented practices. In this stage, the 
newly adopted practices are integrated in the organisation and management steers 
towards stability to solidify the changes.  

 
Figure 1: Visualization by the authors based on Lewin (1947). 
 
The model assumes that existing organisational routines and behaviours are held in place in 
their natural state. To implement change, the existing equilibrium needs to be actively 
destabilised before new behaviours can be established. While Lewin’s (1947) model is simple, 
it has been highly influential and continues to underpin more modern change management 
models of this change perspective (Burnes, 2017). 

2.3.2 Kotter’s 8-step model 
Kotter (1996) developed an eight-step model which rests on similar assumptions as Lewin's 
(1947) model. The eight-step model emphasises leadership-driven change, and uses the 
following 8 steps:  

1. Establishing urgency: Similarly to Lewin’s model, the first step for change is to frame 
change as necessary. 

2. Building a guiding coalition: In this step, the group of people pushing for the change 
is created, also known as the group of supporters, as Mintrom and Norman (2009) frame 
it.  

3. Forming a strategic vision: At this stage, the vision for the stage needs to be clearly 
defined. 

4. Communicating the vision: The formulated vision needs to reach all individuals in the 
organisation through all means of communication necessary.  

5. Empowering broad-based action: This stage is about removing obstacles that hinder 
the change initiative and thereby empowering action. 

6. Generating short-term wins: During the change project, management must celebrate 
short-term wins as evidence that the change initiative is worthwhile. 

7. Consolidating gains & producing more change: At this stage, the changes that have 
been made should be used to further push change into other parts of the organisation. 

8. Anchoring new approaches: In the last stage, the new approaches need to be 
embedded within the culture and systems to make it stick. 
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Figure 2: Visualization by the authors based on Kotter (1996) 

The model presents change as a process driven by management through effective 
communication, coordination, and control. Kotter’s (1996) framework is arguably the most 
well-established change model of all time and is still widely used in managerial practice and 
consultancy as of today. Kotter’s model can be seen as a development of Lewin’s (1947) three-
stage model, as the figure above highlights.  

2.3.3 Hiatt’s ADKAR model  
Hiatt (2006) developed the ADKAR model in the late 90s, but it was not published until several 
years later. It is also a sequential model explaining organisational change. The name ADKAR 
is an acronym for the 5 stages of the model, which are the outcomes the individual needs to 
achieve to make the change a success.  
A is for Awareness: the individual in the organisation needs to be aware of the change 
intuitively.  
D is for Desire: there needs to be incentives for the individuals inside the organisation to pursue 
the change.  
K is for Knowledge: there needs to be educational content for the employees, allowing them 
to understand the new system.  
The second A is for Ability: The individuals who experience the change need to be given the 
ability to drive it themselves.  
R is for Reinforcement: Similarly to the previous models, the change needs to be anchored 
within the organisation to stick 
The model is built upon similar assumptions as previous ones about the episodic nature of 
change, but has more focus on the human perspective compared to the previous models 
presented (Hiatt 2006). 
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Figure 3: Visualization by the authors based on Hiatt (2006). 

2.3.4 Lean: A different perspective on change  
Even though the prescriptive models still remain common, they have been increasingly 
scrutinised within organisational research. A central aspect of this is the reliance on linear and 
rational assumptions that they are based on, which often fail to capture the complexity of 
organisational life (Pettigrew et al., 2001). Another reason for critique against the models of 
planned change is the episodic view of change, where stability is seen as the norm and change 
as the exception. This idea is increasingly misaligned with modern organisations practising 
continuous adaptations rather than discrete change events (Weick & Quinn 1999). An 
additional criticism is that episodic change management literature often frames change as 
positive by portraying resistance and stability as inherently negative. By this framing, 
legitimate concerns and resistance to change are disregarded, leading to the problem where 
organisations sometimes pursue change for the sake of the change itself (McLaren et al.,  2022). 
Overall, the multiple critiques suggest that even though planned change models provide a 
partial understanding of change within organisations, alternative perspectives are needed to 
capture the complexity of how change unfolds in practice. 
 
One such alternative perspective can be found in eastern philosophy and, in extension, Japanese 
management traditions. In this perspective, change is conceptualised differently; change is 
viewed as the natural state of things; organisations are constantly evolving through incremental 
improvements and continuous learning (Dwivedi, 2006). This can be seen as the opposite of 
the Western idea that stability is the natural state and change is only something that occurs 
occasionally. A central concept applied to business studies within this perspective of change is 
the term “Kaizen”, which is a Japanese word that translates to improvement. The concept 
Kaizen suggests that continuous improvement through small incremental changes leads to 
significant positive results in the long term (Imai, 1986). Kaizen emphasises collective 
responsibility and integrates change into daily work routines. Change is not treated as 
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something management applies to the rest of the organisation, but rather as a collective effort 
that is performed by the entire organisation embedded in practices (Imai, 1986). 

This philosophy of continuous change underpins the Lean framework, famously practised by 
Toyota. Liker (2004) describes Lean as a management philosophy designed to maximise value 
and minimise waste. Based upon the idea that long-term orientation, respect for the employees 
and continuous learning are the most important aspects for success. Nonaka and Takeuchi 
(1995) further explain that within this system, change is seen as a process of continuous 
knowledge creation that is made possible by social interaction and shared practice within the 
organisation. While Lean, which uses this perspective of continuous change, was originally 
developed in a manufacturing context, it is evident that continuous improvement approaches 
are increasingly being applied in more knowledge-intensive sectors (Ahlstrom 2004). This 
suggests that the philosophy of improvement through incremental, continuous changes is 
applicable beyond production settings and, therefore, relevant for sectors such as financial 
services as well. 

Lean management is not without its flaws, either. Even though the continuous change 
perspectives are increasingly being incorporated into new business areas such as the service 
industry, they are also subject to critique. Hasle (2012) cautions against idealising Lean and 
Kaizen perspectives on change, as there is a risk of work intensification and negative employee 
outcomes. Some implementations do improve learning and effectiveness, while others have 
negative aspects such as increasing stress and workload at the workplace (Hasle et al. 2012). 
Similarly to these findings, Koukoulaki's (2014) literature review on the effects of lean in 
multiple industries demonstrates that employees working in an environment characterised by 
continuous improvement systems can heighten both psychological and physical risks.  

Another base for critique is the problem of interpretation and culture. In Salentijn et al. (2021) 
article, they use the term “the dark side of Lean”, which is the negative results when Lean is 
implemented in the incorrect way. Similarly to Koukoulaki (2014), they highlight that when 
employee involvement is disregarded, which is an integral part of lean, continuous 
improvement leads to reduced autonomy and increased pressure. The question needs to be 
asked: can Japanese management culture be implemented successfully in Western culture, 
where the work traditions are very different, or is it just certain parts of the system implemented 
while others are overlooked?   
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2.3.5 Synthesised model of four different change management models.   

Table 1: Change management models synthesised  

 Lewin’s 3-stage 
model  

Kotter’s 8-step 
model 

Hiatt’s ADKAR 
model 

Lean change 
management  

Nature of 
change  

Episodic, planned Episodic, planned Episodic, planned Continuous, 
incremental   

Primary focus  Organisational  Managerial  Individual  Collective 

Role of 
management   

Initiate and lead 
change  

Initiate and lead 
change  

Enable and 
support 
individuals 

Facilitate 
collective learning 

Role of 
employees 

Passive recipients  Passive recipients  Central actors who 
determine success 

Active 
contributors 

Limitations  Oversimplification, 
static, understated 
role of employees 

Top-down, static, 
understated role of 
employees 

Less strategic, 
narrow focus on 
individuals  

Risk of work 
intensification and 
change fatigue 

 

The table highlights the main similarities and differences between the episodic change 
management models and Lean management. Lewin’s (1947), Kotter’s (1996) and Hiatt’s 
(2006) models are presented individually because they represent the most influential 
frameworks within the planned and episodic change perspective. Lean is included as an 
alternative perspective. Although Lean includes practices that can be seen as models in 
themselves, such as Kaizen and 5S, Lean is treated here as a broader management philosophy 
rather than as separate models. 

2.3.6 Episodic change management models applied to the banking industry 

Multiple empirical studies have been made applying episodic change management models to 
the banking industry. For example, Maharaj (2021) examines a planned change transformation 
of the digital integration in a South African bank and uses Lewin’s 3-step model (1947) for 
analysis. The study highlights typical issues with planned change, such as cultural resistance, 
insufficient communication, and a lack of post-implementation consolidation. In another study, 
Ridhovan and Anggarani (2024) analysed the leadership-driven transformations of an 
Indonesian bank during an election year. The bank used change management resembling 
Kotter’s 8-step model (1996) as they established urgency, building coalitions and consolidating 
change. Interestingly, Ridhovan & Anggarani (2024) highlighted the importance of 
collaboration and creation of external coalitions with other banks and stakeholders to be able 
to drive change, which is something that the established planned change models don't include.  

Other studies also suggest that banks tend to use deliberate and sequential change initiatives 
rather than incremental adaptation. Two additional studies of African banks in Zimbabwe and 
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Nigeria found that structured change management frameworks were necessary to guide 
implementation, emphasising top-down management. Both articles suggest that the human 
resistance to change is often a bigger issue than the technical aspects (Ugoani, 2017; 
Musungwini & Mondo, 2019).  

An important limitation of the existing empirical studies that discuss change management in 
the banking sector is that they all originate from emerging economies (Maharaj, 2021; 
Musungwini & Mondo, 2019; Ugoani, 2017; Ridhovan & Anggarani, 2024). These banking 
systems are all categorised by political volatility, regulatory instability and vastly different 
cultural norms compared to Nordic banks. The Nordic banking sector operates in a more stable, 
mature, technological and regulatory environment. The transferability of findings from 
emerging-market banking systems to the Nordic context is therefore questionable.  

2.3.7 Lean change management applied to the banking industry 
The alternative perspective on organisational change, Lean, can also be found in contemporary 
empirical research within the banking industry. As outlined in 2.2.4, Lean is grounded in a 
philosophy of continuous improvement, collective learning, and employee responsibility (Imai, 
1986; Liker, 2004). Instead of treating change as a discrete transformation with a clear 
beginning and end, Lean conceptualises change as the natural ongoing state embedded in the 
organisation's daily practices. Although Lean was originally applied in the manufacturing 
industry, it has extended into the service sector over the years (Ahlström 2004). 
 
Two empirical studies were conducted by Dos Santos and Cabrita (2016) & Thomas and 
Saleeshya (2019). Dos Santos and Cabrita (2016) examined the use of lean application in a 
Portuguese bank and found that the implementation of lean had positive consequences in the 
form of a reduction in return rate and lead time improvement. Similarly, Thomas and Saleeshya 
(2019), who analysed Lean application within an Indian private-sector bank, found decreased 
customer waiting times and increased productivity. 
 
The version of Lean that is being applied in the banking sector is Lean Six Sigma. According 
to Sunder et al. (2019), Lean Six Sigma is a hybrid process methodology that combines Lean's 
focus on waste elimination with Six Sigma’s methodology of data-driven variation reduction 
through frameworks such as DMAIC, which is an acronym for Define, Measure, Analyze, 
Improve, Control. Sunder et al. (2019) found that the implementation of Lean Six Sigma in 
consumer banking can reduce processing times and improve service performance. Wang and 
Chen (2010) also suggest that Lean Six Sigma, in combination with TRIZ, which is a 
systematic method for solving complex technical problems, improved service processes in a 
banking context. In both of these cases, Lean is used as a management strategy for continuous 
improvement.  
 
Empirical evidence suggests that Lean tools are being applied to the banking sector and have 
positive consequences. However, what part of Lean gets implemented seems selective. Lean 
management incorporates culture as well, but both Dos Santos and Cabrita (2016) and Thomas 
and Saleeshya (2019) articles suggest that the Lean application was not holistic and did not 
change the culture of the organisation. One must also note that Lean Six Sigma is a hybrid 
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model and within banking it is applied through project-based structures led by specialised 
teams rather than a decentralised bottom-up improvement philosophy that Lean originally was 
(Sunder et al., 2019; Wang and Chen, 2010). In practice, Lean Six Sigma combines continuous 
improvement with planned episodic change initiatives similar to Lewin’s (1947) and Kotter’s 
(1996) models. There are also similar limitations of the applicability of the results to the Nordic 
bank sector due to the research originating from different contexts. 

2.4 Sensemaking 
Organisational change initiatives require employees to interpret new goals and working 
methods, and established routes are disrupted. To understand how employees in banks make 
sense of organisational change, it is essential to examine how change management is 
experienced in practice. Sensemaking offers a valuable perspective on how organisational 
actors construct meaning in situations characterised by ambiguity, uncertainty, or disruption 
(Weick, 1995; Weick et al., 2005). Therefore, sensemaking becomes particularly relevant when 
studying employees' experiences during organisational change management.  
 
Sensemaking is a broader analytic perspective concerned with meaning construction in 
organising. Research on meaning construction dates back to the 1960s, but Weick consolidated 
it in the 1990s (Brown et al., 2015). The most established conceptuation of sensemaking was 
developed by Weick (1995), who defines it as the process by which people structure and make 
sense of the unknown. Humans develop reasonable interpretations of their experience and what 
action should be taken. Sensemaking emphasises that meaning is constructed through a 
combination of action, interpretation and organisational context. Meaning is not objective but 
varies heavily depending on personal perceptions (Weick, 1995). 

2.4.1 Organisational sensemaking   
In this thesis, sensemaking is examined within the organisational context, which is referred to 
as organisational sensemaking. This is the process in which meaning is constructed and 
sustained in organisations to enable coordinated action (Weick, 1995; Weick et al., 2005). 
Sensemaking is not solely a cognitive process of individual employees but also embedded in 
organisational roles and routines. These factors shape how people interpret and respond to 
change initiatives (Weick, 1995).  
 
A core assumption from Weick’s (1995) is that action and interpretation are closely 
intertwined. Meaning is constructed retrospectively by the actors trying to make sense of what 
happened by looking back on their actions. What is going on during a change process is shaped 
by what employees do in response. The unfolding of change in practice and its interpretation 
are therefore central to understanding organisational sensemaking. Meaning is provisional and 
can be developed during the whole organisational change process  (Weick, 1995). To better 
explain how sensemaking unfolds in an organisation, Weick (1995) identifies seven properties. 
These together describe the key characteristics of sensemaking as a process:  
 

1. First, sensemaking is grounded in identity construction. Organisational actors interpret 
change depending on how they understand who they are and their role in the 
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organisation. Employees' professional identities and organisational position shape 
which aspects of change they attend and react to.  

 
2. Second, sensemaking is retrospective. Meaning is constructed after the action has 

already taken place. Actors look back on events and attempt to try to make sense of 
what happened. This indicates that actors' understanding of organisational change may 
evolve over time as they reflect on the change initiatives. 

 
3. Third, sensemaking is enactive of the environment. Actors in the organisation do not 

simply respond to fixed organisational events. They actively engage with it through 
their actions and create the environment they later interpret. In change processes, 
employees’  responses to management initiatives contribute to how change is enacted 
in practise.  

 
4. Fourth, sensemaking is highly social. Meaning it is rarely constructed in isolation by 

certain individual actors. Instead, it is constructed by interaction, dialogue and shared 
views between many different actors. During organisational change management, 
actors' sensemaking is influenced by their relationship with other actors involved.  

 
5. Fifth, sensemaking is ongoing. There is no definite starting or ending point as 

organisational actors are constantly embedded in a continuous flow of experiences. 
Sensemaking can therefore not be limited to formal change events, but continues as 
actors adapt to new events.  

 
6. Sixth, sensemaking focuses on extracted cues. Organisations have a complex 

environment, and actors may selectively attend to certain signals while ignoring others. 
During change management, actors may focus on certain managerial messages or 
actions that shape how change is understood. These selected cues become the basis for 
how employees interpret the change and how they decide to respond to it.  

 
7. Lastly, sensemaking is driven by plausibility rather than accuracy. The goal is not to 

produce or define a perfectly accurate understanding of organisational change. It is 
sufficient to develop an interpretation that is coherent and can guide action. Plausible 
explanations allow organisational actors to move forward even if the information is 
incomplete or uncertain.  

 
Maitlis and Christianson (2014) extend the sensemaking perspective by explaining the 
hierarchical aspect through which meaning is constructed in organisations. All organisation 
members engage in sensemaking, but their roles influence how they take part in the process. In 
a hierarchical organisation, a key distinction is made between sensemaking and sensegiving 
(Gioia & Chittipeddi, 1991). Employees may mainly engage in sensemaking as they aim to 
understand what organisational change means for their tasks and roles. On the other hand, 
managers are often responsible for initiating and communicating change. In doing so, they 
engage in sensegiving. It is very difficult to influence how others interpret organisational 
change. Through communication, managers attempt to shape how change is understood inside 
the organisation (Maitlis, 2005; Maitlis & Christianson, 2014). In this thesis, we will focus on 
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employees’ sensemaking. However, we acknowledge managerial sensegiving as an important 
factor that shapes how organisational change is interpreted.  
 
Despite sensemaking being used substantially in organisational research, the sensemaking 
perspective also face critique. One frequently discussed limitation of the sensemaking 
perspective concerns its retrospective interpretation. In Weick’s (1995) conceptualisation, 
meaning is constructed by looking back at events after they have occurred. This retrospective 
orientation has been criticised for making it more difficult to analyse how actors interpret 
events as they unfold in real time or anticipate future developments (Sandberg & Tsoukas, 
2014). Later research has therefore called for a stronger focus on prospective sensemaking. 
This examines how organisational actors construct meaning about future possibilities (Brown 
et al., 2015).  

2.4.2 Sensemaking Triggered by Organisational Change  

Organisational change is often described in the literature as situations where sensemaking 
becomes most visible. Sensemaking is most likely to happen when everyday work is disrupted 
and when existing ways of understanding no longer explain what is happening  (Weick, 1995; 
Maitlis & Christianson, 2014). Maitlis and Christianson (2014) further argue that sensemaking 
also often begins when an organisational member encounters events that are novel, confusing, 
or ambiguous. Organisational change can produce these conditions even if the change is 
expected. New strategies or processes can challenge existing assumptions and create 
uncertainty about goals and roles. As a result, organisational actors engage in sensemaking to 
understand why the change is taking place and what it means for them (Maitlis & Christianson, 
2014).  

Sensemaking is often triggered by a mismatch between expectations and actual experiences. 
Organisational change creates these mismatches between expectations and actual experiences, 
for example,  roles and structures that previously provided stability are now changed. 
Organisational actors experience uncertainty and ambiguity when familiar patterns no longer 
apply as a result of organisational change. Sensemaking is then initiated as individuals look 
back on events and what has changed (Weick, 1995). Individuals search for signs that help 
them interpret what the change means and how they should respond. It is a way to interpret and 
understand the new situation retrospectively (Weick, 1995; Sonenshein, 2010). Later research 
from Weick et al. (2005) focuses more on the sensemaking during organisational change, which 
is closely linked to action. It helps actors to develop interpretations that are reasonable enough 
to guide action, even when the situation remains unclear. It is not about achieving full clarity 
but about creating an understanding of the situation to be able to continue their work. 

2.4.3 Employee responses to organisational change 
To understand how employees in differently sized banks experience change management, it is 
necessary to examine how they respond to change initiatives. Maitlis and Christianson (2014) 
reason that if actors ' expectations in organisations are violated, the sensemaking process is 
triggered. This is a process that often is emotionally charged. Threats to their identity or role 
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can generate a strong affective response such as anxiety, discomfort or fear. These emotions 
motivate employees to engage in sensemaking as they aim to restore predictability and control 
of the situation. The reaction of the employee is therefore emotional as individuals are coping 
with the uncertainty caused by organisational disruption (Maitlis & Christianson, 2014). Brown 
and Starkey (2000) support this perspective by arguing that organisational members are 
emotionally invested in their identities. Organisations' members may have defensive reactions 
when change challenges their established roles or identity.  
 
Building on this, there is also literature that challenges the traditional view of resistance to 
organisational change as purely negative. Piderit (2000) emphasises a more nuanced 
understanding of employee responses, which is not equally one-sided as Maitlis and 
Christianson (2014) She suggests that responses to change consist of three different 
dimensions: cognitive, emotional and intentional.  

1. The cognitive dimension touches on employees' beliefs and evaluations of change. This 
includes whether they perceive it as necessary or beneficial.  

2. The emotional dimension captures the reaction and feelings of the change, for instance, fear. 

3. The intentional dimension concerns the behavioural intentions, meaning how people plan to 
act in response to a change.  

One of Piderit's (2000) most essential conclusions is that these dimensions, cognitive, 
emotional and intentional, rarely align. For example, an employee could potentially feel that a 
change is strategically necessary (cognitive), while at the same time worrying about its 
consequences (emotional). She introduces the concept of ambivalence to explain the people's 
responses to change as complex and conflicting. This shifts the attention from seeing people as 
resistant during organisational change. Instead, to gain a proper understanding, one must 
investigate the employees’ beliefs, emotions and intentions in order to understand their 
reaction.  

Similar to Piderit (2000), Smollan (2006) focuses on the process behind employee reactions to 
change. His model explains different employee responses to organisational change as occurring 
on three interrelated levels: cognitive, affective, and behavioural. When employees are 
experiencing change, they do not respond directly through behaviour. Instead, they first engage 
in cognitive appraisal. During this stage, employees are evaluating different factors such as the 
fairness and scale of the change. Based on this appraisal, employees are developing cognitive 
reactions in terms of beliefs about the change. These responses could be positive, negative or 
even mixed. These cognitive interpretations are connected to the affective responses, which 
refer to emotions. The employees can feel excitement, hope or anger depending on how they 
interpret the change. Cognitive responses shape affective responses, and these emotions may 
reinforce each other. Before acting, employees undergo a cognitive evaluation of potential 
behavioural responses. For instance, whether they think they should support the change or not. 
This evaluation step links the thoughts and emotions to outward behaviour. Finally, employees 
display behavioural responses that include many different types of responses. People also react 
differently in the way that some have an affective response and translate that to behavioural 
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responses directly, while others are more hesitant and evaluative, as can be seen in the figure 
below (Smollan, 2006). 

Figure 4: Responses to organisational change: reproduced from Smollan (2006) 
 
The model also highlights that these cognitive, affective, and behavioural responses differ 
across different organisational contexts. The organisational context, the change initiator and 
the employee in every case influence how employees perceive change (Smollan, 2006). This 
indicates that organisations with different characteristics will produce different perceptions of 
change management across employees. Consequently, when comparing two banks, differences 
in size, culture, and managerial approach may explain variations in employees' experience of 
change management. The argument presented by Smollan (2006) is also supported by Oreg et 
al. (2011), who reviewed 60 years of quantitative research on employees’ reactions to 
organisational change. Their review shows that internal context factors have a strong influence 
on employees’ reactions. Having trust in the management or being in a supportive environment 
are factors that shape employees’ reactions to change. Therefore, when comparing two banks, 
differences in internal context are likely to influence how employees think, feel, and respond 
to change.  

2.4.4 Sensemaking applied to the banking industry  

Sensemaking can be applied in the banking industry to understand how employees construct 
shared meanings and respond to organisational challenges. As previously mentioned, banks are 
expected to maintain reliability, compliance and risk control while simultaneously adapting to 
technological developments and regulatory reforms. This complexity makes them particularly 
interesting for sensemaking research. There are several studies that have applied sensemaking 
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in the banking industry. A study by Abolafia (2010) describes sensemaking as central during 
the development of banking policies. Policymakers do not only react to economic data when 
making strategic decisions. They work together to build a shared view instead. They identify 
important signals and organise these into explanations that guide decisions. Sensemaking is 
therefore seen here as a social process where meaning is created together in important decisions 
in the financial sector. 

Sensemaking is also visible in organisational processes within banks. Van der Steen (2017) 
studies how employees and managers in two Dutch banks worked together to identify strategic 
issues. They interpreted their daily experiences and turned them into common views of what 
problems were important. In one bank, a structured approach led to one clear and shared issue. 
On the other hand, a less structured approach led to several different interpretations. This 
suggests that sensemaking can either create alignment or create differences, depending on the 
change management process.  

Finally, Khan (2018) looks at organisational change in a commercial bank in Pakistan. The 
study shows that employees not only rely on official explanations when understanding change. 
They are trying to make sense of it themselves. This can lead to a strong reaction around 
legitimacy and values, which suggests that sensemaking in the banking sector is not only 
shaped by communication but also by other factors like employee relationships. 

With this being said, existing research mainly focuses on policy-making and strategic 
decisions. There is less attention on how employees interpret organisational change in their 
everyday work, particularly in the Nordic context. This further motivates this study of research 
that examines how employees construct meanings of change within banks of different sizes.  

2.5 The significance of organisational size  
In order to address the research question and justify the comparison between two banks, size 
as a variable must be understood. Differences in organisational scale are expected to influence 
communication, managerial structures and decision-making authority. These differences shape 
how organisational change is done and also experienced by employees.  
 
One of the most established models on organisational structures and complexity was developed 
by Mintzberg (1979). His structural model explains the main components of organisations and 
how authority and responsibilities are distributed between them. The organisation consists of 
different related parts. This includes the operating core, strategic apex, middle line, 
technostructure, and support staff. Because managers can supervise only a limited number of 
employees, organisations typically require multiple levels of management. This hierarchy 
becomes deeper as the organisation's size increases, and informal communication becomes less 
effective  (Mintzberg, 1979). Larger organisations rely more on formal structures and defined 
roles to manage an increasing number of employees. This suggests that organisational size 
shapes how authority is distributed and how changes could be implemented (Jones, 2007; 
Mintzberg,1979).  
 
Research in contingency theory also suggests that organisational size seems to be a key factor 
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in how organisations function. The contingency theory argues that an organisation is most 
effective when their structure align key contextual factors such as strategy and organisational 
size (Donaldson, 2001; Burton et al., 2021). The size determines the type of organisational 
structure needed to organise members effectively. Larger organisations typically develop more 
bureaucratic structures with clear rules and distributed decision-making. This is because they 
produce more repetitive administrative tasks that can be managed through standardised rules. 
Smaller organisations have simpler and more centralised structures where decisions in which 
top management makes decisions directly. When the structural form does not match the 
organisational form, it may lead to reduced efficiency (Donaldson, 2001) 
 
More modern research within the banking industry also demonstrates that increasing size is 
associated with greater organisational complexity. Cetorelli & Goldberg (2014) show that 
larger banks operate through extensive internal networks of subsidiaries. Laeven et al. (2016) 
similarly suggest that larger banks have higher levels of structural complexity, increasing 
coordination demands. These findings suggest that as banks grow in size, the internal structures 
become increasingly complex.  This is likely to affect how change initiatives are coordinated 
and communicated. Comparing banks of different sizes is therefore theoretically relevant, as 
differences in size are expected to lead to systematic differences in organisational structure and 
change management practises. This makes organisational size one of the important variables 
in how change processes are organised and communicated. It also suggests that employees in 
the two banks experience organisational change differently.  

2.6 Synthesis of the theoretical framework 
The literature presented in this chapter provides the theoretical base on which this thesis lies. 
Firstly, the concept of change management is presented as well as the reason why organisations 
practice it. The foundational change management models presented provide frameworks for 
how organisations can implement change in an episodic and deliberate manner. The models by 
Lewin’s (1947), Kotter’s (1996), and Hiatt’s (2006) have a different focal point, but all 
emphasise planning and leadership and offer practical guidance. The reason why they are 
important for the theoretical framework is that they provide the necessary baseline 
understanding for how organisational change is typically designed and implemented from a 
managerial perspective. Empirical studies also suggest that contemporary organisations rely on 
these structured approaches when implementing change initiatives within the banking sector 
(Maharaj, 2021; Musungwini & Mondo, 2019).  
 
The alternative perspective on change management based on Lean highlights that change can 
be understood as continuous, incremental processes rather than discrete transformations. 
However, in practice within the banking sector, it seems that Lean approaches are often hybrid 
models that combine elements from both episodic and continuous change logics, such as Lean 
Six Sigma (Sunder et al., 2019; Wang & Chen, 2010). Using both the perspective of episodic 
change and continuous change illustrates that organisational change can be conceptualised in 
different ways. This is important as it shapes how change initiatives are introduced, structured 
and communicated within organisations. The reason why these perspectives are included in 
this thesis is that they provide insights into how change management is done. Understanding 
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the how, also defined as the implementation, is a necessary first step to then be able to analyse 
the interpretations of the employees. 
 
While change management theories are primarily focused on explaining how change should be 
designed and implemented from a managerial point of view, they provide limited insight into 
how these change initiatives are actually experienced by employees. Management models tend 
to oversimplify and assume that if change is implemented correctly, organisational members 
will simply adopt the new practices. However, using an interpretivist epistemology suggests 
that organisational members aren't passive recipients but active interpreters. To understand how 
change is interpreted by the employees. Weick’s (1995) theory of sensemaking is used. 
Sensemaking research shows that employees actively construct meaning based on identities 
and social context. Studies in the banking sector show that this process is shaped by context, 
participation, and shared understandings within the organisation (Abolafia, 2010; van der 
Steen, 2017; Khan, 2018). This is especially visible during turbulent periods of change. More 
modern research on sensemaking highlights how people can react differently depending on 
their emotional, cognitive, and behavioural responses (Piderit, 2000; Smollan, 2006). Using 
the concepts of sensemaking enables the research to explain the interpretations of the identified 
change initiatives. It helps explain why similar change initiatives may be perceived differently 
across employees and organisations.  
 
Both change management theories and sensemaking theories provide important insights, but 
neither is sufficient on its own. Change management theories explain how organisations design 
and implement change initiatives, but they downplay the importance of employee perceptions. 
Conversely, focusing only on sensemaking would explain how employees interpret change, but 
without understanding how the initiatives themselves are structured and implemented, the 
interpretations become impossible to make sense of. It is by using the combination of these that 
the study can capture a nuanced picture of change management. In this study, the change 
management models are therefore used to provide a framework for analysing how 
organisations design and communicate change initiatives, while sensemaking is used to analyse 
how employees perceive, interpret, and respond to these initiatives in practice.  
 
Lastly, the effect that organisational size has on change management and sensemaking is 
explained. Larger organisations tend to rely on more formalised and hierarchical structures, 
while smaller organisations are often more agile and use informal decision-making to a greater 
extent (Mintzberg, 1979; Donaldson, 2001). These structural aspects, driven by the size of the 
organisation, are crucial as they shape how change initiatives are communicated and 
implemented within organisations. Size is therefore a factor that likely influences both how 
management drives change and the experience of employees who interpret the changes.  
 
In summary, the reviewed literature provides the foundation for how organisational change and 
sensemaking should be understood. The theoretical framework combines two main theories: 
change management theory for explaining how change initiatives are implemented, and 
sensemaking for explaining how employees interpret and respond to these initiatives. As a 
complementary perspective, organisational size provides a structural context that may 
influence both how change initiatives are implemented and how employees interpret them. 
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3. Methodology  
This chapter covers the methodological choices underpinning the study and explains how the 
research was conducted. First, the study's strategy is presented, including the qualitative 
approach, abductive logic, and the underlying epistemological and ontological assumptions. 
Secondly, the chapter includes a description of the research design, where the choice of a 
comparative case study is motivated. Thirdly, the chapter contains a detailed description of the 
data collection, including both secondary data gathered through a structured literature review 
and primary data collected by conducting semi-structured interviews. The fourth section 
explains how the empirical material was analysed using thematic analysis. Lastly, research 
quality and ethical considerations are addressed. 
 
3.1 Research strategy 

3.1.1 Qualitative study  

The study adopted a qualitative research strategy as it best addressed the research question. The 
qualitative strategy focuses on understanding the social world, which is an important part of 
answering the research question. Such a strategy is particularly suitable for examining subjects’ 
experiences, interpretations, and perceptions. The qualitative research strategy is particularly 
applicable when the aim is to gain an in-depth understanding of how individuals make sense 
of situations, processes, or contexts in their everyday lives. Understanding reality from the 
perspective of the interview subject is a central aspect of the qualitative strategy. In addition, 
qualitative research emphasises detailed and rich descriptions, which makes it suitable for 
studies concerned with meaning, interpretation, and context (Bell et al., 2022; Creswell & Poth, 
2018). 

The contrasting approach, which is using a quantitative research strategy, is concerned with 
measuring exact outcomes with predefined variables and identifying causal relationships (Bell 
et al., 2022). While quantitative research seeks breadth and standardisation, qualitative research 
allows for a more nuanced and context-sensitive understanding of social phenomena. 
Organisational change management is considered a complex organisational process and can 
therefore not be understood fully by using a quantitative research strategy.  

This is particularly relevant for the present study, which focuses on bank employees’ 
perceptions and interpretations of organisational change. The research question required access 
to subjective interpretations that could not be meaningfully captured through predefined 
variables. Organisational management affects not only formal processes but also influences 
how roles and interactions are shaped. Employees can experience organisational change 
differently depending on their roles or organisational context. The qualitative approach was 
therefore chosen as it was considered advantageous in this case, providing a more nuanced 
view and deeper understanding than the quantitative approach. 

The qualitative strategy was also well-suited to the comparative design of the study. An 
organisation's structure was likely to influence how the effects of change are experienced. 
Detailed accounts from different settings helped to explore in greater depth how change 
management is experienced differently across banks. This provides insights into shared 
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patterns or areas of disagreement. In summary, the qualitative approach was considered 
appropriate because it enabled an in-depth exploration of how employees in different banking 
contexts perceived and experienced organisational change. The qualitative approach is based 
on an interpretivist epistemology and a constructionist view of social reality. This will be 
further discussed in sections 3.1.3 and 3.1.4. 

3.1.2 Abductive approach  

The research adopts an abductive approach, which is a flexible and dynamic strategy. In 
contrast to this chosen approach, deductive reasoning starts with an existing theory and 
proceeds to empirical testing, while inductive reasoning begins with empirical observations 
and then develops a theory from them. The abductive method can be explained as a 
combination of the deductive approach and the inductive approach. This means that findings 
from data are used to develop new theoretical insights. The abductive approach allows the 
researchers to go back and forth between theory and empirical sampling (Bell et al., 2022).   

Organisational change within the banking sector is shaped by both organisational contexts and 
how changes are planned and managed. Existing theory on change management, the banking 
industry and sensemaking can provide an important starting point. But using deductive logic is 
too rigid, as it simply tests theory rather than exploring experiences. Theory testing alone may 
be insufficient to fully capture how employees experience change in their working environment 
(Bell et al., 2022). Using an inductive study is also problematic as it assumes that theory can 
emerge solely from data. This becomes a limitation in the analytical depth of the study. 
Therefore, the abductive approach is considered the most appropriate logic. It allows the study 
to move repeatedly between empirical insights and theoretical perspectives. It is considered 
advantageous for explorative studies like this as it best captures the dynamic relation between 
empirical material and theoretical perspectives and allows initial assumptions to be challenged 
or redefined (Dubois & Gadde, 2002). This movement between theory and data is consistent 
with an interpretivist approach, where meanings were understood as emerging from 
participants’ perspectives within their social context (Bell et al., 2022).   

3.1.3 Epistemology  

Epistemology explains how knowledge is created and how people make sense of their world. 
There are two main perspectives within epistemology. Positivism, which aligns well with the 
quantitative approach, as it assumes that knowledge should be derived from objective, 
observable, and measurable facts. The interpretivist is the other side of the coin that focuses on 
understanding people’s experiences. Social reality is not assumed to be fixed and objective. 
Instead, interpretivism assumes that reality is understood differently by different people. 
Knowledge and insights are therefore produced by listening to individuals when they explain 
and describe their experiences (Bell et al., 2022).  

This interpretivist perspective is preferable compared to the positivistic perspective for 
answering the research question of how employees in banks experience changes in their daily 
work related to organisational change. Change management could influence employees in 
many different ways, depending on the person and context. People can experience change as 
influencing time management, tasks and emotions in different ways. These effects would be 
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difficult to understand fully through quantitative methods. To achieve the depth required for 
this study, interviews were conducted to best understand how organisational change was 
experienced. The choice to have an interpretivist epistemology fitted well with the qualitative 
and abductive strategy. 

3.1.4 Ontology  

Ontology attempts to describe what reality is and how it is constructed. There are three different 
perspectives on ontology. This research draws upon the constructionist ontology, which aligns 
well with the interpretivist epistemology. Using this logic, it indicates that organisational 
routines and work practices were not fixed. Instead, it is shaped by how people communicate 
and make sense of their work together. Organisational change is therefore best understood as 
socially constructed through ongoing interaction  (Bell et al., 2022).  

Constructionism is useful for the study as organisational change is not just a formal process. 
The way change affects daily routines depends highly on how the employees and organisations 
understand and manage change. The same change initiative could affect daily routines very 
differently depending on the size of the bank. It is likely that differences in communication, 
culture and organisation structure affects the outcome. Constructionism also focuses on how 
employees together create meaning around change  (Bell et al., 2022). Therefore, the 
constructionist perspective helps provide explanations for why employees in different banks 
experience change. The constructionist approach is considered crucial in order to recognise that 
employees’ experiences are shaped by their social context.  

3.2 Research design   

3.2.1 A comparative case study  

Using an appropriate research design is decisive to be able to answer the research question. As 
the research questions require an understanding of experiences, it was necessary to develop an 
in-depth understanding of the employees. This emphasis on depth rather than breadth made a 
case study design appropriate. As the study aimed to compare how change is experienced in 
banks of different sizes, the two banks were treated as separate cases. This made it possible to 
examine each setting individually while also identifying similarities and differences between 
them. Therefore, the research design took the form of a comparative case study.  

A case study enabled a detailed examination of an event within an organisation (Bell et al., 
2022; Saunders et al., 2019). In the research study, each bank was treated as one case with its 
own organisational structure, regulations and culture. This type of design was appropriate as it 
allowed for a rich exploration of how change management was perceived from within the 
context of the organisation. As change management in banking was shaped by the 
organisational structures and organisational routines, it was fitting to make a case study to 
capture the level of complexity. 

The study was not limited to a single case. In order to create a richer analysis, two different 
banks of different size was chosen. This comparative approach had the advantage of being able 
to identify both common patterns and differences in employees’ experiences (Bell et al., 2022). 
As organisational structure was expected to influence how change management was 
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implemented and experienced in daily work, a comparative design was considered appropriate. 
This added nuance to the analysis,  as it did not assume similar experiences across the banking 
sector.  

The research design of combining a case study and a comparative study is well established in 
methodological literature. Both Eisenhardt (1989) and Yin (2018) explain how it is often an 
effective research design as it allows each case to be analysed in depth on its own while also 
enabling cross-comparison between the cases. This approach strengthened the analysis as it 
allowed findings of recurring themes across both banks while also highlighting case-specific 
characteristics. In this study, the approach was to first conduct case analyses to understand the 
employees within their own contextual settings. This was followed by a cross-case analysis 
that examined the similarities and differences between banks with different organisational 
sizes.  

3.3 Data collection  

3.3.1 Secondary data collection  

The term “secondary data” refers to data that already exists and has been collected for purposes 
other than the study at hand. Examples of types of data are academic literature, reports and 
official publications (Bell et al., 2022). The collection of Secondary data was important to 
establish a theoretical foundation for the study. There were two main reasons for this: Firstly, 
by carefully examining the existing literature, gaps could be found in the literature that 
motivated the research. Secondly, as the study had an abductive strategy, the literature was 
continuously used in tandem with the gathered insights, and it was in the intersection of the 
literature and gathered data that the analysis was conducted.  

The collection of secondary data required a structured approach. A literature review was 
conducted focusing on change management, the banking sector and sensemaking. As an 
abductive approach was used, the literature study was continuously revisited and reformatted 
throughout the process as new data were gathered. The most highly valued type of sources were 
peer-reviewed articles published in respectable journals and academic books. In addition to 
this, industry reports and regulatory publications were used to provide the necessary contextual 
mapping of the banking sector. The inclusion criteria for the secondary data consisted of 
publications written in English. The literature search was conducted using combinations of key 
search terms, including “change management,” “banking,” “employee experiences,” and 
“perceptions.” These terms were combined using Boolean operators such as AND and OR to 
refine and broaden the search where appropriate. For example, searches included combinations 
such as “change management” AND “banking” and “employee experiences” OR “perceptions” 
Publication year was also taken into consideration. While sources published after 2000 were 
prioritised in order to ensure contemporary relevance, selected earlier works were also included 
where necessary to provide foundational theoretical perspectives. 

The databases that were used to gather the secondary data were Scopus, Google Scholar, 
Gothenburg University Library and Web of Science. Snowball sampling was also used to 
gather relevant articles. which is a technique usually used for primary data where existing 
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participants refer to new subjects. However, it can also be used for secondary data collection 
by using references from relevant sources to locate additional material (Bell et al., 2022). 

3.3.2 Primary data collection  

Primary data refers to the data that is collected by the researcher for the specific purpose of the 
conducted study (Bell et al., 2022). Examples of different approaches to data collection are 
surveys, experiments and interviews. The primary data for this study was gathered through 
interviews. The reason for this was that interviews allowed for more in-depth answers, which 
were required to capture the perceptions of the employees. The sampling strategy that was used 
for the collection of primary data was purposive. Purposive sampling is the choice to 
intentionally select participants based on their relevance to the research question rather than 
the standard quantitative approach of random sampling. 

The sample size of each bank consisted of 8 interviews. In total, 16 interviews were conducted. 
Empirical saturation determined the number of interviews conducted. Empirical saturation in 
qualitative interviews is difficult to pinpoint, as the amount of information in interviews can be 
vastly different. Previous research suggests that the number of interviews required to reach 
saturation is highly context-dependent rather than fixed in advance (Saunders et al., 2019).  On 
this basis, 16 interviews were judged to be sufficient because the aim was not statistical 
generalisation, but to generate rich qualitative insights and identify patterns within and across 
the two cases. Since the interviews were evenly distributed between the banks and later 
interviews largely confirmed already emerging themes, the empirical material was judged 
sufficient for answering the research question. 

Participants were contacted either via email or professional networking platforms. The 
potential participants were given information about the purpose of the study and ethical 
considerations such as confidentiality and anonymity. As previously addressed, when 
conducting interviews at both banks, a non-disclosure agreement (NDA) was written. An NDA 
between the researchers and the bank ensured that sensitive operational information remained 
confidential. 
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Table 2: Overview of respondents  

*Repsondents working at the smaller bank are given an A before their number. 
*Respondents working at the bigger bank are given a B before their number.  

Respondent  Format Date Lenght 

A1 In person 2026-02-24 42 min 

A2 Online 2026-02-24 28 min 

A3 In person 2026-02-24 33 min 

A4 In person 2026-02-25 41 min 

A5 In person 2026-02-24 34 min 

A6 Online 2026-02-24 32 min 

A7 In person 2026-02-25 30 min  

A8 In person 2026-02-24 36 min 

B1 In person 2026-02-26 39 min  

B2 In person 2026-03-04 52 min 

B3 In person 2026-03-06 44 min 

B4 Online 2026-03-06 40 min 

B5 In person 2026-02-26 31 min 

B6 In person 2026-03-04 37 min 

B7 In person 2026-03-04 35 min 

B8 Online 2026-03-06 37 min 

 
3.3.3 Selection of interview subjects   

The participants were chosen using purposive sampling, which depended on their potential to 
provide relevant and rich insights. This was more important than focusing solely on the 
complete representativeness of the different banks. Qualitative sampling is described to occur 
at two different levels: the site level and the participant level. The site level refers to the 
selection of the setting, while the participant level refers to the selection of individuals 
(Creswell & Poth, 2018).  

In this study, the participant level was kept as consistent as possible in terms of their roles.  The 
subjects that were analysed in the study were the employees working in the two different banks. 
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Within each bank, employees were selected with the intention of establishing a varying pool 
of perceptions, meaning different roles and different hierarchical roles were sought after. This 
was important as it was assumed that employees working in different roles at different banks 
would have varying experiences of how change management affected them. The participants 
did not perform the same tasks, but efforts were made to ensure they were as similar as possible 
across banks. The site level differed in the two cases as data were collected from two different 
organisational settings. The Headquarters location of the smaller bank, and the regional office 
in the bigger bank. This discrepancy was taken into consideration when interpreting the 
findings.  
 
Bank A was selected as it represented a smaller bank that had undergone rapid development 
during the last year. Conducting interviews at the headquarters made it possible to capture 
insights behind change initiatives and have high access to many employees. These employees 
were also expected to have more insight into change management compared to those in a 
smaller office.  

Bank B was selected as it represented a large and well-established bank with complex 
organisational structures and multiple ongoing change initiatives. This made them suitable for 
examining change management as experienced in a larger context. The interviews were 
conducted at a regional office. The reason why the headquarters were not used as the site for 
bank B is that it is located abroad. Although the distinction between “small” and “large” is 
context-dependent, the difference in organisational scale between the two cases is substantial 
as highlighted in the table below. 

Table 3: Bank visualisation (Source cannot be disclosed due to confidentiality but can be made available upon 
request, 2026) 

Bank A Total revenue SEK:  
< 5,000,000,000 

Average number of full-time 
employees < 600 

Bank B  Total revenue in SEK: 
>100,000,000,000 

Average number of full-time 
employees > 25,000 
 

 

3.3.4 Interview guide   

The interview guide was used as a supportive tool for conducting semi-structured qualitative 
interviews. It was not used as a strict script but instead as a flexible structure that helped the 
researcher guide the conversation (Kvale & Brinkmann, 2014). This flexibility important as it 
invited the participants to emphasise issues they found most relevant. The interviews were 
between 30 and 60 minutes long to ensure depth and richness in the data. 

The guide consisted of five central topics that addressed the research question. There were 
multiple questions within each topic to help the researcher guide the discussions and ensure 
relevance. However, questions could be skipped or adjusted, and follow-up questions were 
asked depending on where the interviewee wanted to focus. The interview guide was not a 
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script where everything written had to be communicated, but rather functioned as a flexible 
framework that supported the conversation. The interview guide can be found in Appendix 8.1 
and illustrates the interview topics, along with a few questions for each topic. Note that more 
questions were asked within each topic, but as it's semi-structured, questions varied from 
interview to interview, meaning the interview guide does not include an exhaustive list of 
questions but example questions instead.  

Using an interview guide also supported better consistency between interviews. Different 
interviews could have different lengths or focus, but the guide ensured that all relevant topics 
were discussed by all participants. This was particularly important in a comparative study 
involving employees from different banks who may have wanted to discuss different things. 
The open nature of the interview guide also enabled the participants to branch out and tell us 
anecdotes that may prove important in the analysis. 

3.4 Data analysis   

3.4.1  Framework for thematic analysis  

In order to analyse the collected material, thematic analysis based on coding was used. Coding 
can be described as the organisation of qualitative data into smaller units that are easy to analyse 
(Kvale & Brinkmann, 2014). A data analysis is crucial for qualitative studies as it allows for 
shared meanings and differences to be identified across interviews. 

In order to make an analysis, the thematic analysis was based on the six steps developed by 
Braun and Clarke (2006). The first step is familiarisation with the data. This includes repeatedly 
reading and engaging with the transcripts to gain a solid understanding. Also, initial ideas and 
observations are noted for the analysis later. Additionally, listening to the audio to ensure that 
the transcript is accurate is done. Familiarisation is a key step as it forces the researcher to 
actively engage deeply with the data. The second step involves coding and generating the initial 
codes. Key findings in the transcript are identified across the dataset, and codes are applied to 
meaningful segments of text. Codes are based on relevance and importance to the research 
question and can be presented in a table to ensure a clear overview. The third step is to search 
for themes which involve grouping codes into broader patterns. This is the first draft of the 
themes, but it is usually changed in later stages. Themes represent broad areas in which the 
data can be grouped. The fourth step is to review the current themes. They are examined to 
ensure coherence and consistency. Themes that are not fully supported can be revised, merged 
or even discarded. The fifth step is defining and naming themes so that they clearly describe 
their core meaning. The focus for each theme is clarified to better separate them. The last step 
is to produce the report and present the different themes. The thematic approach offers an 
efficient way to analyse and present qualitative data (Braun & Clarke, 2006).  

3.4.2 Application of Thematic Analysis to Empirical Data 

Using the six steps by Braun and Clarke (2006), we started by transcribing the audio files using 
Klang AI, which is an AI-based transcription tool that converts recorded speech into written 
text. Familiarisation with the data was done by reading all transcripts multiple times to identify 
initial patterns and gain an overall understanding of the dataset. During this process, notes were 
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taken, and a substantial amount of manual correction was needed to ensure accuracy as Klang 
AI, while consistent, made some errors. After correct transcripts were finalised, the coding 
scheme was developed. The coding scheme can be found in the appendix at 8.2 coding scheme.  
 
The second step: generating initial codes was supported by the qualitative data analysis 
software ATLAS. ti. The program has a built-in AI-assisted coding function, meaning it can 
identify patterns and suggest initial codes. However, during the coding process, manual coding 
was primarily used to ensure interpretive depth and alignment with the research question, as 
the AI-generated suggestions were not sufficiently precise. The initial codes used can be found 
in the left-most column of the coding scheme in appendix 8.2. 
 
According to step three in the chosen framework, these initial codes were then grouped into 
broader sub-themes. This was done by comparing and grouping the initial codes based on 
similarities across all interviews, both within each bank and between the two banks, enabling 
a comparative perspective. Step four, reviewing themes, was then conducted to ensure that the 
themes were coherent in relation to both the coded extracts and the entire dataset. The themes 
were iteratively refined, meaning they were continuously reviewed and adjusted to ensure that 
they accurately reflected the data and remained relevant to the research question. 
 
The fifth step, defining and naming themes, was conducted through a two-stage process. First, 
sub-themes were developed, followed by the creation of overarching themes that grouped 
multiple sub-themes. The reason for this was to create a clear analytical structure and ensure 
consistency between the coding scheme and the results chapter. The sub-themes can be found 
in the middle column, and the overarching themes in the rightmost column of the coding 
scheme in Appendix 8.2. 
 
The final step, producing the report, was conducted by using the developed themes as analytical 
categories that structured the presentation of the findings, where each theme represents a 
recurring pattern in how employees experience and interpret change management. 

 
3.4.3 Analytical strategy for generating insights 
During the thematic analysis process, the empirical material was analysed using a comparative 
case study logic. This means that each bank was initially examined as a separate case to 
maintain the organisational context. According to Yin (2018) this is a core principle in 
comparative case study logic. This way of working made it possible to understand how change 
management was implemented and interpreted within each organisational setting before 
moving to the direct comparison between the two banks. After each bank was thoroughly 
examined, the next step was to conduct a cross-case analysis to identify similarities and 
differences. The comparison followed Yin’s (2018) logic, focusing on recurring patterns in 
order to find focusing on recurring patterns across the cases to identify both shared tendencies 
and context-specific variations. The focus was directed towards how change management was 
implemented and interpreted in each bank, and how these patterns could be understood in 
relation to organisational size. 
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By following this logic, the thematic analysis functioned as the foundation for the theoretical 
interpretations. The themes were presented in the results chapter. Subsequently, in the 
discussion chapter, analytical insights could be gathered by relating them to the concepts used 
in the theoretical framework, namely different logics of change management, sensemaking, 
and organisational size. This process allowed the study to assess whether the empirical material 
confirmed or challenged existing theory. By this logic, the theory building made in the 
discussion chapter should therefore not be understood as the creation of a wholly new model. 
Instead, theory building in this study should be understood as a process of refining existing 
theoretical understanding through empirical comparison.  
 
The data analysis was carried out systematically by combining Braun and Clarke’s (2006) steps 
for thematic analysis with Yin’s (2018) comparative case study logic. The empirical material 
was first coded and organised into themes, after which patterns were identified both within 
each case and across the two cases. These patterns were then interpreted in relation to the 
theoretical framework. Through this analytical process, the study developed a more nuanced 
explanation of how change management is implemented and interpreted in differently sized 
banks. 
 
3.5 Research Quality 
Ensuring quality in qualitative research is essential for producing results that others can trust. 
Both to learn from and to use as a credible source in the future. Unlike quantitative studies, 
which often rely on statistical indicators, qualitative work focuses on four criteria of 
trustworthiness: credibility, transferability, dependability and confirmability (Lincoln & Guba, 
1985; Bell et al., 2022). These four criteria are very commonly used when evaluating 
qualitative studies. Bell et al. (2022) base their description of these four criteria on Lincoln & 
Guba’s (1985) original framework.  

Credibility concerns whether the interpretations stay close to what participants intended to 
communicate. One way of supporting credibility is through some form of respondent feedback, 
where participants get the chance to react to how their statements were understood (Bell et al., 
2022). During this research, discussions with the interview subjects were conducted to ensure 
that information was interpreted correctly. However, this was done with caution, as it can create 
new bias. People sometimes want to change their statements, and this can damage their 
credibility rather than increase it. Sticking to broader themes that came from the coding helped 
keep the interpretations grounded in the interviews instead of allowing too much editing. 

The transferability criterion explains whether the findings could be meaningful in settings 
beyond the current study (Bell et al., 2022). Since this is a qualitative study, we are not aiming 
for statistical generalisation. Therefore, transferability in this context means our responsibility 
is to describe the research context clearly enough so that readers can make their own judgment 
about relevance. This includes clearly presenting each of the participants, how the interviews 
were carried out and an overview of coding. Readers gain insight into the analytic process by 
explaining how raw interview material was gradually developed into themes. This makes it 
easier to see if similar conclusions might apply to other environments.  
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Dependability is about having a research process that is documented well enough for others to 
follow the logic behind it. For this reason, we kept records of the methodological steps in order 
to show the progress. Bell et al. (2022) point out that maintaining such documentation helps 
create transparency. The study does not need to be repeatable in a quantitative sense. Instead, 
the decisions made throughout the project can be traced and understood. 

Confirmability refers to the extent to which the findings reflect the participants' viewpoints 
instead of the researchers’ personal expectations or assumptions. To support this, we kept 
documentation that shows how interpretations developed and where they originate in the data. 
The chosen approach during interviews contributes here because they allow participants to 
express themselves freely and introduce topics the researchers may not have considered. 
Another action to ensure confirmability is to give a brief overview of the emerging themes to 
participants. This makes them able to comment on missing angles or clarify misunderstandings. 
However, as mentioned earlier, this needs to be handled carefully, since allowing too much 
revision can sometimes affect the quality of the results.  

3.6 Ethical Considerations 

Ethical issues and considerations are central to qualitative research and arise throughout the 
entire research process. Regardless of the chosen qualitative approach, researchers must 
constantly handle the tension of ethical responsibility towards participants and the integrity of 
the research process itself. Qualitative research often involves close interaction with 
participants. This includes access to personal experiences and thoughts. This makes ethical 
considerations particularly prominent and requires ongoing attention during the whole research 
(Creswell & Poth, 2018).  

Informed consent is described as one of the major ethical considerations. Researchers are 
expected to communicate to participants that they are taking part in a study and the general 
purpose of it  (Creswell & Poth, 2018). This is particularly important for a qualitative study 
focusing on employees’ experiences of change management. Clear informed consent ensured 
that participation was voluntary and based on an understanding of what the study covered. This 
was important in the methodology to reduce the risk of ethical infringements.  

Confidentiality and anonymity are other major ethical issues described in qualitative research 
(Creswell & Poth, 2018). Interviews can include sensitive statements and information 
regarding organisational structures, systems and leadership. It was important to protect the 
identities of the interview subjects. Anonymity enables participants to speak more freely about 
their experiences without fear of being identified. Confidentiality was also a requirement from 
the banks to participate as they requested a Non-Disclosure Agreement (NDA) to be signed. 
This also enabled the research to handle other ethical issues raised by Creswell & Poth (2018) 
on off-the-record information. Participants can request that certain statements not be included 
in the study. Information must be handled with care to maintain trust between the researcher 
and participants.  

The researchers' behaviours and biases in an interview also give rise to potential ethical 
concerns. Sharing personal experiences or opinions about organisation management or change 
management can influence participants’ responses (Creswell & Poth (2018). Therefore, efforts 
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were made to remain neutral as interviewees, as it was a study that aimed to understand 
employees’ experiences. This made sure that their perspectives remained central and not 
influenced by the researcher's own opinions.  Data storage and handling is considered another 
important ethical consideration. Interview data could contain sensitive information about 
people (Creswell & Poth (2018). Data storage was made in the University of Gothenburg 
OneDrive to guarantee secure storage of the data.  

Addressing these ethical considerations during the research process was essential to ensure 
participants shared their experiences in a safe way. This made it easier to gain trust and 
convince the participant to take part in the study.  
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4. Results   
This chapter presents the key findings and insights from the empirical study. The result is 
derived from 16 interviews, 8 at Bank A and Bank B, respectively. During the analysis process, 
it became clear that the empirical material could be categorised into two distinct forms: 
structural change and process change. The empirical material indicated that these two forms of 
change are very different and heavily affect both how change management was carried out and 
the perceptions of the employees. Structural change concerns larger changes, such as 
reorganisations, while process change concerns incremental change in routines and operational 
practices. This brief distinction is introduced here to structure the empirical findings, while a 
more detailed analytical discussion of the difference between structural and process change 
management is provided in Section 5.1. The results are therefore structured in the following 
way: Two separate subchapters have been created, one containing structural change and the 
other containing process change. Within each chapter, themes developed in the thematic 
analysis have been used as subheadings. 

4.1 Descriptions of structural change management   

4.1.1 Structural change model and leadership  
The findings indicate that Bank A and Bank B apply a top down logic of change for structural 
change management but have fundamentally different approaches. At Bank A, change 
initiatives are implemented differently from time to time rather than through a formalised 
model. The respondents don’t recognise a set of predefined organisational methods used for 
larger changes. Instead, structural changes appear to be initiated when higher management 
identifies a need to reduce, for instance, organisational vulnerability or improve efficiency. 
This is reflected in statements from several leaders. A2, a team manager at Bank A, states: 
 

I would not say that we work from any formal model. Some managers have different 
approaches, but here it is more that you do it together and try to get people on board. -A2  

 
The leaders at Bank A therefore have a hands-on approach and formulate the structure of the 
initiative in the early stages of the process. Multiple employees describe engaging in 
workshops to formulate a strategy.  In addition, respondent A3 describes how the leadership 
becomes the coordinating mechanism for structural change initiatives taken higher up in the 
organisation. Demonstrating that Bank A’s structural change management relies on 
collaborative workshops, and iterative mapping rather than a predefined change model. 
 

We sat down and started to go through the work and map what everyone actually does. we 
were open to where it could land - A2  

 
It came from management level. we as a team then worked through the details together in 

workshops. -A3 
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In Bank B, there is a different formula for structural change. According to respondent B4, 
Bank B has developed a transition model tailored for Bank B that is used during structural 
change initiatives. Respondents consistently describe a structured approach built on 
predefined checkpoints that regulate when and how different steps in the process are carried 
out. B4  explains:  
 

There is a transition structure[…] it is a {Name of the bank} structure […] it is a very 
structured way of working, with a lot of checkpoints - B4  

 
This model is confirmed by B1 who explains that the reason for using this structured approach 
used by Bank B is due to its size and many divisions. According to B1, the transition structure 
has been used for many years in the bank, as far as she knows, it was created in-house and is 
not built upon any established change management models.  For Bank B, a structural change 
sometimes affects multiple offices and has to be coordinated across multiple countries, and 
several divisions need to be involved. B7 explains:  
 

We work closely with HR, risk, and legal, there are steps that must be followed. If we carry 
out a major organisational change that affects more than one country, the process gets more 
complicated, there is a specific union process for that and additional legal requirement - B7  

  
It is clear that Bank B’s leadership during change initiatives relies on a formalised transition 
architecture designed to ensure consistency and compliance across multiple divisions and 
jurisdictions. Having a predefined model is necessary to make the complicated process 
possible.  

4.1.2 Communication and feedback systems  
Communication and feedback systems are identified as key factors for successful structural 
change initiatives in both Bank A and Bank B. Despite this emphasis on communication and 
feedback, there are substantial differences in how communication is coordinated and executed 
between the banks. 
 
Similarly to changing models, communication during structural change is not governed by a 
formalised protocol or predefined communication structure at Bank A. Depending on the team 
leaders, communication methods vary between formal meetings, emails and workshops.  
Multiple respondents describe that Individual leaders have full autonomy on how they wish to 
communicate with their colleagues. This decentralised communication style results in a big 
variation between teams within Bank A, A3 highlights:  
 

One manager was very communicative, while the other manager was very restrictive with 
information, which created a gap in the information flow - A3  

 
A5 confirmed this and explained that, as different communication channels were used, 
sometimes decisions are shared before official communication is issued: 
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{Anonymized name} told us he would no longer be our manager, months before it was 
official. -A5 

 
Furthermore, sometimes communication responsibilities are delegated downwards, resulting in 
cases where the formal head of the unit is not the communicator: 
 
She mainly communicated through the submanagers. No clear message directly from her - A7 

 
Feedback systems, which are also an important part of change, are primarily facilitated through 
workshops in Bank A, where employees are invited to contribute to ongoing change initiatives 
with input from their work tasks. As described by A1 these workshops are used to map current 
work practices and identify overlaps or inefficiencies: 

During this time, we had many workshops with all staff to bring out what you do as an 
employee, what is important to you during this change. But the decisions were probably quite 

decided from the start -A1 

Multiple respondents agree to this (A8 and A5), describing that while the input was collected 
and framed as an important part to tailor the structural change, the decisions seemed to have 
already been taken. A8 explains it like this: 

We were invited to give our input, but then it wasn’t used for anything. There was no follow-
up, so it was all a bit pointless. - A8 

This suggests that Bank A’s feedback session during structural change is used to give the 
employees a sense of involvement rather than actually influencing the decision-making. 

The communication and feedback systems differ massively when comparing the style of bank 
A with Bank B. Bank B employs a formal and structured communication architecture as part 
of its broader transition model for organisational change. Respondents at bank B emphasise 
that there is a predefined structure on how, when and by whom the communication should be 
done. B4, B3, and B1 all agree that communication regarding structural change begins with the 
highest‑level manager responsible for the affected area. 
 

The first communication always comes from (Anonymized name). She delivers the first 
communication to the people most affected - B4 

 
B4 furthermore describes that to make sure that information is then communicated downwards 
in a controlled and aligned way, the Bank often uses prepared scripts to ensure message 
consistency: 
 

You can have a speaking script where everyone says exactly the same thing. - B4 
 
According to B1, possibly the single most important thing when it comes to change 
management is how communication is done and it suggests that timing and who gets what 
information when is crucial and can have dire consequences if handled poorly.  
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And again, perhaps the most important thing of all is communicating the change itself[…] 
We work a lot with the ‘what, why and how? When?. That it is being done in the right order. 

It is extremely important not to inform the wrong people too early, so that it doesn't spread. It 
would be a nightmare if it got out in the wrong way. -B1 

 
In contrast to Bank A, feedback at Bank B is described as taking place after the initial 
decision has been made. The decisions on structural change initiatives have already been 
taken by management, and input on feedback is not collected until after the change has taken 
place.  

 
- The decision is taken by us in management, and then, afterwards, many people come with 
thoughts, opinions, and questions, and we have to address them and explain why we have 

taken the decision  - B4 
 
Similar to bank B, employees describe that while there is an opportunity to express opinions, 
these do not necessarily influence the outcome of the change: 
 

- You can present an opinion on things, but it is not always taken into account as the 
decision has already been taken, but it happens that adjustments can be made 

afterwards - B5 
 
There are both differences and similarities between the banks in communication and feedback 
strategies. Bank A uses informal, flexible communication that gives leaders great autonomy. 
Bank B relies on formalised and strictly coordinated communication, which is more rigid but 
ensures uniform communication. Feedback-wise, there is a different time frame where 
feedback is happening during structural change at bank A, but afterwards in bank A.  

  
4.1.3 Maintaining change 
Maintaining structural change is also a vital part of the change management process. Findings 
suggest that this part of the structural change initiatives differs significantly. In Bank A, 
multiple respondents suggest that structural changes are not fully embedded in everyday work, 
as previous structures and routines persist after implementation. Even though a formal change 
has taken place, the practical way of working remains largely unchanged. A7 underline this by 
describing that the merging of the two groups hasn't become a reality. 
 

We are still two groups; we are doing the same thing as before. Maybe it has not actually 
been implemented fully yet[…] I can't tell - A7 

This view is supported by A6, who describes how the reorganisation had a limited impact on 
actual work practices and that there has been a lack of initiatives to ensure that the change was 
maintained over time: 
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I can't really say that we have worked very differently between the departments after the 
organisational change either. I cannot really think of anything specific that was done to make 

sure the change actually worked in the long run. - A6 

This suggests that Bank A is struggling with mechanisms to reinforce and stabilise change 
initiatives, resulting in the persistence of old structures and ways of working. 
 
In Bank B, the findings suggest that this is less of a problem. partly due to follow-up-
meetings after the change has happened as highlighted in 4.1.2 by B4 but also thanks to 
expectations and stricter requirements from management. B3 explains that the culture of the 
Bank fosters a climate where consensus is that changes are accepted and adhered to because 
they simply have to be. When asked about why implementations stick, she explained: 

You have to realise that there is no way back. We have no other choice - B3 

B1 also explains that there are requirements for employees; they may initially react to 
change, but acceptance is expected within a relatively short timeframe. It seems that this 
attitude towards change is deeply ingrained in the culture, as one of the most clear patterns in 
the interviews at Bank A was the positivity towards change. B2, B3, B5, B6, and B8 all 
explicitly stated that they like change in general. Bank B seems to have more employees who 
can easily transition into structural changes compared to Bank A who fall back into old 
habits. This is most explicitly captured in B1’s statement at the bank B: 

“If you think it is difficult with change, then you are in the wrong place.” – B1 

4.2 Perceptions of structural change initiatives 

4.2.1 Level of involvement and understanding  
 
Employees in both banks report that their perception of structural organisational change 
depended on the level of involvement they felt and on whether they understood the purpose of 
the initiative. However, the employees in the two banks experienced this understanding 
somewhat differently.  
 
At Bank A, employees felt that organisational change requires individuals to interpret the 
initiative themselves from the beginning. Employees could perceive the same change initiative 
differently depending on whether they believed in its purpose. The understanding often 
depended on individual interpretation rather than on a shared organisational understanding 
from the beginning, A6 explains: 

 
This is actually a very big part of the change work, often things feel kind of unclear and 
chaotic you have to add your own interpretation to understand what’s going on. – A6 

 
The reason for this is that management often lacks clear communication about the change, 
forcing the employees to create their own feelings and beliefs. The purpose of the change is 
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not clearly articulated during the early stages of the process, which contributes to uncertainty 
among employees. A3: described how the restructuring was perceived within the organisation:  

Many have experienced it as somewhat purposeless, rushed, and unclear. I think it's because 
there were shortcomings in how communicating that the change is going to happen, and 

especially its purpose, so that everyone understands why it’s being done. That it’s not just 
change for the sake of change, but something that will actually bring value to you personally. 

– A3 

Similarly, another employee struggled to understand the purpose of a change initiative 
because the reasoning behind the change was not sufficiently communicated as A5 explains: 
 
They could not really present why the change was being made or explain what it would lead 

to, and that created quite a bit of confusion  – A5  

Several employees at Bank A also described situations where attempts to involve staff were 
perceived as symbolic. One example mentioned was workshops organised during the change 
process. Employees were invited to share their perspectives, but later felt that their input did 
not influence the final decisions. As a result, these initiatives were sometimes perceived as 
symbolic rather than as genuine opportunities for employee participation. This in turn led to 
negative feelings in the form of frustration and disappointment. 

In contrast, employees at Bank B more often felt positive about organisational, even if the 
implementation did not unfold in the way they had hoped. They felt involved in the process 
and understood the organisational reasoning. B5 explains being included by having their views 
heard in the later stages of the change influenced how they perceived structural organisational 
change positively.  

Maybe, even if it's not implemented the way you want, but  you still get to feel like your voice 
is being heard somewhere by having a chance to evaluate the change afterwards – B5  

 
The strong communication from the management at Bank B made the participant feel safer and 
more comfortable with the change itself. It enabled them to enhance their understanding of the 
situation and try to make sense of it. B4 and B5 highlights this: 

I felt secure that she would have an open communication with me very early, and that we 
would together look at what alternatives existed - B4  

I think its usually very clearly communicated why something is important. And that also 
creates some kind of vision, what do we ultimately want to achieve? - B5  

Almost all employees at Bank B suggested that communication surrounding major changes 
was generally clear and helped explain the purpose of the initiatives. However, this opinion 
wasn't entirely uniform; respondent B7 expressed that poor communication sometimes exists 
and leads to unclear explanations of why a change is happening.  



 
40 

Employees in both banks experienced that their understanding developed gradually over time. 
However, employees at Bank A more often lacked understanding of the change process, did 
not feel included and therefore had to form their own understanding of the change process. 
Clear organisational explanations helped employees in Bank B understand the intention behind 
the change better, which made them calmer about organisational change compared to Bank A.  

4.2.2 Fear and insecurities  

Fear and insecurities in both Bank A and Bank B can be understood as central parts of how 
employees make sense of big structural organisational changes. When changes were 
introduced, employees in both banks engaged in interpreting what the change meant for them 
personally. Particularly in relation to their role and future within the organisation. However, 
the processes differed in how quickly and strongly uncertainty turned into fear. 

In Bank A, employees often faced ambiguity and a lack of clear understanding. This led 
employees to construct meaning based on uncertainty and speculation. This frequently resulted 
in interpretations around potential negative outcomes. As respondent A1 describe:  

From this point of view, there were obviously a lot of thoughts about what the 
future would hold. Would I get the sack, or would things turn out like this or 

that? – A1 

Similarly, employees in Bank A described how the lack of clarity led to rapid escalation in how 
situations were interpreted. The initial uncertainty quickly developed into worst-case 
assumptions. For example, as respondent A5 describes it:  

At first, all you really think is that it’s a disaster. You’re like, oh no, how are we going to 
handle this? It’s easy to have those kinds of catastrophic thoughts initially before you 

actually understand what it means. – A5 

Within this structural change management process, changes that disrupted established roles or 
structures were interpreted as threats to identity and control. Employees constructed meaning 
around the loss of stability which reinforced feelings of vulnerability. 

Change is a bit scary. Especially when I don’t fully understand how it will affect 
your future role. – A4  

Respondent A2 in bank A acknowledged that the experience was not uniform but varied across 
individuals. Different employees constructed different meanings depending on their sense of 
fear and ability to process change.  

I think people experience different levels of fear and process it in their own ways. Some face 
it while others need more space. – A2 

Employees in Bank B also experienced uncertainty regarding how changes would affect their 
roles and job security. However, these reactions were generally less extreme and more 
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balanced. There were fewer assumptions about worst-case outcomes, and the fear that could be 
seen in bank A was not visible in the same sense at bank B, but B7 expressed worry: 

When you get a message like that, you naturally start to worry. You don’t know. 
What will this actually mean for me, for my closest colleagues? – B7 

Emotional reactions were also present in Bank B, but they were typically short-lived and 
mainly occurred in the early stages of the change. Employees seemed to construct meaning 
over time and move from uncertainty towards a higher understanding. As respondent B8 
describes it:  

I feel that change can be a bit unsettling just in the beginning, but in my experience, you 
shouldn't worry too much, it feels better over time when you understand it more. – B8 

Also, meaning-making around big structural changes in Bank B more frequently included 
competing interpretations of the same change. Employees recognised that a change could 
simultaneously be understood as both a threat and an opportunity, depending on the person. 
This suggests that interpretations in Bank B were more varied. Different views could coexist, 
instead of quickly turning negative as in Bank A. 

We look at it differently. I see it as a way that I might have a job in five years. 
Others may feel like I’m losing my job because we’re streamlining too much.  

– B2  

Therefore, fear and insecurities can be understood as outcomes when employees attempt to 
make sense of major structural changes. In Bank A, this process were more likely to produce 
collective and negative interpretations. In Bank B, fear and insecurities appeared less, and 
reactions were more balanced.  

4.2.3 Time perspective 

In both banks A and B, the process of interpreting a change unfolds over time instead of 
occurring immediately when a change is introduced. The respondents describe an initial phase 
that consists of emotional reactions and uncertainty. Then over time, the respondents describe 
that they learn more and adjust their view and understanding of the structural change. This 
highlights the importance of time in how structural change management is experienced.  
 
In bank A, this time dimension is very evident as the respondent describes moving from initial 
emotional reactions to later acceptance. Respondent describes that their first reaction is driven 
by feeling and that their evaluation emerges retrospectively when being able to reflect. As 
respondent A8 describes it:  

So after a while you might feel like, it wasn’t actually that bad. And hopefully it can lead to 
something good. Change still takes time, and even in a small bank for us as you’re quite used 

to your role  - A8 
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A similar pattern is found in Bank B, where participants describe that it takes time for them to 
fully understand and adapt to a structural change. It takes a different amount of time for 
different employees to process a change. This is important to allow time for reflection and 
discussion across the organisation. As respondent B5 and B7 describes it:  

It takes a very long time before everyone is on the track. - B5 

How long you allow them to actually let it sink in, is absolutely crucial to the outcome. - B7 

Both banks show similar patterns regarding the role of time, but differences are evident when 
looking at how changes are maintained over time. Respondents at bank A describes that 
structural changes often do not result in lasting changes. Existing routines and group dynamics 
often remain unchanged despite a big structural change.  As respondent A5 describes it:  

But the group dynamics and the way we work haven’t really changed at all, I would say. 
We’re still working on exactly the same things as before, in the same teams as we had before. 

- A5 

In contrast, respondents in Bank B describe that changes are often more successfully integrated 
into their operations. Big structural changes become established over time and are maintained 
in practise. This suggests that the respondents experience that structural changes are 
successfully sustained in the organisation, and employees do not want to return to old routines. 

Once, things had settled down and got things rolling, we asked the affected people how they 
felt about the change and the response was that they would never want to go back to the old 

way of working. – B3 

4.2.4 Social interpretation of change 
Respondents at both Bank A and Bank B perceive that structural change is often collectively 
shaped through conversations between colleagues. Different perception of structural change is 
shaped by an ongoing social interaction. Respondents at Bank A describe how shared 
interpretations are created and spread within groups, similarly to Bank B. Ongoing social 
interaction among employees can influence and change views that they did not initially hold. 
This is illustrated by respondent A8, who highlights the strong influence of other employees 
often turns negative:  
 

I'm generally a pretty positive person, but it's easy to get carried away. I went for a coffee 
with some colleagues who were pretty negative about this. All those meetings during this 

period, those types of meetings, were pretty negative. You got caught up in that. It became 
quite a bit of a chore. And the negative tone then, which made you feel like you were being 

carried away pretty quickly. Even if you yourself might actually be positive or neutral about 
it, you're still affected. - A8 

 
This indicates that collective interpretations often lead to increased negativity at Bank A. A 
negative perception of structural change management is more easily reinforced and spread 
among employees. As respondent A1 describes it:  
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Of course, if one person starts talking negatively, it tends to spread and bring more people 
along, and suddenly, you have a group where everyone has a negative attitude. And then you 

can lose focus on why the change is happening and what actually matters in it. - A1 

Respondents at Bank B similarly explain that informal discussions are important in shaping 
how the change is experienced. Instead of relying entirely on formal communication when 
trying to understand a structural change, employees actively engage in conversations to 
interpret and evaluate the change together. As respondent B7 explains it:  
 
Of course, informal talk is very influential. I think that's something that has a big impact on 

how changes are experienced. - B7  
 

Shared meanings are developed within teams through these interactions. These views are not 
natural but tend to be reinforced and influenced by group dynamics. Employees discuss with 
people who share the same view. This further strengthens these shared interpretations. As 
respondent B1 highlighted in 4.1.2, formal communication is structured to prevent negative 
talk from spreading. This seems to be effective as empirical findings indicate that there is less 
negative informal talk at bank B. B6 expresses this: 
 

Well, as far as I know, there isn't that much bullshit here at the bank. Of course people talk 
but communication from above is often quite clear so i think people feel quite safe and don't 

need to vent that much, at least I don’t. -B6 

4.3 Descriptions of Process Change Management  

4.3.1 Process change model and leadership 
The main reason for presenting structural change management first and then process change is 
the fact that they are seen as widely different concepts at Bank B. In all interviews at bank B, 
there was a clear distinction made depending on whether the change management concerned 
structural, organisational change, or minor process changes. B7 at Bank B explains it like this:  
 

An organisational change usually comes from above, whereas improvement work, which is 
essentially what continuous improvement stands for, usually comes from below instead 

 -B7 
 

This distinction indicates that process change at Bank B is primarily understood as originating 
from operational levels rather than from top management. Multiple respondents at the bank 
suggest that the process changes emerge from the teams working on the systems. B2 describes 
the bottom-up aspect of process change management in that any employee can report a ticket 
within a system at bank B. Then, that idea travels upwards in the hierarchy: 
 
So the idea is that anyone can suggest an improvement of a system[…] There are constantly 

ideas that we are working on. Then B3 and I have our own Excel sheet, and we have a 
meeting to go through new ideas and old ones. If anything seems interesting, then I more or 
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less present it as a first outline at a group meeting, since we have CI meetings once a week  
where we go through the ideas. - B2 

 
This suggests that while process change originates from employees, it is organised through 
formalised structures. The findings, therefore, indicate that process change management at 
Bank B is characterised by a structured bottom-up approach. Improvement initiatives tend to 
originate within operational teams but are processed through formalised systems and routines.  
 
At Bank A, the distinction between structural and process change is less clearly defined than 
at Bank B. Rather than being treated as separate categories of change, respondents describe 
how different types of change tend to blend together in practice, where improvements are part 
of ongoing work rather than clearly labelled initiatives. 
 
I wouldn’t say we think in terms of ‘this is a process change’, it’s more that we continuously 

adjust how we work. – A4  
 
However, some employees suggest the origin of process change is indeed separate from other 
types of change, as it emerges bottom up. But, there are clear differences in how it's done when 
compared to bank B.  Improvement initiatives do emerge from employees working within the 
affected process, but they are not challenged through formalised systems to the same extent as 
they are at Bank B. A2 describes a decentralised approach where ideas can be raised and acted 
upon quickly: 

Changes happen all the time. If anyone here has an idea about something that can be 
improved, there are really no obstacles to doing it. – A2 

This idea is further reinforced by how respondents describe the limitations of top-down-
initiated changes to routines. A1 explains:  

When it comes from above, often we have already tried it, or they don’t see the whole picture 
because everything is connected. - A1 

This suggests that employees at Bank A perceive locally driven process improvements as more 
effective than when they originate from management due to the lack of  deeper understanding 
of the operational context that management may have. The findings also indicate that process 
change at Bank A is less defined as a separate entity than in Bank B. Employees at Bank A 
work continuously and embed process improvement in everyday work, whereas at Bank B, it 
is organised as identifiable initiatives despite originating from employees. 

 
4.3.2 Implementation and coordination of process change 

The interview with B3, who is deeply involved in process changes at Bank B, explained the 
different nature of change management regarding process change compared to structural 
change discussed above. B3 explains it in the following way: 
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If you look at the CI [short for continuous improvement]-related side, for me, it was wow, 
because working in a process-oriented way creates a completely different way of thinking in 
terms of planning and overall organisation[…] When making a change, we really mapped 

everything we do. And at every step, from box to box, how do we work now, and how should 
we work? According to the Lean method, you start by identifying the root cause[…] We also 
use these standard times to see whether, if we make major changes through CI, we can see a 

difference in the standard times, and whether they decrease when we make these changes.  
- B3 

This reflects a structured and systematic approach to implementation, where process changes 
are coordinated through mapping, root cause analysis, and performance measurement. B3’s 
explanation of how Bank B works with process changes is confirmed and developed by B6, 
who underlines the coordinated and formalised routines and meetings 

Then we go through the process ideas, we have meetings once a month where questions are 
asked, have you done what you were supposed to do? You were going to check with that 

department, etc. I really believe this help to clearly check progress and hold people 
accountable for what was decided - B6 

This suggests that the implementation of process changes at Bank B is very different from the 
structural change initiated, as process changes are implemented with shorter decision paths, 
indicating some flexibility within the otherwise structured system. However,  there are still 
similarities in the coordinated follow-up mechanisms that ensure accountability across 
different organisational units. 

At Bank A, the implementation and coordination of process changes are less formalised; this 
is similar to the structural change approach. Bank A uses more ad hoc solutions and rely more 
on informal interaction and dialogue. Rather than being coordinated through structured systems 
as in bank B, process changes are often developed within teams. A1 and A4 explain this 
approach: 

When I come up with an idea, I ask the team what they think and what input they have[…] 
Some things come on Teams, some on email, some you talk about at the coffee machine, it’s 

very different. – A1 

It’s not very structured, to be honest. We usually just discuss it, test it in practice, and then 
tweak it depending on how it works. – A4 

This indicates that coordination is primarily team-based and iterative, where implementation 
emerges through shared understanding and continuous adjustment rather than predefined 
processes. Instead of following a linear implementation process, changes are tested directly in 
practice and adapted based on experience and feedback. 

In summary, both banks are similar in that process change largely emerges from the bottom of 
the organisation rather than with structural change that is more top-down managed. There are, 
however, significant differences in how they coordinate this. Bank B seems to rely on 
structured coordination mechanisms and formal follow-up routines for the process 
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implementation changes. Bank A, on the other hand, is characterised by a more informal and 
adaptive approach, where implementation evolves through team interaction and everyday 
communication. 

4.4 Perceptions of process change management 

4.4.1 Clarity and control 

Process change is generally experienced as very clear and structured at Bank B. Respondents 
describe a strong understanding of how and why these changes are implemented. Process 
change management is therefore described as easier to interpret and make sense of. It is not 
experienced as equally uncertain as a big structural change, but as something natural in their 
everyday work. This clarity reduced the complexity of the interpretation, as employees can 
relate changes to existing routines. As respondent B8 describes it:  

I find that everyday improvements are much easier to adopt because you either drive them 
yourself and understand them more easily - B8 

Process change is also described as shifting toward standardisation and consistency among 
respondents. This creates a sense of predictability, enabling employees to adapt more easily to 
change and feel calm. Something that the respondent B3 emphasises:  

So everyone works consistently, we have standard operating procedures, which contributes to 
less variation in how things are done, this creates s sense of security- B3 

At Bank A, process change is less distinguished from major structural changes. Participants 
describe it as a more fluid environment where change occurs continuously and is not equally 
standardised compared to Bank B. Despite this, participants describe process change as 
manageable and calmer as they can understand it as part of ongoing development. 

It feels like a natural progression, not like a big change, more like something that just grows 
into the way you’re already working. You sort of take it in as you go - A8 

Participants at bank A express a sense of control through familiarity with continuous 
adjustments. Even though the structure is less explicit around process change at Bank A. A 
calmer perception of process change management is experienced as it rarely alters their work. 
Instead, it is experienced as incremental improvements within existing processes, which makes 
the understanding and control higher. It also enables them to feel comfortable with faster 
changes, as respondent A5 describes it:  

 It can happen very quickly, almost from one day to the next. And that’s what makes it so 
great. - A5 
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4.4.2 Employee-driven process change 

Process change management in Bank B is also experienced as very problem-driven and is often 
initiated within teams. Participants highlight that these changes originate from inefficiencies in 
daily work and developing solutions collectively. This creates a clear connection between the 
changes and the purpose it tries to fulfil. As respondent B7 argue:  

You notice a problem and bring it up, then try to find a solution[…] I think these changes feel 
more rewarding, as you really see their value and can drive them yourself. - B7 

Process change management is described as something that they can influence, as it is often 
initiated by identifying and solving issues they experience. This leads to a simpler and more 
positive interpretation. Change comes from everyday work rather than being imposed from 
above. 
 
A similar pattern is observed at Bank A, but is described as less structured and more flexible. 
Participant describes a very open environment where ideas can be raised and implemented 
quickly, often without formal steps. This further highlights that process change is often driven 
by employees rather than strictly managed from higher levels. This creates a more positive 
understanding of change as something that grows naturally. As respondent A1 describes it:  

Do you have an idea why we do it this way? Couldn’t we improve it? Yeah, go for it, just do 
it. - A1  

Process change is described as very connected to continuous improvement in employees' daily 
work. Participants describe how small adjustments are made to improve efficiency, which also 
strengthened the perception that change is something they actively contribute to. 

We work with these smaller changes to continuously renew and improve ourselves. I like 
being able to see opportunities for improvements and push for that. Then you own the change 

if you understand what i mean. - A6 

The fact that process change management is driven by employees seems to result in a calmer 
and more positive interpretation across both banks. Employees tend to view these changes as 
part of their own work rather than as dangerous. This reduces the complexity of interpretation 
and makes process change easier to accept and adapt to. Something that distinguishes it from 
the more major structural change management.  

4.5 Summary of Empirical Findings  

Results were based upon sixteen interviews conducted across two banking firms, Bank A and 
Bank B. The results illustrate some major differences in how structural and process change 
management strategies were pursued and experienced at the two organisations. 

When it comes to structural change, Bank A does not use a formally defined change 
methodology. Instead, they prefer collaborative workshops and leader-led initiatives. 
Communication within Bank A is decentralised. This allows individual managers a fair amount 
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of freedom in what they choose to communicate. However, this also produces inconsistent 
communication flows among various work teams. Feedback mechanisms do exist, but they are 
viewed as symbolic and decision-making appears to be pre-determined. Therefore, most 
structural changes implemented at Bank A fail to establish long-term consistency. Employees 
tend to fall back into their usual ways of working. Employees' lack of clear understanding 
regarding what is happening and who is involved creates uncertainty, fear, and collectively 
negative perspectives towards organisational change.  

At Bank B, they use their own transition model for structural change with clear checkpoints, 
set communication scripts, and close collaboration between HR, Legal, and Risk. 
Communications at Bank B flow structured from the top down, which means sensitive 
information is unlikely to be shared too early. Feedback is collected after a decision has been 
made and employees generally feel informed and secure about the future. The changes at Bank 
B are successfully embedded in the organisation. This is due to the strength of the 
organisational culture that views adaptability as an expected behaviour. Employees experience 
less anxiety during times of change. Employee positive attitudes toward change are influenced 
primarily by Bank B's clear communication and structured change processes.  

Both Bank A and B identify process improvement as originating from their operational staff. 
However, Bank B uses more structured procedures to coordinate these improvements. There 
also seems to be a type of hybrid logic where management carefully monitors these 
improvements through standard times and control procedures. Bank A uses more flexible and 
adaptive team processes where there is less formal control over improvement initiatives, things 
develop more quickly and employees seem to be able to pursue change themselves to a larger 
extent. 

Employees at both banks experience greater satisfaction with process-related change than with 
structural change. Especially in Bank A, there is a huge discrepancy between interpretations of 
structural change which was overwhelmingly negative and process change which is described 
as fun and interactive. In Bank B, the positivity towards change is uniform through both types 
of changes. The positive experiences towards process change seems to be explained by 
employees as they view process changes as opportunities for them to contribute to improving 
their workplace. 
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5. Discussion  
In this chapter, the analysis is presented. The empirical findings are analysed by dissecting 
them in relation to the theoretical framework. Similarly, in the results chapter, the structure 
separates the distinct forms of change management. Firstly, the distinction between structural 
change management and process change management is done. Then, structural change 
management is analysed. Subsequently, process change management is examined. Structurally 
different from the result chapter, the descriptive findings concerning how change was 
implemented and interpretive findings concerning how it was understood by employees are 
discussed together within each subsection. This is necessary to achieve a sufficient level of 
analysis. 

5.1 Two distinct types of change management  
The central distinction used in this discussion is between structural change management and 
process change management. To understand the dynamics of both of these forms of change 
management, they need to be clearly defined. This distinction is important because the 
empirical material suggests that employees described two recurring forms of change: larger 
changes to the formal organisation, and smaller changes to everyday work processes. 
 
In this thesis, structural change management refers to change initiatives that affect the formal 
organisation. Examples of this are reorganisations, changes in team structures, roles, and 
responsibilities. Structural change management is, therefore, as the name suggests, concerned 
with altering the structure of the organisation. This definition is consistent with the broader 
understanding of organisational change as changes that alter organisational structures, roles, or 
practices (By, 2005; Weick and Quinn, 1999). In the theoretical framework, structural change 
is mainly related to planned and episodic change models. Change is understood as a deliberate 
intervention with a clear beginning, transition, and intended end state (Lewin, 1947; Kotter, 
1996; Hiatt, 2006). 
 
In contrast, process change management refers to the changes that alter everyday work. This 
includes changes to routines, workflows, systems, and small-scale improvements in daily tasks. 
The process change management is therefore concerned with how work is carried out rather 
than the formal organisation of the company. This aligns with the continuous view of change, 
where organisations are understood as constantly evolving through ongoing adaptation rather 
than moving between stable and unstable phases (Weick & Quinn, 1999). It also resembles 
Kaizen and Lean perspectives, where improvement is incremental, embedded in daily work, 
and often based on employee involvement (Imai, 1986; Liker, 2004). 
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Table 4: The distinction between structural change management and process change management  

Dimension  Structural change management  Process change management  

Main object of change Formal organisational structure, 
roles, teams, responsibilities 

Daily routines, workflows, 
systems and procedures 

Typical origin Mainly management-initiated Often employee-initiated 

Motivation To adapt the organisation to 
larger strategic, vulnerability, 
efficiency, and regulatory needs  

To reduce inefficiencies, 
improve workflows, and 
support continuous 
improvement 

Direction of change Primarily top-down Primarily bottom-up,  

Temporal logic Episodic; experienced as a 
distinct change event 

Continuous; experienced as 
ongoing improvement 

Employee role Primarily recipients of change, 
sometimes involved through 
consultation or feedback 

Often active contributors who 
identify problems and suggest 
improvements 

Theoretical alignment Lewin, Kotter, ADKAR, planned 
change 

Lean, Kaizen, continuous 
change 

5.2 Structural change management 
The following section analyses structural change management by linking both the descriptive 
and interpretative empirical findings to the theoretical framework. Particular attention is given 
to how change is understood when implementing structural change initiatives. The 
communicative aspect, the level of employee involvement, and the reinforcement of structural 
change are analysed. The significance of how size affects each variable is also discussed within 
each sub-chapter.  

5.2.1 Structural change:  Primarily episodic top-down change management  
Empirical findings suggest that in both banks, the change management concerning structural 
changes was initiated at the management level and then pushed downwards hierarchically in 
the organisation. At Bank A, it is clear that there is no formalised model used, but rather a 
pragmatic approach where different types of leaders use varying strategies to implement 
change. While the bank did not explicitly use a named framework, the underlying logic is still 
reflected in the foundational episodic models. Structural change was initiated from above, 
managers coordinated the process, and employees were expected to adapt to a new 
organisational arrangement through workshops and local leadership. This resembles Lewin’s 
(1947) and Kotter’s (1996) foundational view of change as an orchestrated intervention in 
which an existing equilibrium is disrupted before new arrangements are introduced. However, 
it is difficult to see Kotter’s (1996) step-by-step logic in the approach used by Bank A. Instead, 
it seems that some steps are revisited throughout the process iteratively. For example, the 
workshops described at Bank A suggest that the process did not move neatly from one 
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completed stage to the next, but rather involved repeated returns to issues of coordination, 
clarification, and employee alignment as the change unfolded.  
 
The iterative approach and, primarily, the workshops used by Bank A put the argument of the 
bank using episodic top-down logic under scrutiny. These collaborative activities introduce 
limited participative elements that partly blur the otherwise top-down logic of structural 
change. As Imai (1986) argues through the concept of Kaizen, change can be understood as a 
process of continuous improvement based on collective responsibility and embedded in 
everyday work rather than as a discrete intervention imposed by management. However, this 
strategy could also be seen as an attempt by management to give the employees a desire and 
knowledge about the change, which are two fundamental steps for successful change according 
to Hiatt’s ADKAR model (Hiatt 2006). The overall logic remains top-down and episodic rather 
than continuously emergent, even where some collaborative elements appear, such as 
workshops in Bank A. 
 
Bank B, on the other hand, seems to use a more explicit and structured version of the same 
broad logic. The bank has its own transition structure, simply called the {Name of the bank} 
structure, that is always used for larger structural changes. This structure is built upon 
predefined checkpoints regulating how change should be carried out. This suggests a much 
clearer alignment with the foundational models, especially Kotter’s (1996) model, which is 
also built upon checkpoints. Structural change is not described as something that evolves 
gradually in everyday work but as a formal intervention requiring sequencing, oversight, and 
compliance across multiple units. In that way, the change initiatives in bank B resemble earlier 
empirical work in banking that suggests major organisational change is often implemented 
through deliberate and sequential top-down frameworks rather than through incremental 
adaptation (Ugoani, 2017; Musungwini & Mondo, 2019).  
 
The formalised approach used by Bank B can also be understood in relation to organisational 
size. Larger organisations tend to rely more on hierarchy, formalisation, and coordination 
because informal communication becomes less effective as scale increases (Mintzberg, 1979; 
Donaldson, 2001). Cetorelli & Goldberg (2014) show that global banks manage resources 
across networks of affiliates and internal funding channels, which explains the need for the 
structured approach found in the empirical findings. The controlled approach to change can 
also be explained using Laeven et al. (2016 )'s idea of bigger banks requiring systematic risk 
mitigation. Using these perspectives, Bank B’s reliance on checkpoints and coordination 
across functions such as HR, legal, and risk should be understood less as a simple effect of 
being larger and more as a response to greater interdependence, governance demands, and 
risk exposure.  
 
The different approaches used by bank A and bank B are interpreted differently by the 
employees. In general, it seems that there are more positive feelings and interpretations during 
structural change in Bank B than in Bank A. Using Weick’s (1995) perspective, the key 
difference does not seem to be formalisation in itself, but the degree of clarity that formalisation 
creates. Sensemaking depends on extracted cues, and the more structured process in Bank B 
appears to provide employees with clearer cues about what is changing and why it is happening. 
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This makes it easier for employees to construct a plausible understanding of the change. 
Logically, Bank A’s more ad hoc process leaves more room for uncertainty and local 
interpretation, which in turn can create fear, as seen more in the empirical findings of Bank A. 
This analysis is consistent with van der Steen’s (2017) finding that a more structured 
organisational process can lead to clearer shared understandings, whereas less structured 
approaches can give rise to more divergent interpretations. This suggests that formalisation 
should not be understood merely as a control mechanism, but as an interpretive resource that 
reduces ambiguity during episodic change. 
 
The overall more positive attitude towards structural change in bank B could also be derived 
from trust. Oreg et al. (2011) show that trust in management and the overall organisation 
strongly influences the response to change. Smollan (2006) also emphasises that reactions 
differ depending on the change initiator, the employee, and the broader setting. The broader 
contextual setting seems to be more effective in Bank B. The trust in management is more 
uniform in Bank B, thanks to the structured approach, whereas in Bank A, the level of trust 
varies more; this is likely due to the fact that different managers have different approaches, 
leading to some employees having a positive attitude while others feel more insecure. This 
explains why the empirical findings in Bank A differ more than in Bank B. Another explanation 
could be the employee aspect of Smollan’s (2006) model. The empirical findings suggest that 
almost all employees at Bank B are inherently positive about change. Whether it’s genuine or 
that they are required to accept change, as unwillingness to adapt is frowned upon to a larger 
extent than at bank A, is difficult to say. But it seems that Bank B has developed a stronger 
norm of change acceptance through organisational culture and recruitment. Using Smollan’s 
(2006) model, it seems that the culture and recruiting or retaining employees who are generally 
more comfortable with organisational change make the cognitive appraisal of change events 
less dramatic. This leads to the cognitive responses being more positive, further strengthening 
the culture that change is not something dangerous that threatens their job, but rather something 
that protects their job by adapting to the future.  

5.2.2 The crucial role of communication during structural change 

Communication was discussed heavily in the empirical material; many respondents considered 
it to be one of the most important managerial factors for a successful structural change 
initiative. This aligns with the foundational change management models, where 
communication is crucial. In Kotter’s (1996) model, there is a specific step for communicating 
the vision of the change, but effective communication is also central in other steps, such as 
building a guiding coalition and empowering broad-based actions. Similarly, in Hiatt’s (2006) 
model, communication is crucial for enabling knowledge transfers and for giving employees 
the ability to drive the change themselves. The empirics also suggest that communication is not 
merely a managerial tool for implementation, but a central condition for how employees made 
sense of the change and how they emotionally responded to it. 

At bank A, the communication during structural change was characterised by variation and a 
lack of shared structure. Different managers communicated in different ways and to different 
extents, which meant that employees received uneven access to information. Tying this back 
to the foundational models, this suggests that the communication of the vision was weak and 
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fragmented. Using Hiatt’s (2006) perspective, the findings indicate that employees were not 
consistently given the knowledge required to understand why the change was taking place or 
what it would lead to. As a result, employees at Bank A were often left to interpret the purpose 
and consequences of the change on their own.  

This has severe implications using the sensemaking theory. Weick (1995) argues that in 
situations of ambiguity, employees search for extracted cues that can help them construct a 
plausible understanding of what is happening. When those cues are inconsistent, the 
uncertainty grows, and the sensemaking process becomes difficult. As multiple respondents at 
bank A suggested, where formal communication is missing, informal communication fills the 
gap. This means that employees are forced to create meaning using social interpretation, and 
in these informal social settings, negativity tends to thrive. In other words, weak 
communication at Bank A shifted the burden of interpretation onto the employees. This makes 
the change more difficult to understand for employees and easier to associate with uncertainty, 
speculation, and fear. 

This is different from Bank B, where communication was described as formal, using speaking 
scripts, carefully sequenced and aligned across hierarchical levels, with the initial message 
communicated by the responsible senior manager only. Multiple respondents also described 
strong communication, focusing on the “what, why, how, and when”. This approach suggests 
a much closer alignment with Kotter’s (1996) emphasis on communicating the vision and with 
Hiatt’s (2006) focus on knowledge as a prerequisite for successful change. Of course, the 
communication did not remove the uncertainty that naturally occurs during structural change, 
but it seems to have a mitigating effect, providing the employees with clearer cues. 

This difference at Bank B can be understood through the sensemaking perspective. In Bank B, 
the more structured communication appears to have narrowed the space for interpretation by 
providing employees with clearer signals about what the change meant, why it was taking 
place, and how it would unfold. This likely made it easier for employees to construct a plausible 
and shared understanding of the situation. Effective communication is a core aspect of 
sensegiving as managers try to create a shared understanding within the organisation (Maitlis, 
2005; Maitlis & Christianson, 2014). In that sense, communication can be seen as the bridge 
where sensegiving becomes sensemaking; this is something that the communicators in Bank B 
seem to succeed in to a greater extent than Bank A.  

The contrast in the empirical material can also be dissected using Smollan's (2006) model. A 
key factor that affects the cognitive, affective and behavioural responses is the managers. If the 
managers have leadership ability, emotional intelligence and trustworthiness, the sensemaking 
process becomes less traumatic. All of these three things can be signalled by effective 
communication. In Bank A, weak communication appears to have made the appraisal process 
more difficult, leading to more negative emotional responses. In Bank B, clearer 
communication seems to have narrowed the gap between cognitive understanding and 
emotional reaction, making the change easier to process even when it was still unsettling. 

The differences in communication are interesting to analyse from a perspective of size. At first 
glance, a larger organisation could logically struggle more with giving uniform information as 
there are far more people to reach. This is supported by Laeven et al. (2016), who suggest that 
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larger banks have increased coordination demands. However, the findings suggest that Bank 
B’s size has not only created communication challenges but also sparked the development of 
more formal communication structures to manage them. This has resulted in a uniform and 
effective communication system for handling structural change.  

5.2.3 The paradox of involvement during structural change 

A particularly interesting finding is the effects of employee involvement during structural 
change. In Bank A, employees were invited to workshops and feedback processes during the 
change initiative; despite this, the change initiative was experienced as unclear, and their 
participation appeared symbolic. Therefore, the findings suggest that participation within itself 
is not enough to foster positive interpretations of change. The value seems to depend on the 
perceptions of employees who are involved. This finding complicates the established 
assumptions of the foundational models. In Kotter’s (1996) framework, the creation of a 
guiding coalition and empowerment of board-based action imply that employee participation 
is important for successful change. Similarly, Hiatt’s ADKAR model (2006) underlines the 
need for desire, knowledge, and ability of the employee, which also suggests that employees 
need to become active participants in the change. These models seem to assume that employee 
involvement and feedback systems during the change process are inherently beneficial for the 
change initiative, but the empirical evidence suggests otherwise.  
 
This dynamic of employee involvement was clearly visible in Bank A, where workshops and 
feedback sessions were held during the structural change initiatives. However, several 
respondents stated that their involvement mostly felt like a waste of time, as the decisions had 
already been taken, and their feedback was just symbolic. This resulted in the involvement 
becoming decoupled from actual influence; the involvement during the process created 
disappointment and mistrust rather than ownership and influence. Using Weick’s (1995) 
sensemaking perspective, this paradox becomes easier to understand. Organisational members 
do not simply react to the formal invitation of participation but, rather, interpret what the 
involvement means in context. In Weick’s (1995) terms, employees extract cues from how the 
process unfolds, and these cues are what shape the meaning of the change. In Bank A, the cues 
did signal that the employees were included, but also that the inclusion was symbolic. 
 
This also connects to the broader literature on employee response to change by Piderit (2000), 
who argues that employee responses are multidimensional and include cognitive, emotional, 
and intentional reactions. In this case, employees may cognitively recognise that the 
involvement is supposed to be positive, while the emotional reaction becomes negative in the 
form of frustration and disappointment. Smollan (2006) also underlines that employee 
reactions involve simultaneous cognitive, emotional and intentional responses which rarely 
align. Symbolic involvement may therefore intensify the ambivalence and uncertainty. 
Employees are not passive recipients of participation efforts, but evaluators of whether those 
efforts are genuine and whether they deserve trust. 
 
The contrast with Bank B strengthens this argument. In the empirical evidence from bank B, it 
was clear that feedback and employee involvement do not take place until after the change has 
already been implemented. Using the change management models, this seems incorrect. 
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Despite this, the employees in bank B more often reported feeling secure and informed during 
the structural change initiatives. The findings indicate that early participation without clarity 
may be less effective than later involvement within a more credible communicative structure. 
This does not necessarily mean that the strategy of Bank B is better; rather, that the relationship 
between participation and positive employee response is more complicated than the classical 
change models imply. Involvement does not seem beneficial when the purpose and role are 
unclear. That is something that Bank A struggles with, the involvement does not seem to have 
a positive effect on the employees. It seems that employees in Bank B generally have a more 
realistic approach to feedback during structural change, that the decision has been made, but 
by expressing their opinions, adjustments and improvements can be made in later stages. 
 
Another possible explanation for the differing answers of how the employees interpret 
involvement is the aspect of timing. As the feedback sessions and involvement in Bank B 
happen after the core decisions have already been made, a deeper level of understanding has 
already taken place. This is consistent with Weick’s (1995) argument that sensemaking is 
retrospective and that meaning is constructed by looking back on what has happened. As the 
involvement happens later in the process, during the refreeze stage, using Lewin’s (1947) 
terms, the change likely feels more meaningful and less threatening. In Bank A, by contrast, 
involvement occurred earlier, when the purpose and implications of the change were still 
unclear, making participation more vulnerable to frustration and negative interpretation. 

5.2.4 Reinforcement and the stabilisation of structural change 

The final stage of structural change management concerns whether the organisation manages 
to reach a stable phase where the change can be embedded within the organisation. This stage 
is described in all three foundational episodic top-down models. In Lewin's (1947) framework, 
the final step is refreezing, which can be understood as the stabilisation of new behaviours after 
the transition has taken place. Similarly, Kotter’s (1996) final step stresses the importance of 
anchoring new approaches in organisational culture and systems. Lastly, Hiatt’s ADKAR 
model’s last step is reinforcement, as the change must be maintained. This final step in the 
process emerged as the one with the most clear difference between the banks. The findings 
suggest that Bank B was more successful in making these changes stick over time. Bank A 
often struggles to translate formal reorganisation into lasting changes. 

In Bank A, respondents frequently described a gap between the formal structure imposed by 
the new change initiative and actual practice. Several employees stated that the routines, group 
dynamics and ways of working remain largely unchanged. This suggests that the last step of 
the change initiative has not taken place. Using Lewin’s (1947) perspective, the unfreezing and 
transition phases have occurred, but the refreezing stage has not happened. While the new 
structures were introduced, they were not sufficiently implemented. Likewise, from Kotter and 
Hiatt, the final step is lacking. When employees experience that a structural change has 
formally occurred but that little has changed in practice, it becomes more difficult to understand 
what the change was intended to achieve, which is exactly what is visible in the empirical 
findings. This has huge implications as structural change initiatives have the risk of being 
disregarded if the sustaining efforts to alter how work is actually organised aren't done.  
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By contrast, Bank B appears to have been more successful in stabilising structural change. In 
Bank B, structural change was not presented as tentative, but as something that employees were 
expected to adjust to and continue with. The empirical material suggests that this stabilisation 
was supported both by formal structures with more follow-up in combination with broader 
organisational norms that change should be accepted once decided. This organisational culture 
should not be understated as several respondents described change as something natural or 
expected, and some even framed adaptability as part of what it means to belong in the 
organisation. In this regard, Bank B fits the final stages of Lewin, Kotter, and ADKAR more 
closely than Bank A, but the reason for the success seems to be derived from a combination of 
managerial excellence as well as positive culture towards change within the bank. While the 
episodic models capture the first part, sensemaking is needed to understand the people within 
the organisation.   

The findings also support Piderit’s (2000) critique of the traditional concept of resistance.  
Resistance should not be seen as a simple, uniformly negative reaction to change but rather, a 
complex reaction containing cognitive, emotional, and intentional elements that do not 
necessarily align. In Bank A, the persistence of old routines and structures should not be 
interpreted as an active refusal to change. Rather, it seems to reflect a situation in which 
employees had not fully understood what the structural changes meant in practice and therefore 
struggled to translate them into new ways of working. This interpretation aligns with Weick’s 
(1995) view that employees need time and cues to make sense of organisational disruptions. In 
Bank B, the more accepting culture is most likely built on clearer communication, stronger 
reinforcement, and clearer expectations, which makes the sensemaking process easier. Tying 
this to Maitlis and Christianson (2014) and Smollan's (2006) idea of multiple dimensions of 
reactions, it is likely that even though reactions may be ambivalent, having expectations of 
certain behaviour on employees may limit the room for more dramatic emotional responses as 
well. Overall, the findings do not reject the idea of resistance, but they do support Piderit’s 
argument that employee responses to change are more complex than the classical change 
literature often assumes.  

5.3 Process change management  

5.3.1 Process change: change as continuous improvement 
The findings indicate that process change in both Bank A and Bank B is not best understood 
as an episodic transformation. Instead, it seems to be a form of continuous improvement 
embedded in their everyday work. This contrasts with the traditional planned change models 
proposed by Lewin (1947) and Kotter (1996), in which change is a linear process with distinct 
phases and clear endpoints. Respondents' experiences at both banks seem to align more closely 
with the concept of continuous change. This is where organisations are seen as constantly 
evolving through ongoing adjustments rather than shifting between stable and unstable states 
(Weick & Quinn, 1999). Process change is described as something that occurs within daily 
routines, rather than as a separate or disruptive event across both banks.  
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At Bank A, several respondents explain that improvements are simply part of how work is 
carried out. They describe it as continuous modifications to existing routines. Change is 
therefore seen as normal, not as a distinct organisational initiative. A similar pattern is visible 
at Bank B, but the formalisation and managerial control are more visible in process 
management as well. They describe it as something ongoing and closely connected to daily 
work. Improvements emerge from operational problems and are addressed continuously, but 
are monitored carefully by management.  
 
This supports Dwivedi’s (2006) argument that organisations can be understood as continuously 
evolving. Change is the natural state rather than an exception. This connects to the concept of 
Kaizen, in which improvement is achieved through small incremental changes over time (Imai, 
1986). Both banks share a similar underlying logic of process change. Respondents in both 
banks describe how inefficiencies in their daily work trigger improvement suggestions. This 
bottom-up approach is also central in Lean, where employees play an active role in identifying 
problems and improving (Liker, 2004). The continuous improvement in both banks is also 
experienced socially as employees discuss and refine improvements together in practice, which 
supports Nonaka and Takeuchi’s (1995) argument that organisational knowledge is created 
through social interaction. It also aligns with Karl Weick’s (1995) and Abolafia’s (2010) view 
that sensemaking is highly social, suggesting that ongoing collective interpretation of change 
makes it feel less dramatic and easier to manage process change. 
 
Both banks follow a similar logic when it comes to continuous improvement. However, they 
differ in how it is organised. In Bank B, they have a more structured approach. Respondents 
describe formal systems as Continuous Improvement (CI) meetings and process mapping. It 
creates a clear and predictable process where employees understand how ideas are evaluated 
and implemented. It is also embedded in the organisation's formal routines. In contrast, Bank 
A follow a less structured and more flexible approach. Multiple respondents describe how ideas 
are discussed within teams, tested directly in practice, and adjusted over time. There are fewer 
outspoken formal structures or routines, which leads to changes being implemented faster and 
modified as needed. This reflects core ideas within Kaizen as improvement is achieved through 
small incremental changes in daily routines (Imai, 1986). Employees in Bank A don't mention 
concepts like Lean, but despite that, they describe their work in ways that closely resemble 
Lean principles. 

5.3.2 Beyond Lean: Hybrid Process Change in Banking 

As mentioned in section 5.2.1, the findings suggest that process change in both banks can best 
be understood while applying a continuous view of change. There are several Lean principles 
visible, particularly continuous improvement, employee involvement, and attention to 
workflow efficiency. However, neither bank case represents an application of Lean that is 
straightforward. Instead, the findings suggest that process change in banking is better 
understood as a hybrid form of change, where Lean-inspired improvement practices are 
combined with other mechanisms of coordination and control. 

This is most visible in bank B. Multiple respondents suggest that continuous improvement is 
partly driven by employees' ideas, but also describe the heavy emphasis on tracking, CI, 
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meetings, standard times and other performance measurements. In that sense, the continuous 
improvement initiatives appear to be both employee and managerially driven. The ideas emerge 
from below, but they are tightly monitored through structured routines and evaluated against 
predefined performance indicators. This goes beyond a narrow understanding of Lean as 
everyday improvement and aligns more closely with Lean Six Sigma, which combines Lean’s 
focus on waste reduction with Six Sigma’s emphasis on measurement, standardisation, and 
data-driven control (Sunder et al., 2019). Therefore, even though the primary idea for process 
management is Lean, Bank B’s approach to these types of change should be understood as a 
hybrid logic, where continuous improvement is integrated into a more formal system of 
monitoring and performance management. 

In contrast, Bank A represents a less formal setting where improvements are described as 
emerging through informal interaction and being tested and adjusted directly in practice. This 
connects to core Lean principles such as local problem-solving and iterative improvement 
(Liker, 2004). By this logic, a contradiction is identified. Employees at Bank A did not describe 
or talk about Lean in the empirical material, while employees in Bank B did. But it seems that 
Bank A appears closer to an emergent and practice-based adaptation of Lean, while Bank B 
reflects a more systematised and measurement-oriented hybrid model. The comparison 
between the banks suggests that continuous improvement during process changes is a shared 
principle, but it is operationalised differently depending on organisational context. This 
supports Ahlström’s (2004) argument that Lean principles are not transferred uniformly, but 
adapted to local organisational conditions. It also aligns with research suggesting that larger 
organisations tend to rely more heavily on formal structures and standardisation to manage 
complexity (Mintzberg, 1979; Donaldson, 2001). The larger size and greater coordination of 
Bank B may therefore help explain why its process change practices move beyond Lean and 
toward a hybrid form resembling Lean Six Sigma. 

5.3.3 Involvement during process change  
Previous research has shown that Lean can have potential negative effects. Increased work 
pressure and reduced autonomy are mentioned as examples (Hasle, 2012; Koukoulaki, 2014; 
Salentijn et al., 2021). However, these experiences were not expressed by employees in either 
Bank B or Bank A. Instead, the findings show that process change is perceived more positively 
compared to structural change in both Bank A and Bank B. An explanation for this difference 
is the role of employee participation. Process change is often closely connected to employees' 
everyday work, as improvements emerge from problems they encounter during their daily 
tasks. This creates a clear connection between the change and their own working situation, 
where process change is perceived as understandable and meaningful. 
 
This finding can be explained through the sensemaking theory. Weick (1995) describes that 
employees create meaning around change initiatives based on their experiences and actions. 
During process change, employees are not only interpreting the change but also involved in 
creating it. Employees are making sense of the change they already contributed to, instead of 
trying to understand externally imposed changes. This leads to calmer emotional responses and 
more supportive behaviour. Maitlis and Christianson (2014) argue that sensemaking is often 
triggered by uncertainty or disruption. Since process change arises from known problems, it 
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creates fewer disruptions and a calmer sensemaking process. No respondents describe threats 
to their' identity or role. Respondents across both banks describe consistency that process 
change often starts from an operational need. It can be described as a bottom-up approach that 
gives the process change a clearer purpose as it is directly linked to a practical problem. This 
can be related to the idea that sensemaking relies on extracted cues (Weick, 1995). During 
process change, these cues are rather concrete and observable. This makes it easier for 
employees to construct plausible interpretations of why the change is needed and what it aims 
to achieve. Ultimately, they are more likely to make sense of the change when they understand 
their own experience in the change.  
 
At bank B, participation in the process change is organised through a clear bottom-up structure. 
Multiple respondents describe systems where employees can submit ideas, which are then 
discussed in CI meetings and followed up through structured routines. It is clear to employees 
how to engage in the process, which contributes to clarity and legitimacy. A less structured and 
flexible form of participation is described at Bank A. Respondents describe how ideas are 
raised spontaneously within teams and implemented quickly. There are fewer formal 
procedures, and changes are developed through direct actions. This reflects the social aspect of 
sensemaking described by Weick (1995), which is constructed through ongoing interaction 
between individuals. These findings can be analysed through Piderit’s (2000) multidimensional 
model of employee responses to change. She argues that employees first evaluate a change 
cognitively before developing emotional and intentional reactions. The empirical findings 
primarily reflect these aspects of this framework in both banks. On a cognitive level, employees 
understand the need for change more because it is based on problems they have experienced 
themselves. Emotionally, the changes are perceived as less threatening, as they do not disrupt 
roles or create uncertainty. Behaviorally, employees are more willing to support and engage in 
the change because they feel a sense of ownership.  
 
Smollan’s (2006) model further supports this interpretation. It helps explain how employees 
move from cognitive appraisal to emotional and behavioural reactions. Employees’ 
understanding of process change can be related to this appraisal process. The change is more 
easily understood since employees recognise the problems themselves. This leads to calmer 
emotional responses and more supportive behaviour. Structural change, on the contrary, often 
lacks this direct connection. This makes appraisal more uncertain and increases the chance of 
negative emotional responses and hesitation. Smollan (2006) also emphasises the importance 
of organisational context. Both banks share similar employee-driven conditions in process 
change. Therefore, the differences in interpretations between the banks in process changes don't 
seem to be very substantial. While the formalisation derived from the size of bank B seems to 
be a key advantage in successful structural change, it doesn't seem to have much of an effect 
in process change management. This is likely due to the fact that the sensemaking process is 
less complicated as employees drive the change themselves. The guardrails that formalisation 
and standardisation of change management at bank B mitigate the chaos during structural 
change, but do not seem to be needed to the same extent in process change.  
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5.4 Summary of analytical findings  
Using the distinction between structural change management and process change management, 
the analytical findings show that the type of change being managed is crucial for understanding 
both how change is implemented and how employees interpret it. The logic used in structural 
change management is similar for both Bank A and Bank B. In both banks, structural change 
is mainly initiated by management and implemented from the top down, which aligns with 
classical episodic change models such as Lewin (1947) and Kotter (1996). Despite this, there 
are vast differences in how the change initiatives are carried out.  
 
At Bank A, structural change is managed in a rather informal way without any established 
framework. Managers have a lot of autonomy and use different strategies, depending on the 
situation. Workshops and feedback sessions are included; at first glance, this would create 
positive perceptions as involvement is important. However, these often appear symbolic rather 
than genuinely influential, since employees feel that key decisions have already been made. 
Communication is uneven and depends heavily on the decisions of individual managers; this 
seems to create uncertainty and leaves room for informal rumours and negative interpretations. 
This results in employees generally experiencing more ambiguity and struggling to make sense 
of changes, which can be understood through Weick’s (1995) sensemaking perspective. Bank 
A also struggles with reinforcing change over time as the anchoring and stabilisation process 
seems to be lacking, which can be related to the final stages described by Lewin (1947) and 
Kotter (1996). 
 
By contrast, Bank B uses a more formalised approach to structural change. The internal 
transition structure with predefined checkpoints and clear sequencing creates clarity in the 
process, resembling a more structured episodic logic in line with Kotter (1996). 
Communication is more consistent, formal, and carefully managed, giving employees clearer 
information about what is changing, why, how, and when. Even though employees are less 
involved during the change initiative, they generally report feeling more secure and informed, 
perhaps derived from more realistic expectations of influence and having more involvement 
later in the process, where change tends to feel less dramatic. Bank B also appears to be better 
at anchoring and embedding change inside the organisation over time. This is likely thanks to 
formal follow-up and a stronger organisational culture in which adaptability and acceptance of 
change are expected. Overall, the more structured model, clear communication, feedback 
systems later in the process, and anchoring of changes seem to give employees a more positive 
interpretation of the change process in Bank B than in Bank A. This can be understood through 
clearer sensemaking cues (Weick, 1995) and the importance of trust and organisational context 
in employee responses to change (Smollan, 2006; Oreg et al., 2011). 
 
The second part of the analytical distinction concerns process change management. Process 
change is understood as continuous improvement embedded in everyday work, rather than 
planned transformation. Improvements are initiated as operational problems are discovered and 
gradually developed through suggestions from employees. This aligns with ideas of continuous 
change (Weick & Quinn, 1999) and elements of Lean and Kaizen (Imai, 1986; Liker, 2004), 
but does not represent a full overlap. Despite these similarities, there are clear differences in 
how process change is carried out between the banks. 
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At Bank B, a more structured and standardised approach is applied. Improvements are done 
through formal procedures and measurement systems. This indicates a hybrid form that 
combines continuous improvement with elements of control, resembling Lean Six Sigma. At 
Bank A, process change is managed in a less structured and informal way. Improvements are 
developed and applied without standardised approaches. Process change is perceived far more 
positively than structural change in Bank A, while the overall positivity towards change can be 
seen in Bank B in both types of changes. The reason for the positive interpretations of process 
change can be derived from the fact that employees can participate in identifying and 
implementing process improvements, which makes it easier to understand. This reduces 
ambiguity, leading to greater acceptance and engagement. This can be explained through 
Weick’s (1995) sensemaking theory, as employees are involved in creating the change they 
later interpret, and through Piderit (2000) and Smollan (2006), who show how clearer cognitive 
appraisal can support more positive emotional and behavioural responses to change.  
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6. Conclusion 
In this chapter, the research question is answered. The theoretical and practical implications of 
the study are also presented. Lastly, the limitations of the research and suggestions for future 
studies are discussed.  

6.1 Answering the research question  
This study set out to answer the following research question: How is change management 
implemented in banks of different sizes, and how do employees interpret these change 
initiatives? During the analysis of the empirical findings, it became clear that two distinct forms 
of change were present at each bank. This distinction between structural change management 
and process change management became the central finding of the study, as it showed that 
change management in banks cannot be understood as one uniform process. The research 
question is therefore answered by separating these two forms of change and comparing how 
they are implemented and interpreted in Bank A and Bank B.  
 
The first part of the answer concerns structural change management. In both banks, structural 
change management is mainly governed through a top-down logic, which resembles episodic 
change management models. However, the implementation of structural change management 
varied substantially between the two cases. In the smaller Bank A, structural change is managed 
informally; there is no established framework guiding the intuitive, uneven communication, 
and involvement from employees is described as symbolic, and there is weak reinforcement of 
the changes made. This leads to a difficult sensemaking process where interpretations from 
employees are characterised by uncertainty, fear, and negativity. In the larger bank B, structural 
change is implemented through a much more formalised and structured approach. There is an 
established checkpoint-based framework used, coordinated communication, and more follow-
up to anchor the changes. All of this makes the sense-making process easier, and change is seen 
as something positive and is understood and accepted better. The findings thus suggest that the 
organisational size is beneficial for managing structural change as the larger bank has more 
formalised systems that reduce ambiguity and support employee sensemaking, which is key 
during the change process.  
 
The second part of the answer concerns process change management. Process change is 
implemented in both banks as a more ongoing form of management. It revolves around the 
continuous improvement of daily work processes. In both cases, employees are involved in 
identifying problems and contributing to solutions. This interpretation of increased control of 
the changes likely makes it easier to understand and produces more positive feelings of process 
change compared to structural changes. Similar to structural change, there is a difference in the 
level of formalisation. Bank A uses a more informal, fast, and flexible approach, while Bank 
B uses a more structured and measurement-oriented approach that resembles a hybrid Lean Six 
Sigma logic. However, the differences in how the banks work with process changes do not 
seem to produce major differences in employee interpretations. Process change is interpreted 
largely as a positive process, as the bottom-up approach fosters understanding and purpose 
regardless of the level of formalisation.  
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Taken together, this provides an answer to the research question. Both the implementation and 
interpretation of change management vary in differently sized banks, but these differences are 
more significant in structural change than in process change. The overall conclusion is therefore 
that organisational size matters, but that its effect depends on the type of change being 
managed. During structural change, formalisation and standardisation become crucial as 
employees seek clarity and stability in an uncertain situation. During process change, employee 
participation and the fact that the change is usually less dramatic appear to matter more than 
formal structure. Organisational size, therefore, influences change management primarily by 
increasing the degree of formalisation, and this is especially beneficial for employees’ 
sensemaking during structural change. 
 
6.2 Theoretical implications  
The thesis contributes to the existing literature on change management in four distinct ways. 
The first theoretical implication is that change management cannot be understood by using a 
single perspective on change, as different forms of change within the same organisation may 
follow different theoretical logics. The thesis also highlights that change implementation can 
use a mixture of change logics. Secondly, the study advocates for a combination of both 
management theory and sensemaking theory when studying change management in 
organisations. While the classical models were necessary to explain how change is organised, 
the sensemaking theory adds crucial depth in understanding employees' interpretations. The 
findings, therefore, support the view that the combination of these theories provides an 
effective framework for analysing change in organisations.  
 
A third theoretical implication is that the findings both confirm and challenge established 
theory. Much of the change management theory was confirmed, but the study challenges the 
assumption that participation is inherently positive. In the smaller bank, the participation during 
structural change was seen as symbolic rather than meaningful, which created negativity 
towards the change. The findings also problematise the traditional view of resistance by 
supporting the argument that employee responses to change are often multidimensional and 
ambivalent rather than simply resistant. This further highlights the importance of effective 
communication from change agents. Lastly, the thesis adds nuance to the aspect of 
organisational size. The existing theory is largely confirmed in how larger organisations rely 
more on formalisation and coordination, and this affects change management. However, the 
study also shows that the size of the organisation matters more for structural change than for 
process change. This suggests that organisational size should be understood as a factor whose 
importance depends on the type of change being examined. 
 
6.3 Practical implications 
The findings of the thesis also carry practical implications for banks managing change. The 
results suggest that different approaches are needed depending on whether the change is 
structural or process-oriented. When it comes to structural change, the findings suggest that 
having a clear and structured approach is important. Formalisation and stable structures seem 
to be advantageous. Managers should prioritise coordinated communication and systematic 
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follow-up when implementing structural change. The findings particularly highlight the 
importance of communicating the purpose of the change, how it will unfold, and what it means 
for employees. Structural change should also not rely on symbolic involvement. If employees 
are invited to participate, the purpose of that participation must be clear. In practice, this means 
that banks should formalise the process of structural change, including clear communication 
responsibilities, sequenced implementation, and mechanisms to reinforce and anchor the new 
way of working over time. 
 
When it comes to process change, the findings suggest that formal structure is less important. 
Both banks in this study used different approaches, one more structured and one less. Yet 
employees in both cases responded positively. Process change tends to feel less dramatic than 
structural change, and banks seem to have fewer challenges with it. This is likely because 
process change often comes from problems that employees notice in their everyday work. This 
tends to make these types of changes feel more understandable and less threatening. Therefore, 
banks pursuing process change management should not focus on creating detailed formal 
procedures as in structural change, but rather, focus on building conditions where employees 
feel that their opinions are valued and that they are autonomous. When employees feel 
ownership over the change, they are more likely to embrace and maintain it over time. 
 
6.4 Limitations and Future Research Suggestions   
Two major limitations should be acknowledged when interpreting the findings of this thesis.  
First, access to sensitive organisational information was restricted. This meant that certain 
information had to be removed due to the signing of a Non-Disclosure Agreement. For 
example, specific details in Bank B's internal change transition structure could not be disclosed. 
This was unfortunate, as the exact steps of the transition model used at Bank B would have 
been interesting to analyse and compare to the classical episodic models. Second, the two 
organisations were not studied in the same setting. Data from Bank A was collected at the 
headquarters. Data for Bank B was collected at a regional office, as its headquarters is located 
abroad. Employees at regional offices may have less direct involvement in strategic decisions 
and have a different understanding of the overall change process. This may therefore have 
affected the comparability of the two cases to some extent.  
 
Multiple directions for future research can be identified based on the findings in this thesis; we 
find two of them, particularly interesting. First, future studies could investigate more on the 
difference between managers and employees in how they experience organisational change. 
The findings in this thesis hint that these two groups understand change differently. Particularly 
when it comes to communication and whether the change is seen as successful. A future study 
focusing on these differences could give a picture of how change is received at different levels 
within an organisation. Second, future research could benefit from using a longitudinal design. 
This enables the researcher to study how employees' understanding of change develops over 
time. Both organisational change management and sensemaking unfold across different phases. 
Therefore, following the same employee before, during, and after a change initiative would 
make it possible to see how their interpretations shift. This would add an interesting analytical 
time-based perspective that this thesis did not fully capture. 
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8. Appendix 

8.1 Interview Guide  
 
Table 5: Interview guide used for semi-structured interviews 

Topics Example Questions: 

1. Background of the interview subject 1. Role, current and prior?  
2. Daily tasks?  

2. Experience of Organisational Change in 
general 

 

1. How do you interpret your workplace's overall 
approach to change? 

2. What are the common reasons for change 
initiatives in the organisation?  

3. Detailed discussion of recent 
organisational change initiatives 
(Both strucutral change and process 
changes) 

Can you describe a recent organisational 
change initiative in your bank? 

3a Change agents and leadership 
1. Who drove the change  
2. What approach was used to implement the 

change?  

3b Communication tactics 
1. How was information about the change 

communicated to you and your colleagues? 
2. Did the communication help you understand 

both the purpose of the change and what was 
expected from you? 

3c Employee feedback and involvement 
1. Were employees given opportunities to provide 

input or feedback during the change process? 
2. If yes,  did you feel your perspectives or 

concerns were taken into account? 

3d Sustaining changes 
1. After the change was implemented, what 

actions were taken to ensure the new ways of 
working were maintained? 

2. Do you think the change has become a stable 
part of everyday work, or are people still 
tryingto refuse it?  

4. Sensemaking of the organisational 
change identified in 3 

What did the change mean to you? 
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4a Intital assumptions vs retrospect 
1. When the change was introduced, how did you 

interpret it? 
2. How did you evaluate and feel about the 

change afterwards? 

4b Social aspect 1. Did you discuss the change with your 
colleagues?  

2. Did these conversations influence how you 
interpreted the change? Did your views differ 
from each other? 

4c Effect on Professional role 1. Did the change affect how you see your role in 
the organisation?  

2. Did the change align with your view of how 
work in a bank should be carried out? 

4d Emotional reaction  1. How did the change make you feel emotionally 
(for example, excited, motivated, or frustrated)?  

2. Did you ever feel both positive and negative 
about the same change? 

5. Final thoughts  
1. Is there anything else you want to highlight 

with regards to making sense of change 
management initiatives? 

 

  



 
73 

8.2 Coding scheme  
Table 6: Coding scheme used for thematic analysis 

Intitial Codes  Sub-theme Overarching Theme  

● Change model 
● Ad hoc change  
● Top-down  
● Leadership Coordination 
● Iterative planning 
● Transition structure  

 
 

Change models and 
leadership 

 
 
 
 
 
 

Descriptions of structural 
change management  

● Informal communication  
● Information gaps 
● Workshops  
● Symbolic participation 
● Formal communication  
● Scripted communication 
● Timing and sequencing  

 
 

Communication and 
feedback systems 

● Follow-up mechanisms 
● Weak implementation 
● Reinforcement structures 
● Compliance expectations 
● Cultural acceptance  

 
Maintaining structural 

change 

● Lack of purpose 
● Self-interpretation 
● Symbolic involvement 
● Feeling unheard 
● Understanding 
● Inclusion  

 
 

Level of involvement and 
understanding 

 
 
 
 
 
 
 
 
 
 
 

Perceptions of structural 
change initiatives 

● Job insecurity 
● Fear of outcomes 
● Worst-case assumptions 
● Loss of control 
● Emotional reactions  
● Change as opportunity  

 
 
 

Fear and insecurities 

● Initial emotional reaction 
● Gradual understanding 
● Time reduces resistance 
● Retrospective evaluation 

 
 

Time perspective 
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Intitial Codes  Sub-theme Overarching Theme  

● Informal conversations 
shape meaning 

● Negative narratives 
● Group reinforcement  
● Influence of outspoken 

individuals 
● Social construction of 

“truth” 

 
 
 

Social interpretation of 
change 

● Bottom-up change 
initiatives 

● Employee-driven 
improvements 

● Continuous improvement  
● Informal idea generation  
 

 
 
 

Origin of process change 

 
 
 
 
 
 

Descriptions of Process 
Change Management 

● Structured CI processes 
● Process mapping 
● Root cause analysis 
● Performance 

measurement 
● Ad hoc implementation  
● Trial-and-error approach 

 
 
 

Implementation and 
coordination 

● Experienced clarity 
● Standardisation 
● Sense of predictability 
● Easier interpretation 
● Natural part of work 
● Reduced uncertainty 
● Low emotional response 

 
 
 

Clarity and control 

 
 
 
 
 
 
 

Perceptions of process 
change management 

● Feeling heard 
● Ownership of change 
● Participation in solutions 
● Direct connection to 

daily work 
● Motivation through 

problem solving 
● Positive perceptions 
 

 
 
 
 

Employee-driven change 
 
 

 
 


