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ABSTRACT 

Problem – Lean allows companies becoming more efficient and, hence, more competitive in 
the rapidly changing business environment. However, high rate of failures is observed when 
implementing lean. For lean implementation, commitment among employees and leaders is 
vital. Meanwhile, commitment relies on attitudes formed at early stages of change process. 
Thus, it is important to be able to influence attitude formation and change early in the process. 
Even though there are numerous change drivers, their effect on attitudes is not clear neither in 
lean implementation nor in organizational change theories.  

Purpose – Explore the chosen change drivers’ effect on employees’ attitudes towards lean 
initiative during the early stage of lean implementation process. 

Research design/methodology – Inductively based approach was used for investigating the 
case of a small-parts trading company’s warehouse where lean implementation was at the 
early stage. Empirical data was collected through a mix of methods; observations, focus group 
session and questionnaires. Accepted change vision, Change related training and Change 
related participation were those applied and analysed change drivers. After the collected data 
was aligned with the theoretical model, it was analysed inductively.  

Conclusions   – At the early stage of change various change drivers affect attitude in different 
ways, and it could have both negative and positive influence. Change related training seems to 
have greatest impact on the affective component of attitude, while change related participation 
showed more connection to the cognitive component. Accepted change vision will affect the 
behavioural component mostly. The first two change drivers were identified as supporting 
change vision to be accepted in the early stage of lean implementation process. Attitude 
towards change will be re-evaluated when new knowledge about the upcoming change is 
provided. On the whole, organizational context predetermines strength and valence of 
implemented change drivers. 

Practical implications – While implementing lean and using change drivers managers need to 
understand the existing organizational context. Only then they can optimize and allocate 
resources on the most efficient change drivers, which will bring up the most positive attitude. 
It is also needed to be aware of the concerns that change initiative may bring to employees 
minds to be able to eliminate them. 

Research limitations/implications – The findings need more investigation to be able to 
generalize them due to the limitations of a single case study as research strategy. Moreover, it 
is possible that the used change drivers could have affected the attitude in another way, if they 
were combined with others and were implemented by leaders themselves. More focus on the 
cross-influence processes between change drivers is needed to understand how different sets 
of change drivers could match different organizational contexts.  

Key words – Lean implementation, Organizational change, Change drivers, Attitude 
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CHAPTER 1 INTRODUCTION                                  ATTITUDES TOWARDS LEAN 

1 INTRODUCTION 
In this chapter background, problem and purpose of the current research are discussed. After 
that main definitions which are used throughout the work are presented. By the end of the 
chapter, thesis layout is described with a short explanation what is going to be presented in 
the subsequent parts. 

1.1 BACKGROUND 
In times of economic crisis cutting costs not at the expense of product quality becomes one of 
most urgent issues for companies in order to stay profitable or in general to be able to 
overcome difficult period. As Crute, Ward, Brown and Graves (2003) assert, lean production 
era has come to replace mass production one from hundred years ago, and many other 
researchers support this idea and investigate this issue from various perspectives (e.g. 
Womack, 1990; Hines, Holweg and Rich, 1998; Sawhney & Chason, 2005; Shah & Ward, 
2007 etc.). There are different fields within the lean theory such as lean production and lean 
development, but all of the directions are based on the same philosophy and principles of 
thinking lean. 

Lean is described as a way of being more efficient with fewer resources (Womack & Jones, 
2003). Womack and Jones (2003) additionally assert that with lean the work gets more 
satisfying because of the obvious and direct improvements due to lean investments in 
converting waste to value. Implementation of lean also provides a way for a company to 
become more efficient with the same man power, which allows processing larger amount of 
orders using less time. This, in turn, lets the company boost the turnover and profits. In a case 
study fulfilled by Singh, Garg, Sharma and Grewal, (2010) the authors investigate such 
benefits of lean implementation within a production industry as positive effects on the lead 
time, processing time, work-in-process, and the amount of manpower requirement. Kincaid 
(2004) explains in his article that lean implementation makes the operations safer. In a study 
by King and Lenox (2001) they find a correlation between lean implementation and 
environmental performance of a company concluding that ‘lean is green’. As it can be 
noticed, there is a range of benefits that lean could bring to a company, and various authors 
identify them from different perspectives. 

However, Achanga, Shehab, Roy and Nelder, (2006) emphasize the fact that even though lean 
has become quite a popular tool among those who tend to improve productivity, the 
companies which are using lean are primarily large enterprises while enterprises of small and 
medium size are questioning the concept bringing up the issue of balancing the costs of 
implementation in terms of time and resources relative to the potential benefits. In other 
words, it is quite costly to implement lean (Achanga et al., 2006). Moreover, many 
researchers mention that the rate of successful lean implementation accomplishments among 
the companies, for instance, in the United Kingdom is less than 10 per cent (Bhasin, 2012). 
But what are the main problems that companies should address while planning lean 
implementation and how could they eliminate the costs and risk of failing the initiative? 
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As Worley and Doolen (2006) stress out, lean implementation is influenced by a variety of 
factors, which predetermine rather high implementation failure rate. The identified problems 
during the process of lean implementation in the studied by the authors case were caused, 
firstly, by the absence of involvement of working teams into lean implementation as a 
requirement from the side of executing management team, and, secondly, failure in educating 
all the employees across the organization. Achanga et al. (2006) consider leadership and 
management as the most critical success factors for implementing lean within small and 
medium enterprises; however it relies substantially on such factors as; finance, skills and 
expertise, and culture of the recipient organization. After investigating success factors in the 
implementation of a variant of lean, Laureani and Antony (2012) emphasize that management 
commitment and business strategy linkage to organizational culture is critical. Angelöw 
(2010) concludes that engaged management is important, responsibilities and decision making 
should be delegated and useful lean tools should be presented early in the process. Crute et al. 
(2003) focus on such factors as; plant specific strategy development, which includes setting 
goals, targets, and measure performance; systematic change, involvement of operations 
managers to presenting the coherent vision, need and strategy. Ballé (2005) describes that 
most of the successful lean implementation attempts tend to have management which is 
obsessed with lean, capability of problem solving, involvement of operators who should be 
able to find the reasons for the problems that occur, and support systems for the shop floor 
workers.  

What concerns the process of lean implementation there are numerous researchers and 
practitioners who work on this issue (e.g. Womack & Jones, 1990; Feld, 2002; Harbour, 
2001; Drew, McCallum & Roggenhofer, 2004; Sawhney & Chason, 2005; Wang, Ming, 
Kong and Wang, 2012, etc.), but they are focusing to bigger or lesser extent on step by step 
instructions rather than the understanding of the process in itself. On the whole, lean 
implementation is one of special cases of more general organizational change phenomenon, 
thus, more general organizational change theory is important and useful to take into account. 
However, in the studied literature there was found little attempt to systematically correlate 
and align lean implementation with various stage models of change from general 
organizational change theory in order to understand better the process and integrate the 
practices which proved to be facilitating change process.  

1.2 PROBLEM 
If refer back to the factors of lean implementation depicted from the literature and described 
above, the majority of them have a close connection to people involved into the process. 
Often leadership and management are identified as the most critical factors for a successful 
lean implementation. By their nature these two factors are intended to influence employees in 
some way, and the level of success of them both is highly dependent on how responsive to 
certain policies, events and actions employees are (Senge, 1998). Additionally, Forrester 
(1995, p. 22) points out that lean implementation is relying on people as ‘only the employees 
can identify ways of improving the existing process or product’. In the same way, Sawhney 
and Chason (2005) summarize that the most of the reasons for the failed lean initiative in one 
or another way are connected with humans. From the point of view of Sawhney and Chason 
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(2005), the main problems connected with the workforce include resistance to change, lack of 
necessary job skills, low morale, and the decision to recruit new employees or retain current 
work force. Similar thought is expressed by Bhasin (2012, p. 439) who states that ‘nine of the 
top ten barriers to [lean] change are quoted as being people-related, including poor 
communications and employee opposition’. Worley and Doolen (2006) also emphasize 
employee and management resistance. Employees may be resistant against lean tools or be 
unable to switch easily to thinking in lean terms. Erwin and Garman (2010) point out that 
resistance is one of the main obstacles on the way of changes implementation and is the 
reason for high rate of failed initiatives. But what is the cause of such difficulties when it 
comes to employees and how could managers deal with that when they initiate changes and 
especially those connected with implementing lean? 

The cases of numerous human centred problems connected with lean implementation should 
be rooted in the characteristics and particularities of lean as a change initiative. Indeed, 
Forrester (1995) points out that lean implementation puts enormous demands on employees. 
The author underlines that this process requires reconsidering of organizational culture in 
terms of daily relationships within teams and putting emphasis on waste reduction. A 
successful lean implementation makes the employees alter from a single-loop thinking which 
focuses on fixing the symptoms of a problem to a double-loop thinking which intends to solve 
problems from the root cause (Mazur, McCreery & Rothenberg, 2012). All these changes may 
become stressful for employees (Forrester, 1995; Sawhney and Chason, 2005) and cause 
cynicism towards change (Wanous, Reichers & Austin, 2000) which means reduced 
organizational commitment, job satisfaction, trust in the organization and motivation as found 
in organizational change research by Elias (2009). While defining cynicism, Wanous et al. 
(2000) assert that one of the key elements of cynicism is negative beliefs about the likelihood 
of the initiative’s success, which from a certain point of view could be considered as a 
sceptical attitude. Wanous et al. (2000) came to the conclusion that cynicism about change 
initiative should be treated as a learned response and, thus, can be influenced and prevented 
by managers. But once again, the question ‘How is it possible to do it?’ remains unanswered.  

As Lines (2005) mentions, generally the success of a change initiative depends not only on 
the processes used during the implementation, but also on the reactions to change expressed 
by organizational members. Achanga et al. (2006) mention that quite often the disruptions 
caused by changes are predetermined by the attitudes of employees who are ready to sabotage 
the transformation process due to their fears.  

If to view the nature of interconnection between attitude and commitment, the model which 
Elias (2009) applies becomes to be of great interest as it proposes that commitment is the 
consequence of attitudes which are formed earlier under the influence of certain factors. 
Following a similar logic, Lines (2005) proposes the idea that attitudes predetermine further 
reactions and behaviours connected with the change initiative. Depending on the valence and 
strength of attitudes the resulting actions vary from highly facilitating the change to resisting, 
sabotaging or on the whole exiting behaviours. Therefore, to ensure the success of a change 
initiative it is vital to consider psychological processes of employees, especially their attitudes 
as they are directly influencing employees’ commitment (Elias, 2009), which is very 
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important for the success of any change initiative and lean implementation in particular. Lines 
(2005) asserts that through including employees attitudes perspective into the change 
planning process, it is possible to find the methods for both reducing negative reactions and 
maximizing the effects of positive reactions. Moreover, Lines (2005) states that it is important 
to pay attention at employees attitudes as early as possible during a change process because at 
later stages it is much more difficult to alter well-established attitude and, thus, much more 
difficult to deal with the outcomes of it. 

Taking everything into account the problem of dealing with employees’ attitudes to lean 
implementation at early stages of the change initiative should be considered as being of a 
great importance from the point of view of the whole process facilitation and insurance of 
success. However, the following question arises; how to do to address this problem with 
attitudes and how certain actions undertaken by organizational leaders influence attitudes?  

In organizational change theory different change drivers are discussed which help 
organizations to avoid cynicism and affect the attitude towards change that starts forming at 
the very beginning of any organizational change initiative (Whelan-Berry & Somerville, 
2010). Change drivers are defined as ‘events, activities, or behaviours that facilitate the 
implementation of change’ (Whelan-Berry, Gordon & Hinings, 2003, p. 100) while 
organizational change could be generally identified ‘when the majority of individuals in an 
organization change their work routine and processes, behaviour, or attitudes or 
frameworks.’ (Whelan-Berry, et al., 2003, p. 142). Although there are numerous change 
drivers proposed in organizational change theory, Whelan-Berry et al. (2003, p. 101) assert 
that it is of great importance to explore further such question as ‘How does each change 
driver contribute to the change process?’ in order to understand deeply the process of 
organizational change and to be able to deal with it more successfully.  

As there is little research on how change drivers influence organizational change as a whole, 
there is obviously little clarification of such issue as what impact these change drivers have on 
the attitudes of employees. Even though Sawhney and Chason (2005) propose a model which 
could be a tool for assessment of the human resources from a different perspective and may 
help to plan the future state, it does not give an answer to the question how this transformation 
should be fulfilled, which methods should be used and what impact they would have on 
employees.  

After reviewing related literature and taking everything into account, it appears that the nature 
of connection between change drivers and employees attitudes is under investigated, but at the 
same time it is important to understand it, especially at an early stage of the change process. 
Moreover, lean implementation theory is not connected to regular organizational change 
theory even if lean implementation could be seen as an organizational change. Apart from 
that, early stage of the change process is very important because attitudes start being formed 
here, and those attitudes will consequently affect commitment (Elias, 2009) vital at later 
stages especially for lean implementation process. Thus, deeper understanding of the 
relationship between the two phenomena (change drivers and attitudes) would provide 
practitioners with increased awareness of what effect certain actions have on employees and, 
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hence, it would facilitate the process of lean implementation. Taking such situation into 
consideration, the current research aims at exploring the following question: 

How do certain change drivers affect employees’ attitudes towards lean implementation at the 
early stage of the change process? 

1.3 PURPOSE 
Explore the chosen change drivers’ effect on employees’ attitudes towards lean initiative 
during the early stage of lean implementation process. 

1.4 DEFINITIONS 
Below the main definitions which are of importance for the current study are presented: 

Attitude – ‘tendencies to evaluate an entity with some degree of favour or disfavour 
ordinarily expressed in cognitive, affective and behavioural responses’ (Eagly & Chaiken, 
1993, p. 155)  

Attitude towards organizational change – ‘person’s overall evaluation of the change and a 
psychological tendency that is expressed by evaluating the change with some degree of favour 
or disfavour’ (Lines, 2005, p. 10). 

Change drivers – ‘...events, activities, or behaviours that facilitate the implementation of 
change’ (Whelan-Berry et al., 2003, p. 100). 

Lean thinking – ‘a way to specify value, line-up value creating actions in the best sequence, 
conduct these activities without interruption whenever someone requests them, and perform 
them more and more effectively. In short lean thinking is lean because it provides a way to do 
more and more with less and less - less human effort, less equipment, less time, and less space 
- while coming closer and closer to providing customers with exactly what they want’ 
(Womack & Jones, 2003, p. 22-23). 

Organizational change – ‘a deliberately planned change in an organization’s formal 
structure, systems, processes, or product-market domain intended to improve the attainment 
of one or more organizational objectives’ (Lines, 2005, p. 10) 

1.5 THESIS LAYOUT 
The further parts of the current thesis have the following sequence and content:  

In Theoretical framework section the chosen theoretical models from organizational change 
theory are described, lean is discussed in more detail and is aligned with theory from 
organizational change; attitude as a concept is introduces as well as the developed conceptual 
model is presented. 

Methodology section provides an overview of research approach and justification of 
methodological choices for all parts of the research project. 
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In Case Description section the studied company is introduced which is based on the 
collected secondary data and complemented by the observations. 

In Results section the main empirical data is presented in the form which is already aligned 
with the conceptual model developed in Theoretical framework section. 

Analysis and Discussion section focuses on revision of results and their analysis from 
different perspectives. By the end of the section more general reflections and interpretation 
are drawn. 

Conclusions section summarizes main results from the previous section and discusses 
connection with previous research as well as managerial implications and proposals for future 
research. 
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2 THEORETICAL FRAMEWORK 
Thematic blocks of this chapter and their main content are summarized in Figure 2-1 below. 
This chapter starts with a discussion of organizational change and the stages of this process 
with the main focus on Lewin’s stage model. After that the concept of lean and its historical 
development is introduced as well as a discussion of main factors of lean implementation 
process. Further, lean implementation process as depicted by various authors is aligned with 
Lewin’s stage model, and the change drivers of the early ‘unfreezing’ stage is presented. 
Later, the components of attitude are discussed. In the end, the conceptual framework is 
developed through integrating attitude theory and change drivers for the early stage of the 
change process. 

2.1 ORGANIZATIONAL CHANGE  
Lines (2005) defines organizational change as: “A deliberately planned change in an 
organization’s formal structure, systems, processes, or product-market domain intended to 
improve the attainment of one or more organizational objectives” (Lines, 2005, p. 10). In 
Weick and Quinn (1999) organizational change could alter how the organization functions, 
which shape it takes, or how it allocates resources. Weick and Quinn (1999) also point out 
that there are a lot of different change models focusing on “how to implement a change” and 
consisting of different implementation steps. At the same time, the authors notice that many 
of those models go back to and evolve from an older and more general change model 
described by Kurt Lewin in 1951; “Lewin’s three stages of change—unfreeze, change, and 
refreeze—continue to be a generic recipe for organizational development” (Weick & Quinn, 
1999, p. 363).  

2.4 
CONCEPTUAL 
FRAMEWORK 

2.1 
ORGANISATIONAL 

CHANGE 
• Lewin's Stage Model: 

'unfreezing', moving, 
'refreezing' 

• Change drivers 

2.2 LEAN 
• Development, principles 

• Lean implementation: 
phases & factors  

• Alignment with Lewin's 
model 

2.3 ATTITUDES 
• Components: cognitive, 

affective, behavioural 

FIGURE 2-1 THEMATIC BLOCKS AND THEIR MAIN CONTENT IN THEORETICAL FRAMEWORK CHAPTER 
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Generally, Weick and Quinn (1999) juxtapose two types of organizational change; episodic 
and continuous. Episodic changes are described by the authors as those, which resulted from 
certain imbalances between internal structure and external demands. This type of change is 
associated by Weick and Quinn (1999) with a more or less visible shift, which happens during 
distinct period of time; it is intentional, requires outsider intervention and is characterized by 
the presence of substitution or replacement of old and new. Continuous change, on the other 
hand, is continuous and ongoing; it is not based on certain intentions, but comes from the 
conflict between culture and actions. Culture in this case is understood as ‘a stock of 
knowledge [which] serves as a scheme of expression that constrains what people do and [is] 
a scheme of interpretation that constrains how the doing is evaluated’ (Weick & Quinn, 1999, 
p. 378).  

Given the purpose of the current research, episodic changes are considered to be the ones of 
relevance taking into account the specifics of lean implementation; why lean implementation 
is considered to be episodic organizational change is explained in sub-chapter 2.2.4. Episodic 
organizational change framework supposes that change follows the principles of the change 
model described by Lewin (1997) and mentioned above.  

Lewin’s (1997) stage model divides the whole change process into 3 stages; ‘unfreezing’, 
moving, and ‘refreezing’ and deserves particular attention within the framework of the current 
study. Firstly, this model is very general and could easily be modified because it allows the 
different stages to be divided into more specific ones, which is beneficial for adjusting it to 
different types of change initiatives, while other models are more specific for one kind of 
change. Moreover, it serves as a basis for other numerous models. Burnes and Cooke (2012) 
assert that there are numerous recently developed and detailed models of organizational 
development, and most of them are either directly based on, in some way connected with or 
remind of Lewin’s three-stage change model. Finally, and more importantly, Lewin’s model 
gives a complex understanding of the change process taking into account human perspective. 
Thus, alignment of lean implementation process with this model could allow using a broad 
array of research results and change drivers relevant for each step of the process separately as 
well as integrating it with attitudes perspective. The model is described in more detail below, 
and criticism of it is also discussed. 

2.1.1 LEWIN’S STAGE MODEL OF CHANGE 
Lewin’s three-stage model of change proposes that change process could be illustrated as a 
situation of moving between certain old and new states. Moreover, in order to be able to fulfil 
this movement from the old state, there should be ‘unfreezing’ of the current one. 
Additionally, the moment the new state is reached, in order to ensure the durability, there 
should be ‘refreezing’ of this desired state (Lewin, 1997). As it was already mentioned, the 
model includes such steps as ‘unfreezing’, moving, and ‘refreezing’ which are illustrated in 
Figure 2-2.  
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‘Unfreezing’ stage is closely connected with the idea that human behaviour is based on some 
kind of internal psychological equilibrium (Burnes, 2004). Thus, there are certain restraining 
forces, which prevent this equilibrium from unbalancing and counter-react to the external 
minor influences (Schein, 1996). The idea of ‘unfreezing’ stage is that destabilization of the 
equilibrium of old behaviours is necessary so as to make individuals or group able to give up 
old and learn new behavioural patterns, and that is what basically happens at this stage of the 
model (Lewin, 1997). Schein (1996) clarifies that from a human being perspective 
‘unfreezing’ means that the learner gets motivation to change and eagerness to perceive new 
information. On the whole, this stage appears to be some kind of preparation so as the actual 
change could happen. 

Moving stage includes the actual learning and adaptation of new concepts and behaviours 
after the current state was ‘unfrozen’ (Lewin, 1997). However, this process should be closely 
monitored, and the changes should be constantly reinforced (Burnes, 2004) as there are 
numerous unpredictable forces influencing the process and which can lead to the opposite 
results than planned (Schein, 1996). 

‘Refreezing’ stage relates to the creation of a new state of equilibrium so as to ensure that 
regression to old patterns will not take place (Lewin, 1997). At this stage, it is very important 
that organizations reconsider their culture, norms, policies, and practices (Burnes, 2004) as 
individuals and environment in which they are should fit together to sustain the changes 
(Schein, 1996). This stage is critical from the point of view of insuring that the fulfilled 
changes maintain over time, and this is what actually finalizes and brings success to a change 
initiative.  

As Purser and Petranker (2005) reflect on the Lewin’s stage model, a pre period preceding the 
actual change is needed in order to get ready for the change. It is essential to pay a lot of 
attention to the preparatory ‘unfreezing’ stage because it predetermines how perceptive to 
change individuals are and the degree and readiness to contribute to the learning process at the 
moving stage. However, so as organizational change was successful, it appears that all the 
three stages of Lewin’s model should be taken into consideration and be gone through.  

Although the model is quite advantageous, there are researchers who claim Lewin’s model to 
be outdated because of its more planned approach to change emphasising processual character 
of the phenomenon (Burnes, 2004). However, this kind of criticism underlines different 
dimensions of change, episodic or continuous, which were mentioned earlier. As it appears 
these dimensions are not mutually exclusive, and could be co-existing under different 
circumstances. On the whole, as Burnes (2004) argues despite all the criticism the model is 
still relevant and enormously valuable. Moreover, Burnes (2004) points out that the biggest 
part of criticism is based on the fact that the three-stage model is oversimplified by the critics.  

'UNFREEZING' MOVING 'REFREEZING' 

FIGURE 2-2 LEWIN´S STAGE MODEL OF CHANGE (LEWIN, 1997) 
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As it was already discussed, the main interest of the current research is that Lewin’s change 
model is to a large extent based on humans and their psychological processes whether on the 
individual or group level (Schein, 1996); ethics and humanism in it are considered as building 
blocks of behavioural change (Burnes, 2004). All this is important for the present framework 
which focuses on employees as human beings and their attitudes towards change initiative. 

2.1.2 CHANGE DRIVERS 
If look at organizational change from the point of view of how it happens, there are certain 
actions which may be undertaken in order to facilitate the whole process or its certain parts. 
Whelan-Berry and Somerville (2010, p. 178) identify such actions as change drivers and 
claim that those are ‘events, activities, or behaviours that facilitate the implementation of 
change’. Whelan-Berry and Somerville (2010) review existing stage models and summarize 
them within 4 common among them stages; moving the change to the group and individual 
level, enabling the individual employee adoption of change, sustaining the momentum of 
change implementation, and institutionalizing the change. At each stage, the authors identify 
the effects of the most commonly mentioned in literature drivers of change; these results are 
summarized in Table 2-1 below. 

TABLE 2-1 CHANGE DRIVERS AS IDENTIFIED BY WHELAN-BERRY AND SOMMERVILLE (2010) 

CHANGE DRIVER DEFINITION/EXPLANATION 

Accepted change vision Embracing the change vision as positive for employees, 
stakeholders, and/or the organization. 

Leaders´ change related 
actions 

Actions by the community of leaders throughout the 
organization that signal the importance of the change vision 
and its outcomes and support its implementation. 

Change related 
communication 

Regular, two-way communication specifically about the 
change initiative, its implementation, related successes, 
challenges and their solutions. 

Change related training Provides an understanding and necessary skills, values and/or 
frameworks concerning the change initiative. 

Change related employee 
participation 

Involves employees in tasks specifically related to the change 
initiative, such as pilot groups. 

Aligned human resources 
practices 

Aligns human resources practices, such as performance 
appraisal and rewards; recruitment, selection, and socialization 
of new employees with the change initiative 

Aligned organizational 
structure and control 
processes 

Aligns organizational structure, organizational outcome 
measures, planning, budgeting, and reporting systems 

In the situation of change, the drivers introduced above cover all the parties, actions, 
mechanisms and structures involved into the process such as; managers/leaders and 
employees as parties, communication, training, employee involvement, and human resource 

10 



CHAPTER 2 THEORETICAL FRAMEWORK                                  ATTITUDES TOWARDS LEAN 

practices as mechanisms and organization as structure. Thus, it seems to be a coherent 
framework for describing drivers of change as a comprehensive system. 

If follow the description of each stage that Whelan-Berry and Somerville (2010) provide, it 
allows going back and categorizing these stages within Lewin’s model. Moving the change to 
the group and individual level stage corresponds to ‘unfreezing’ phase as it is connected with 
spreading an understanding of the change vision across the company. The two next steps in 
the change process described by Whelan-Berry and Somerville (2010) could be referred to as 
‘moving’ phase of Lewin’s stage model because actual changing of employees’ values, 
behaviours, attitudes, or frameworks and devoting attention and resources to supporting the 
change process is supposed to be fulfilled at the second and the third stage correspondingly. 
The final ‘Institutionalizing the change’ stage discussed by Whelan-Berry and Somerville 
(2010) is the one when it is made sure that the change has become part of the culture and 
ongoing processes; the authors themselves say that this stage can be identified as Lewin’s 
‘refreezing’ phase. Thus, the steps of organizational change summarized from literature by 
Whelan-Berry and Somerville (2010) can be viewed within the framework of the stage model 
of change discussed by Lewin (1997). Thus, based on the change drivers’ classification by 
stage of Whelan-Berry and Somerville (2010) and the alignment of the stages identified by 
the authors with Lewin’s model it is possible to identify which change drivers are more 
relevant for particular stages of Lewin’s model as it is shown in Table 2-2 below.  

TABLE 2-2 CHANGE DRIVERS RELEVANCE FOR LEWIN’S MODEL STAGES 

CHANGE DRIVER ‘UNFREEZING’ 
PHASE 

MOVING 
PHASE 

‘REFREEZING’ 
PHASE 

Accepted change vision X X  
Leaders´ change related actions X X X 
Change related communication X X  
Change related training X   
Change related employee participation X X  
Aligned human resources practices  X X 
Aligned organizational structure and 
control processes 

X X X 

Following Table 2-2 above, for the ‘unfreezing’ phase the relevant change drivers could be 
identified as; Accepted change vision, Leaders’ change related actions, Change related 
communication, Change related training, Change related employee participation, Aligned 
organization structure and control processes. 

When aligned with Lewin’s stage model, the change drivers proposed by Whelan-Berry and 
Somerville (2010) reflect to a great extent the ideas of Levasseur (2001) who emphasizes the 
importance of people at every stage of Lewin’s model. The author names effective 
communication and employees’ involvement at the beginning as the most critical factors for 
successful change implementation, which affects further ‘moving’ stage. As well assuring 
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employees that, in case of initiative failure, they will not be affected is important from 
Levasseur’s (2001) point of view. The author proposes that it is possible to make people want 
to change through informing the nature and urgency of change, giving clear reasons for 
change to all the involved parties. On the whole, Levasseur (2001) argues that telling people 
about the change and including them into the process makes them understand and support the 
initiative which is well-correlated with such change drivers as change related communication 
and change related training, change related employee participation, and accepted change 
vision proposed by Whelan-Berry and Somerville (2010). The change drivers discussed above 
are also addressing the issue raised by Schein (1996) who emphasizes that from the very 
beginning of a change process it is extremely essential to create psychological safety and 
overcome anxiety of individuals; in another case change efforts are probable to fail. All in all, 
the change drivers collected by Whelan-Berry and Somerville (2010) tend to cope with the 
main concerns connected with organizational change from human beings perspective. 

2.2 LEAN 
2.2.1 EVOLUTION OF LEAN THOUGHT 
Shah and Ward (2007) are using a historical evolutionary perspective in their literature review 
of the thought development in the field of lean production. They describe the evolution from 
the moment when Henry Ford’s philosophy and basic principles for assembly lines started to 
be implemented in 1927. In the 1930s, the Japanese market was dominated by subsidiaries of 
Ford and General Motors while Toyota struggled with financial problems (Holweg, 2006). 
Because of World War II, Toyota’s production was disrupted, which forced the company to 
split into Toyota Motor Manufacturing and Toyota Motor Sales division. Eiji Toyoda became 
manager for the manufacturing division and started to study other manufacturers’ practices. 
He made several trips to Europe and USA and learned about mass production, but because of 
the bad economy conditions and limited access to raw materials in Japan, the company’s main 
focus moved to reduction of cost by eliminating waste. Toyota also found a way of combining 
small-plant benefits with economies of scales (Holweg, 2006). Finally, in 1978 the Toyota 
Production System (TPS) with Just-in-time and waste elimination was introduced formally in 
an English version (Shah and Ward, 2007). In 1990, Womack published the book “The 
machine that change the world” which for the first time explained and developed TPS and 
Lean manufacturing concept (Womack, 1990). Later on, academics started getting interested 
in the field; during the 1990s several research papers on the topic were published, and in 1996 
Womack and Jones introduced their other book, “Lean Thinking”. This was one of the first 
attempts to implement lean in others field than manufacturing (Shah & Ward, 2007). 

2.2.2 LEAN THINKING PRINCIPLES OVERVIEW  

The idea behind lean thinking is about specifying value, designing value stream in the best 
sequence, ensuring that actions do not interrupt each other, supplying when it is ordered, and 
performing more efficiently. There are five different principles on which lean thinking theory 
is based, and they are illustrated in Figure 2-3 below. The principles are value, value stream, 
flow, pull, and perfection (Womack & Jones, 2003). It can be seen in Figure 2-3 that four of 
the principles work together and support the fifth principle ‘Perfection’ in the middle. In other 
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words, lean is seeking for perfection through relying on value, value stream, flow, and pull 
with the primary aim to reduce waste and focus on those activities, which are adding value to 
the final customer (Jones, Medlen, Merlo, Robertson & Shepherdson, 1999). 

2.2.2.1 VALUE 
Value is the first thing organizations should define when they start the venture to get a lean 
enterprise. Value should be defined from the ultimate customers’ perspective, and it is only 
meaningful for one specific product. From the customers’ point of view, value is created by 
the producer. In some cases companies have problems with defining value because engineers 
have their perception of value and they are working on refining every single detail, which 
sometimes is a waste because the customer does not care about this over-engineered solution. 
In some cases, the situation could be just on the contrary, when shareholders and senior 
managers want to have immediate financial results and define the value in a way which does 
not fit the needs of the customer. In Japan, they define value where the value is created. It has 
been common in Japan that companies want to design and make the product at home, to have 
long-term employment and stable supplier relationships. Value is also perceived differently in 
different parts of the world and should, therefore, be defined from the actual market 
perspective where the product is planned to be sold. One common way of making the product 
is by using pre-existing organization, technologies, and assets, without thinking of the 
customers’ perceived value. (Womack & Jones, 2003) 

2.2.2.2 VALUE STREAM 
Value stream is a line of activities that are needed to bring a specific product. Value stream 
regularly consist of three tasks; problem-solving task where concept goes to detailed design, 
information management task which means preparing the manufacturing, and physical 
transformation task where raw materials are transformed into the final product. When value 
stream is identified, waste is almost always exposed. There are three different types of actions 

FIGURE 2-3 LEAN PRINCIPLES AS IDENTIFIED BY WOMACK & JONES (2003) 
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in a value stream, which are valued differently. The first type is the actions, which are 
creating value. The second group refers to those activities, which are not adding any value but 
are needed to support the value adding actions. The third type includes actions that do not 
create any value and have no supporting function. Lean thinking considers the products value 
through the whole product life cycle from raw material to recycling. (Womack & Jones, 2003)  

2.2.2.3 FLOW 
Flow principle aims at making the value adding activities flow without stops for waiting. 
Before implementing the principle organizations work with batches, and different 
departments fulfil different tasks and functions. The purpose of the new type of organization 
is to use all resources as much as possible. Lean thinking focuses on the product and its needs. 
The activities should flow continuously from designing to a final product. Womack and Jones 
(2003) explain that this change is hard to execute because batches and functions are deeply 
rooted in the processes, which took their shape long time ago. (Womack & Jones, 2003) 

2.2.2.4 PULL 
Pull principle makes the customer actually pull the production process whenever it is needed 
instead of company pushing products to customers even though they are not needed. If this 
principle works well in a company, the ability to design, schedule, and make what a customer 
wants will make it possible to skip forecasts and simply produce what the customer is willing 
to buy. (Womack & Jones, 2003) 

2.2.2.5 PERFECTION 
Perfection is the last principle that strives to make the first four principles as perfect as 
possible. Value, value stream, flow, and pull are interacting with each other. Through direct 
communication with customers, the product team will be able to specify value even better 
which in turn enhances the flow and pull. With better flow and pull it is possible to identify 
more wastes. One of the biggest contributors to perfection is transparency. In a lean system, 
all subcontractors, suppliers, assemblers, distributors, customers, employees can see every 
step of the process and, in that way, make it possible to discover new better and more efficient 
ways of creating value. (Womack & Jones, 2003) 

2.2.3 8 WASTES AND LEAN TOOLS 
In Womack and Jones (2003) eight different types of wastes are described. The wastes are 
based on Toyotas production system’s seven ‘muda’, which is translated as ‘waste’ from 
Japanese. The seven different wastes are; transportation, inventory, motion, waiting, 
overproduction, over processing and defects. Womack and Jones (2003) added an eighth 
waste such as unused human capacity. All of these wastes are activities that are not value 
adding or beneficial for the customer and, therefore, should be minimized.  

Toyota's production system included different tools to eliminate waste. Since lean thinking 
has been developed under the last two decades, different lean tools have become useful in 
different situations. The most common tools for lean manufacturing are; value stream 
mapping, cellular manufacturing, Just-In-Time, Kanban, Total preventive maintenance, Setup 
time reduction, Total Quality Management, and 5S which stands for; sorting, straightening or 
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setting in order, sweeping or shine, standardizing, sustaining the practice. All these tools aim 
to eliminate waste and decrease the need of resources. Many of those tools suggested in lean 
manufacturing theory can be applied in all kinds of value streams and processes (Abdulmalek 
& Rajgopal, 2007). 

Value Stream Mapping (VSM) is one of the main activities to define value and identify the 
company’s value stream. VSM is used in the early phase of lean implementation. Value 
stream map aims to identify; value adding activities, non-value adding but necessary 
activities, and not value adding activities. The purpose is to improve the activities within the 
value stream map and to erase non-value adding activities so as to make it more efficient and 
maintain the five principles of lean. (Lasa, Laburu & Vila, 2008) 

2.2.4 LEAN IMPLEMENTATION PHASES 
On the whole, lean implementation process is to a large extent company specific (Bhasin, 
2012). However, there are numerous recommendations on the general implementation process 
flow. The thoughts of different authors on lean implementation activities are listed in Table 2-
3 below.  

TABLE 2-3 LEAN IMPLEMENTATION ACTIVITIES SUMMARY 

AUTHOR(S) IMPLEMENTATION ACTIVITIES 

Womack & Jones 
(1990) 

Define value, identify value stream, make products flow, let customer 
pull products, strive for perfection 

Feld (2002) Lean Assessment, current state map, future state design, 
implementation, continuous training 

Drew et al. (2004) Preparatory phase, comprehensive assessment of current state of 
operations, defining desired future state, implementing a pilot, 
continuous improvement 

Harbour (2001) Organizational development, discipline building, tool use, continuous 
improvement 

Sawhney & Chason 
(2005) 

Planning, creating the fundamental work environment for 
improvement, designing efficient flow through the shop floor, 
designing production support systems, reducing the variation in all 
processes, developing a system that sustain improvement 

Wang et al. (2011) Define target, identify work streams, discover waste, eliminate waste 
with tools, change organization, involve suppliers and customers 

Quite often Womack and Jones’s (2003) principles are used to implement lean thinking. 
According to the authors, lean implementation starts with defining value and identifying value 
stream. After these stages actions for making the product flow and also a system that makes 
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the customer pull the products should be developed. The final stage is to strive for perfection 
and to continue improving the processes. Feld (2002) and Drew et al. (2004) mention that 
lean assessment should be fulfilled, and afterwards the current state map should be identified. 
After that, a future state map should be designed and implemented. Drew et al. (2004) also 
suggest that lean implementation should start with a pilot study in one part of the company. 
The final stage is to continue training staff and work with continuous improvement. Harbour 
(2001) focus on the importance of firstly developing the organization, building discipline 
among employees, and only then starting to use lean tools. Too, these authors suggest that the 
final step should be continuous improvement. Sawhney and Chason (2005) divide the 
implementation into such steps as; planning, creating fundamental work environment for 
improvement, designing efficient flow through shop floor, designing a production support 
system, reducing variations in all processes, and sustaining improvements. In their study 
Wang et al. (2011) focus on lean implementation in product development and identify the 
following stages; define target, identify work streams, discover waste, eliminate waste with 
the help of lean tools, change organizational structure, and involve suppliers and customers.  

TABLE 2-4 LEAN IMPLEMENTATION ACTIVITES GROUPED IN THREE PHASES 

AUTHOR(S) ANALYSING PHASE ACTING PHASE IMPROVING 
PHASE 

Womack & Jones 
(1990) 

Define value, identify 
value stream 

Make products flow, let 
customer pull products 

Strive for 
perfection 

Feld (2002) Lean Assessment, 
current state map 

Future state design, 
implementation 

Continuous 
training 

Drew et al. (2004) Preparatory phase, 
comprehensive 
assessment of current 
state of operations 

Defining desired future 
state, implementing a pilot  

Continuous 
improvement 

Harbour (2001) - Organizational 
development, discipline 
building, tool use 

Continuous 
improvement 

Sawhney & 
Chason (2005) 

Planning, creating the 
fundamental work 
environment for 
improvement  

Designing efficient flow 
through the shop floor, 
designing production 
support systems, reducing 
the variation in all processes 

Developing a 
system that 
sustain 
improvement 

Wang et al. 
(2011) 

Define target, identify 
work streams, discover 
waste 

Eliminate waste with tools, 
change organization 

Involve 
suppliers and 
customers 

 

16 



CHAPTER 2 THEORETICAL FRAMEWORK                                  ATTITUDES TOWARDS LEAN 

It is possible to see the pattern among all the lean implementation activities proposed by 
different researchers and to categorize them into several phases of lean implementation 
process as shown in Table 2-4 above. 

The most of authors identify activities that are connected with analysing the current state, and 
these activities are used at the beginning of the lean implementation process. In this phase, 
activities such as assessment, defining value, mapping the value stream, planning, and 
discovering possible fields of improvements are proposed as it is displayed in Table 2-4 under 
‘Analysing phase’ column.  

Some further activities that the authors mention are summarized in the column for ‘Acting 
phase’ in Table 2-4. This phase aims to improve the current state of the process which is 
pictured in the earlier phase. In the second phase, process improvement activities are used. 
The process should be adjusted according to a future state map in order to make products 
flow, customers pull the products, develop the organization, and use lean tools to eliminate 
waste found in the first phase. 

In the last ‘Improving phase’ in Table 2-4 all authors mention that the organization should be 
aiming for perfect processes, which means continuous improvements and constant training. 
The last phase makes the lean implementation process be a never-ending story. Different 
phases of lean implementation are tied together, and the process goes around repeatedly.  

2.2.5 LEAN IMPLEMENTATION AND LEWIN’S MODEL ALIGNMENT 
Going back to the discussion of the types of organizational change, Purser and Petranker 
(2005) mention that ‘the contrast between episodic and continuous change may reflect 
differences in the perspectives of the observers’. The concept of lean described above 
supposes continuous improvement or, in other words, continuous type of change described by 
Weick and Quinn (1999). However, both lean practitioners and researchers point out that in 
order to make lean work, at first way of thinking should be changed to the lean one which will 
allow to sustain these continuous improvements. A similar idea is expressed by Weick and 
Quinn (1999) that certain culture underlies the changes which are continuous. However, the 
very act of transition between the ways of thinking is corresponding to the characteristics of 
episodic organizational change depicted by Weick and Quinn (1999). Thus, in this study we 
consider that the organization is able to fulfil continuous lean implementation only after the 
episodic change towards lean principles occurred at earlier stages of the change process. That 
is why it is considered that the models of episodic organizational change are applicable in the 
context of lean implementation.  

As the majority of models are in one or another way based on Lewin’s stage model, we use it 
as organizational change framework and transferring it on lean implementation process. The 
phases of lean implementation process, which were identified from the literature review, are 
aligned with Lewin’s model in Table 2-5 and discussed below.  
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TABLE 2-5 LEAN IMPLEMENTATION ALONG LEWIN´S MODEL STAGES 

AUTHOR(S) ‘UNFREEZING’ MOVING ‘REFREEZING’ 

Womack & Jones 
(1990) 

Define value, identify 
value stream 

Make products flow, let 
customer pull products 

Strive for 
perfection 

Feld (2002) Lean Assessment, 
current state map 

Future state design, 
implementation 

Continuous 
training 

Drew et al. (2004) Preparatory phase, 
comprehensive 
assessment of current 
state of operations 

Defining desired future 
state, implementing a 
pilot  

Continuous 
improvement 

Harbour (2001) - Organizational 
development, discipline 
building, tool use 

Continuous 
improvement 

Sawhney & Chason 
(2005) 

Planning, creating the 
fundamental work 
environment for 
improvement  

Designing efficient flow 
through the shop floor, 
designing production 
support systems, 
reducing the variation in 
all processes 

Developing a 
system that 
sustain 
improvement 

Wang et al. (2011) Define target, identify 
work streams, discover 
waste 

Eliminate waste with 
tools, change 
organization 

Involve 
suppliers and 
customers 

As it is shown earlier in Table 2-4, most of the reviewed authors (Womack and Jones, 2003; 
Feld, 2002; Drew, et al. 2004; Wang et al. 2011) have identifiable early ‘Analysing phase’ of 
lean implementation that is connected with analysing and describing the current situation. 
This phase can be characterized as preparatory actions before the actual change occurs and 
can, therefore, be considered as belonging to ‘unfreezing’ stage of Lewin’s model, and this is 
shown in Table 2-5 above.  

Further, illustrated earlier ‘Acting phase’ of lean implementation process includes the steps 
that consist of actions intended to actually change the processes, thus, this phase could be 
referred to as moving phase of Lewin's model in Table 2-5 above.  

Proceeding to the last phase, from one point of view it may seem to be conflicting with the 
original nature of lean as a continuous improvement that according to Lewin (1997), at the 
end of the process, the change should undergo ‘refreezing’ procedure and to some extent 
remain static afterwards. However, as it was mentioned earlier while discussing episodic and 
continuous change, and as it goes in alignment with lean implementation theory, that is the 
mind-set which undergoes this episodic change and should be ‘refrozen’ after being changed. 
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The further continuous improvement should occur within lean thinking framework which 
means that there is no conflict between definitions in this case. Thus, the last phase identified 
in lean research as some sort of continuous improvement could be positioned as ‘refreezing’ 
stage of Lewin’s model in Table 2-5 above.  

The breakdown of lean implementation activities aligned with Lewin’s stage model (Table 2-
5) makes it possible to connect different theories from organizational change theory to lean 
implementation theory. With the help of this alignment, it is possible to use certain change 
drivers suggested in organizational change theory that fit to the different phases of the change 
process, and especially early phase as it is in focus of the current study. These change drivers 
are supposed to support lean implementation as they are focused on facilitation of any change 
initiative implementation.  

2.3 ATTITUDES 
Social and psychology researchers have studied attitudes for a long time. There have been 
several of different approaches of how attitudes should be described (Eagly & Chaiken, 
1993). In general terms, an attitude could be considered as representing an evaluative 
response towards an object (Bohner & Wänke, 2002). An attitude object could be abstract, 
concrete or be a function or activity. An attitude is formed based on evaluative consideration 
of an attitude object and its characteristics (Lines, 2005; Eagly & Chaiken, 1993); thus, the 
object can be seen as providing a variety of stimuli (Eagly & Chaiken, 1993). These stimuli 
are being evaluated, and certain responses to them are being formed. These responses could 
be defined by how we feel, think and behave (Bohner & Wänke, 2002), and they express the 
actual attitude. Therefore, a tripartite model of attitudes was developed which consists of 
affective, cognitive and behavioural components that are classified by their nature (Bohner & 
Wänke, 2002).  

Generally, attitude makes people react to certain actions or situations in different ways. While 
some people are positive about them, some others become negative; while some approve an 
idea, others may disapprove the same idea (Eagly & Chaiken, 1993). As Lines (2005) 
discusses, attitude can be characterized in terms of valence, from positive to negative, and 
strengths, from weak to strong; these characteristics determine what will be the behavioural 
response to certain actions or happenings and how active this response will appear to be.  

Eagly and Chaiken (1993) describe an attitude as an explanation why people act or respond in 
a certain way in connection to certain stimuli. Thus, attitude is a link that describes the 
correlation between information that a person perceives and how this person responds to it 
(Bohner & Wänke, 2002).  

Referring back to organizational change and lean implementation, employees’ actions play an 
important role in those processes and especially in the latter (Sawhney & Chason, 2005); at 
the same time, change related actions and commitment become predetermined by the attitudes 
that employees’ develop towards certain change initiative as an object (Elias, 2009). 
Therefore, it is a critical challenge for managers to form positive employees’ attitudes and 
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avoid negative attitudes in the early phase of a change initiative to decrease the risk of failing 
the transition because of undesired behaviours based on negative evaluations (Lines, 2005). 

In such a situation, it is essential to understand how attitude forms and changes. Eagly and 
Chaiken (1993) assert that, depending on how researchers interpret the inner state, attitude is 
generally defined from two different perspectives; attitude could be seen as tendencies or 
evaluative state. Attitude as tendencies aims to explain the attitude as an internal state that 
lasts for a longer time while attitude as an evaluative state is considered to be created when it 
is needed to give a respond to certain stimuli. In line with this thought, Bohner and Wänke 
(2002) mention that there are two different views among the researchers if the attitude is 
stable over a longer time to be called an attitude or if the attitude could be viewed as 
temporary constructions, which are constructed when an evaluative judgement is needed.  

At the same time, Bohner and Dickel (2011) unify the two approaches and point out the 
difference between attitude formation and attitude change. The authors suppose that attitude 
formation happens when attitude did not exist from the start and is created when the person is 
exposed to certain stimuli; at the same time, attitude change happens when a stimuli change 
the attitude, which was formed earlier, to a new state. Bohner and Dickel (2011) add that 
individuals store past evaluations of attitude objects, which make it possible to view attitude 
change as several consequent attempts to form a most recent attitude. On the whole, attitude 
may change over time under influences of external stimuli or own experiences connected with 
the attitude object (Eagly & Chaiken, 1993); this, in turn, should lead to either formation of 
new responses or reconsideration of previous ones.  

2.3.1 TRIPARTITE ATTITUDE MODEL 
Three different evaluative responses (cognitive, affective, and behavioural) have a very long 
history and begin back at classical Greek and Hindu philosophers. Social psychology has a 
long tradition of using three components of attitude, which establish attitude responses as 
shown in Figure 2-4 below. The tripartite model of attitudinal components has been examined 
by initial studies, where researchers have designed instruments to provide questionnaires that 
measure the correlations within and between the responses (Eagly & Chaiken, 1993).  

 
FIGURE 2-4 ATTITUDE AS A PRODUCT OF COGNITIVE, AFFECTIVE, AND BEHAVIOURAL COMPONENTS (BASED ON 
EAGLY & CHAIKEN, 1993, P. 15) 
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2.3.1.1 COGNITIVE COMPONENT 
Eagly and Chaiken (1993) define cognitive responses, as “thoughts or ideas about the attitude 
object. These thoughts are often conceptualized as beliefs, were beliefs are understood to be 
associations or linkages that people establish between the attitude object and various 
attributes” (Eagly & Chaiken, 1993, p. 11). This cognitive response occurs when individuals 
process information and after that form beliefs (Kwon & Vogt, 2010). The attributes are 
linked to the attitude object and can express a positive or negative evaluation. It is also 
possible to have a neutral point and, therefore, it is possible to use scales to measure the 
cognitive responses (Eagly & Chaiken, 1993).  

2.3.1.2 AFFECTIVE COMPONENT 
Eagly and Chaiken (1993) describe affective responses as “feelings, moods, emotions, and 
sympathic nervous system activity that people experience in relation to attitude objects” 
(Eagly & Chaiken, 1993, p .11). The affective component is based on emotional experiences 
or preferences that could be shown in delightfulness or anger (Kwon & Vogt, 2010). These 
affective responses can be ranged from highly positive to highly negative depending if the 
attitude object is evaluated as favourable or not (Eagly & Chaiken, 1993). 

2.3.1.3 BEHAVIOURAL COMPONENT 
Eagly and Chaiken (1993) describe the third type of response as ‘overt actions that people 
exhibit in relation to the attitude object’ (Eagly & Chaiken, 1993, p. 12). Behavioural 
responses differ from the other two responses because an individual may intend to act in a 
later stage instead of acting as a direct response to the attitude object as the other two 
responses always do (Eagly & Chaiken, 1993). The authors also mention that the behavioural 
component can be expressed either invert or overt. Depending on how the attitude object is 
evaluated the individual may respond with a positive behaviour that support or foster the 
object, but if it is a negative response, the individual may hinder or oppose it (Eagly & 
Chaiken, 1993; Kwon & Vogt, 2010). Kwon and Vogt (2010) write that, involvement is a 
core concept to be able to explain the behaviours among individuals. Moreover, the authors 
write that high involvement is associated with strong responses towards the attitude object.  

2.3.1.4 MODEL DISCUSSION 
Some researchers do not agree on the tripartite model of responses because they think that it is 
not possible to measure three components of attitude, and that attitude has only one 
dimension, which can be positive or negative. These critics also say that the three responses 
should be consistent with each other, which means that if the affective response is negative, 
the other two responses are also equally negative, or in other words, the strength of the 
response of the different components will be the same (Eagly & Chaiken, 1993).  

Eagly and Chaiken (1993) argue that with the three components do not have to be consistent 
according to the tripartite idea, which means that the different responses do not have to show 
the same strength and valence. It is also argued that it is not possible to predict how the 
attitude will appear without a three-dimensional model. 

Older theory, which has used the three components of attitude, has implied that all evaluative 
responses need to consist of all three components. Eagly and Chaiken (1993) think that this is 
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not the case, and they say, “Attitudes can be formed primarily or exclusively on the basis of 
any one of the three types of processes” (Eagly and Chaiken, 1993, p. 16). The authors also 
say that it is not necessary that people respond to an attitude object by the three responses. 
Sometimes people hold beliefs about an object, but with respect to them or other people these 
responses are not shown (Eagly & Chaiken, 1993). Bohner and Wänke (2002) write that 
attitude includes feelings, thoughts and actions towards an attitude object, but it is not 
necessary that it includes all three, which is in line with the argument of Eagly and Chaiken’s 
(2002).  

If an attitude object is evaluated as favourable, it is likely that it will be associated with a 
positive attribute, but if the attitude object is evaluated as unfavourable, it is most likely that it 
will be associated with a negative attribute (Eagly & Chaiken, 1993; Kwon & Vogt, 2010). 
Eagly and Chaiken (1993) write that if a belief is neutral in a scale, some researchers have 
seen this as a non-evaluative respond, but the authors emphasise that this kind of respond is 
also important even if happens to fall in neutral responds, where the respond is not positive or 
negative.  

Taking everything into account, to be able to understand the way of how attitude changes 
under certain influences, it is essential to figure out what are the different kinds of responses 
underlying the different states of attitude, what the stimuli that led to those certain responses 
are and why they lead to the formation of the specific responses. In this case, tripartite model 
can be of much help as it allows identifying and measuring different responses, which could 
be connected with attitude strength and valence. Therefore, this model is going to be used for 
looking into employees’ attitude towards lean concept as an object with the goal to explore 
how the attitude is changing under the influence of certain change drivers. 

2.4 CONCEPTUAL THEORETICAL FRAMEWORK 
2.4.1 CHOSEN CHANGE DRIVERS – ATTITUDE COMPONENTS 
Commitment among managers and employees is one of the most critical success factors in the 
process of implementing lean (Laureani & Antony, 2012, Achanga et al., 2006, Angelöw, 
2010, Ballé, 2005). The commitment is depending on several factors, but one vital factor is 
the attitudes, which are formed, in early stage of the change process among the employees 
(Achanga et al., 2006, Wanous et al., 2000, Elias, 2009, Lines, 2005). When the attitude is 
formed it is difficult to change it while it is easier to form an attitude from scratch, which 
makes it extra important to put maximum attention and effort in the early phase of 
organizational changes (Lines, 2005).  

Organizational change theory suggests different change drivers to create commitment among 
the employees and form a positive attitude towards the change (Whelan-Berry & Somerville, 
2010). Different change drivers are of more relevance in different phases of Lewin’s model, 
and aligning the review of Whelan-Berry and Somerville (2010) with Lewin’s stage model, 
the change drivers for ‘unfreezing’ stage aim to make employees understand the change on 
individual and group level.  
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As it was identified earlier, the change drivers connected to early ‘unfreezing’ stage are; 
Accepted change vision, Leaders’ change related actions, Change related communication, 
Change related training, Change related employee participation, Aligned organization 
structure and control processes (Whelan-Berry & Somerville, 2010). As well, it was discussed 
above that attitude consists of three components; affective, cognitive and behavioural (Eagly 
& Chaiken, 1993). Affective and cognitive responses towards a change initiative will 
determine the commitment while the behavioural component will show supportive or non-
supportive actions towards the change (Eagly & Chaiken, 1993). Figure 2-5 below combines 
the two points and illustrates the impact of the chosen change drivers on attitudes taking into 
account the different components proposed by the tripartite model. The attitudes impact on 
the change drivers is not taken into consideration in this illustration as the purpose is to 
explore the chosen change drivers’ effect on employees’ attitudes towards lean initiative 
during the early stage of lean implementation process.  

What concerns the choice of the change drivers, it is dependent on the specifics of each of 
them. Accepted change vision, Change related training, and Change related employee 
participation can be directly implemented by those parties which are external to the 
organization (in the given case study, the researchers). However, it is not possible to do the 
same with the other change drivers relevant for early ‘unfreezing’ stage. Leaders’ change 
related actions and Change related communication is something that can be observed over a 
period of time as leaders or employees should be the ones taking the actions while Aligned 
organization structure and control processes is subject to the decisions of managers, and it is 
not possible to control this change driver as an outsider. As these change drivers may be only 
observed, the choice was made in favour of Accepted change vision, Change related training, 
and Change related employee participation, and these chosen change drivers are described in 
more detail further. 

ATTITUDE 
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cognitive, 
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CHANGE 
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FIGURE 2-5 SELECTED 'UNFREEZING' STAGE CHANGE DRIVERS' IMPACT ON EMPLOYEES' ATTITUDES 
TOWARDS CHANGE INITIATIVE 
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According to Whelan-Berry and Somerville (2010), accepted change vision is defined as the 
recognition of the fact that the change is beneficial and positive for employees themselves and 
the organization on the whole. Employees and stakeholders should perceive the change vision 
as a positive change for themselves and the whole organization. The vision aims to involve 
individual employees and stakeholders in the change implementation in the way that they 
accept and understand it. Whelan-Berry and Somerville (2010) also emphasise that it is not 
enough to have just a simple, clear and compelling change vision. To prevent obstacles for 
organizational change, the employees have to ‘buy-in’ the vision, and understand that it is a 
positive change for them and the organization. Whelan-Berry and Somerville (2010) write 
that the change vision is more easily accepted if employees and stakeholders participate in the 
creation. The authors assert that Accepted change vision is most important in ‘unfreezing’ 
phase in Lewin’s model because this is when the meaning of vision is specified for individual 
and group roles so as to establish both compulsion to and acceptance of the initiative by 
employees on individual and group level.  

Change related training is referred to by Whelan-Berry and Somerville (2010) as a tool for 
providing employees with the knowledge, skills, behaviours, or frameworks relevant for the 
change initiative implementation. The change vision can sometimes be perceived as abstract, 
so the new knowledge and skills helps the employees to understand the vision of the change. 
The training also ensures that all employees have the same view of the vision. This driver is 
mostly connected with ‘unfreezing’ phase, because it is an activity that aims to move the 
change vision to employees and also because it is usually a one-time event (Whelan-Berry & 
Somerville, 2010). 

Change related employee participation means direct involvement of employees into, for 
instance, planning programs of the change initiative or focus/pilot groups, which are working 
with adjustment of the change initiative implementation process. The participation deepens 
the employees understanding and creates or increases commitment to the change initiative 
(Whelan-Berry & Somerville, 2010). To increase the chances of change success, it is 
important to make the change vision move to a group level, which means that one individual 
that participate in a training program, spreads the information about a detailed understanding 
of the change initiative, benefits, and challenges in his original group. At ‘unfreezing’ stage, 
this driver deepens the understanding of the initiative and helps to make it more 
situation/group specific. 

2.4.2 INTEGRATED MODEL ‘ATTITUDE CHANGE – CHANGE DRIVERS’ 
Combining all the theoretical points discussed earlier, the final consolidated model of attitude 
change under the influence of the chosen change drivers was developed, and it is presented in 
Figure 2-6 below. 
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FIGURE 2-6 CONCEPTUAL THEORETICAL FRAMEWORK ‘ATTITUDE CHANGE – CHANGE DRIVERS’ 

The proposed model relies on the point of Bohner and Dickel (2011) about the process of 
attitude change. That is why it is considered that initial Attitude State One transforms in 
certain way under the influence of chosen change drivers among those proposed by Whelan-
Berry and Somerville (2010). In the end, the changed attitude reaches certain State Two.  

Attitudes State One and State Two in Figure 2-6 are characterized from the point of tripartite 
model and, hence, can be measured. Following the arguments of Lines (2005), total attitude in 
each state can be described from the point of view of strength and valence; as well, each 
attitude state can be measured by component according to tripartite model (Kwon & Vogt, 
2010; Eagly & Chaiken, 1993). 

Attitude Change Process within the model proposed in Figure 2-6 above is described as a 
process of the chosen change drivers’ influence on the attitude from state one, and the change 
drivers are considered to be bringing up certain responses within attitude components which 
reflects on the ideas of Bohner and Wänke (2002), Lines (2005), and Eagly and Chaiken 
(1993), which were raised in the discussion about attitude earlier in chapter 2.3. 

This process model is going to be used further with lean implementation as the attitude object 
in the particular case in order to explore the chosen change drivers’ effect on employees’ 
attitudes towards lean initiative during the early stage of lean implementation process which 
is the purpose of the present research.  

25 



CHAPTER 3 METHODOLOGY                                  ATTITUDES TOWARDS LEAN 

3 METHODOLOGY 
In this section, methodological framework of the current work is discussed. The 
methodological choices were made based on the model of so-called ‘research onion’ 
presented in Figure 3-1. To sum up research design describes the flow of research and unifies 
all the methodological choices. In the end, reflections on the method are presented. 

3.1 METHODOLOGICAL CHOICES  
Below each level of the model presented in Figure 3-1 is discussed and starts with research 
approach consideration. 

 
FIGURE 3-1 RESEARCH METHODOLOGY STRUCTURE BASED ON 'RESEARCH ONION' MODEL OF SAUNDERS, LEWIS 
AND THORNHILL (2006) 

3.1.1 RESEARCH APPROACH 
Generally, inductive approach facilitates combining social reality of research subjects with 
emergent theory (Saunders, Lewis & Thornhill, 2003) while deductive approach is more 
focused on testing certain theories or hypothesis (Saunders, Lewis & Thornhill, 2009).  

The purpose of the current research is to explore how the chosen change drivers affect 
employees’ attitudes towards lean initiative at the early stage of lean implementation process. 
This relates to the situation which is known as the study of ‘intermediate theory’ (Edmondson 
& McManus, 2007, p. 1160) when ‘enough is known to suggest formal hypotheses, but not 
enough is known to do so with numbers alone or at a safe distance from the phenomenon’ 
(Edmondson & McManus, 2007, p. 1165). In such a case, inductive approach with elements 
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of deduction was chosen to fulfil the goals of the present research. The problem and research 
question were formulated on the basis of the warehouse observations. However, by means of 
deductive approach the conceptual framework was developed on the basis of existing 
theories. Both deductive and inductive approaches were used for empirical data analysis. 

3.1.2 RESEARCH STRATEGY 
The current research focuses on analysing the connection between the two existing separately 
phenomena; change drivers and employees’ attitudes. In this situation, deep insights were 
needed in order to understand cause-and-effect relationships. That is why single case study 
was chosen as a research strategy as it ‘focuses on understanding the dynamics present within 
single settings’ (Eisenhardt, 1989, p. 534) and ‘can employ an embedded design, that is, 
multiple levels of analysis within a single study’ (Eisenhardt, 1989, p. 534).  

The study took place within the warehouse operation of a small-part trading company’s 
warehouse. Such choice of the case was made due to several factors. First of all, the 
company’s management had the intention to implement lean principles within the warehouse, 
and the process was in the very initial stage. This predetermined that the information about 
the planned changes had not been spread across the operation. Moreover, the scope of access, 
which was granted to the researchers allowed much flexibility of data collection methods and 
investigation of the case in little details. Finally, the size of the operation and the amount of 
employees working on the floor was considered as reasonable in order to be able to conduct 
the research within quite short period of time. 

One may argue though that lean thinking was initially associated only with manufacturing 
processes improvements (Coleman, 2006), and due to the fact that inventory may be 
positioned as waste in itself (Baudin, 2004), some lean practitioners ‘consider the term 
warehouse and lean to be mutually exclusive’ (Garcia, 2004, p. 1). However, only excess 
inventory should be considered as waste (Baudin, 2004), and thus, lean can find its place in 
warehousing operations. Taking everything into account, it is considered that improvement of 
warehousing operations through implementation of lean principles has no theory based 
contradictions and, thus, warehouse operation was chosen as the case for the purpose of the 
present research.  

3.1.3 RESEARCH CHOICE  
Edmondson and McManus (2007, p. 1166) assert that ‘using both qualitative and quantitative 
data, these [intermediate theory] studies can identify key process variables, introduce new 
constructs, re conceptualize explanatory frameworks, and identify new relationships among 
variables’. Moreover, ‘the combination of qualitative data to help elaborate a phenomenon 
and quantitative data to provide preliminary tests of relationships can promote both insight 
and rigor’ (Edmondson & McManus, 2007, p. 1165).  
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Taking into account the purpose of the current research which is to explore how the chosen 
change drivers affect employees’ attitudes towards lean initiative at the early stage of lean 
implementation process, a mixed-model research was chosen as it is characterised by a 
combination of qualitative and quantitative data collection techniques and data analysis 
procedures (Saunders, Lewis & Thornhill, 2009). 

3.1.4 TIME HORIZONS 
The purpose of the current research is focused on discovering how the chosen change drivers 
affect changes in employees’ attitudes.  

Longitudinal research’s main strength is ‘the capacity that it has to study change and 
development’ (Saunders, Lewis & Thornhill, 2009, p. 155). Moreover, ‘observing people or 
events over time the researcher is able to exercise a measure of control over variables being 
studied’ (Saunders, Lewis & Thornhill, 2009, p. 155) which is needed to reach the goals of 
the present research. As Bryman and Bell (2007, p. 60) state, that longitudinal research allows 
investigating ‘the mechanisms and processes through which changes are created’, which 
reflects the purpose of the current research.  

One may argue that longitudinal research should be conducted during long periods of time 
counted in at least months or years while the current research was planned as exploration of 
attitude changes occurring within several hours. However, Pettigrew (1990, p. 273) points out 
that the choice of time frames in a longitudinal study is highly case dependent; ‘we have to 
study events and the social constructions of those events in the context of the important time 
cycles which help to provide the implicit rhythm of particular social systems’. Thus, the 
absolute time measures (hours, weeks, months etc.) cannot serve as the basis for 
distinguishing if research should be considered as longitudinal or not. 

Moreover, Pettigrew (1990) proposes that the beginning and end of a longitudinal study is 
determined by researcher’s theoretical framework; the main idea is that there should be 
certain breakpoints clearly identifying the frames when change starts and finishes. In the 
studied case, the timeframes of the study are concretely determined by the time when change 
drivers are in effect. 

Taking everything into account, the present research should be considered as a longitudinal 
study of attitude changes under the influence of the chosen change drivers. 

3.1.5 DATA COLLECTION TECHNIQUES 

3.1.5.1 SECONDARY DATA 
Secondary data which is the one previously collected for some other purpose (Saunders, 
Lewis & Thornhill, 2009), was used in the current research for both case description and as 
the basis for primary data collection. The sources of secondary data were the official web-site 
of the company, as well as the raw quantitative (number of the warehouse floor workers, 
amount and tonnage of proceeded orders etc.) and qualitative data (average profiles of the 
warehouse floor workers, warehouse lay-out) which was provided by the managers of the 
studied company.  
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3.1.5.2 PRIMARY DATA 
Primary data was collected by means of observations, focus group session, and 
questionnaires; primary data collection was fulfilled during 2 phases; preparatory one and 
experimental one. During the preparatory phase, value stream map (VSM) of the warehouse 
was developed on the basis of observations, and later on it was used in the experimental 
phase. The main idea of this stage was to give to collect enough information for experimental 
phase preparation. Researchers’ objective in the warehouse was introduced as the one of 
preparing for lean implementation. Short informal discussions, which were part of participant 
observations during the preparatory phase, gave a preliminary overview of the state of things 
in the warehouse and readiness of employees to cooperate towards potential changes. 
Experimental phase included focus group session where employees were educated about lean 
principles and were included into the change process, i.e. analysis of the warehouse for 
further lean implementation strategy development and identification of wastes. Apart from 
actual interviewing before and after educational session, observation of participants during the 
whole seminar was fulfilled, as well as questionnaires were handed out before and after the 
session before any corresponding discussion took place. 

Observations 
On the whole, observations as a method of data collection allow discovering what people do 
through watching them and include such steps as systematic observation, recording, 
description, analysis and interpretation of people’s behavior (Saunders, Lewis & Thornhill, 
2003). As Saunders, Lewis and Thornhill (2003, p. 222) mention, participant observation ‘has 
been extensively used … to attempt to get to the root of ‘what is going on’ in a wide range of 
social settings’. Moreover, Bryman and Bell (2007, p. 503) point out that participant 
observations let ‘observe behaviour rather than just rely on what is said’. Additionally, 
‘participant observation has a potential to come closer to a naturalistic emphasis’ and 
‘confront members of a social setting in their natural environments’ (Bryman & Bell, 2007, p. 
504). Thus, observing the warehouse operation, floor workers’ reactions and behaviours in 
connection with new information provided during the focus group session and combined with 
watching employees’ reactions to the presence of ‘externals’ in habitual environment and 
complemented by information obtained from short discussions during the preparatory phase 
of data collection - all this provided researchers with rich in details and broad qualitative data.  

The main disadvantages of participant observations which are specified by Saunders, Lewis 
and Thornhill (2003) and could be considered as relevant to the conditions of the current 
research, include; difficult ethical dilemmas, high levels of role conflict and significant 
observers’ bias due to closeness to the situation. To eliminate these drawbacks clear 
researchers’ role was identified and the ethical principles of research were highly respected. 

Apart from that, while criticizing participant observation Bryman and Bell (2007, p. 504) 
notice that ‘it is likely that there is a wide range of issues that are simply not amenable to 
observation, so that asking people about them represents the only viable means of finding out 
about them within a qualitative research strategy’. However, in the framework of the current 
research, observations were complementing focus group session as the main source of data 
collection, therefore, this point should not be considered as a risk. 
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Focus group 
Morgan (1996) use the definition of focus group as ‘research technique that collects data 
through group interaction on a topic determined by the researcher’. Morgan (1996) claims 
that this definition has the strength that it is devoted to collecting data. It also aims to collect 
data through interaction of the group discussion, and it is the researchers who create the topic 
and lead the discussion in that way, which will contribute to the research. In Bryman and Bell 
(2007) the authors describe that this technique is used to understand what people are thinking 
about within a field and why people feel the way they do. Focus groups make the participants 
develop their thoughts to be able to explain them to others. Bryman and Bell (2007) also 
mention that focus groups reflect on the perception of everyday life, which could be 
considered as naturalistic. Additionally, Reed and Payton (1997) point out that this research 
method makes it possible to collect data about attitudes, priorities and group norms. They 
point out that one significant strength of focus groups is the possibility to observe the 
interaction between group members, and without looking on the interaction, the study will 
miss vital parts of the context. Focus groups are providing insights into the sources of 
behaviour and motivations (Morgan, 1996). Reflecting on the framework of the current 
research and taking into account the definitions of focus groups provided above, focus group 
was chosen as one of the main methods for primary data collection and a setting for applying 
the chosen change drivers. 

Further strength of this method is that the participants question each other and develop their 
thought to be able to explain them. The focus group technique also allows the researcher 
observing the agreements and disagreements, which is a unique advantage of this method 
(Morgan, 1996). 

What could be a risk using this technique is that it puts a lot of pressure on the moderator. It is 
up to the moderator to select questions and develop the discussion in the way that it will fit 
into the purpose of the research. In order to eliminate this risk in the current research, the 
researchers developed a detailed understanding of the research strategy, purpose and 
objectives of research which was guiding the relatively free flow of the discussions within the 
chosen thematic framework, however, following the focus group interview guide (see 
Appendix 1). The questions were developed from the theory about organizational change and 
the theory of attitudes towards change initiative.  

Moreover, participants do not elaborate the answers to the same detailed extent in focus 
groups if compared to single interviews (Morgan, 1996). However, due to the time constraints 
of the current research it was impossible to use single interviews as the method of data 
collection and the advantages of collective discussion over individual interviewing provided 
by focus group were beneficial for the purposes of the current study. Using the value stream 
map of the warehouse was the most appropriate method because it involved all the 
participants into the discussion. 
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The aim of the focus group within the current research was to capture the group’s feelings and 
thoughts about the organizational change, i.e. lean implementation, which predetermine the 
attitudes towards the initiative and how these thoughts and feelings changed. Data through 
general discussion about changes and about the level of knowledge about lean was collected; 
after that the focus group participants were communicated the vision that the management has 
about the change and got educated about lean. With this new knowledge, every part of the 
value stream of the warehouse was discussed, so the employees were included into the 
discussion about the current state of the warehouse and the employees’ vision of what kind of 
changes could be made. Later on a final discussion about the change was held to be able to 
see how the perception of the change initiative had changed and what the reasoning behind 
new attitudes is.  

When developing focus groups there are some factors that matter to be able to get good 
results (Bryman & Bell 2007; Morgan, 1996). It is mentioned that to put a group together, 
different questions should be considered such as how big the groups should be, which 
participants should be involved and how many groups should be used for getting trustworthy 
research results. Morgan (1996) mentions that the group size depends on the purpose of the 
study. Smaller groups are more appropriate for emotionally charged topics while bigger 
groups work better with neutral topics.  

In the present case, the discussions within only one focus group were under investigation, and 
the participants’ thoughts about lean implementation in the organization were analysed. What 
concerns the composition of the focus group, the criteria of perfect participants were that there 
are representatives from all different areas mapped in the VSM and that the employees were 
able to speak English since the focus group session was planed to be in English. These criteria 
were communicated to the managers, and the managers asked for the volunteers from each 
department. So, it was the choice of each participant to be a part of the focus group.  

In the end, the focus group had 6 participants, and they were from 4 main areas of the 
warehouse. The group consisted of males only, which were in the age of 32, 36, 37, 48, 55 
and 56. They had a high school education, and they have worked for the company for 5, 7, 10, 
24, 28 and 33 years. The value stream map of the warehouse was used as discussion material, 
and it was important that there was at least one representative from every process in this value 
stream map participating in the focus group, which was successfully maintained.  

Morgan (1996) discusses different group-level design issues. One issue is how much the 
moderator should be involved in the discussion. Depending on how much the moderator 
interacts in the discussion, the level of structure will be different. A more structured focus 
group will stick to the subject and the moderator can control the way participants interact. A 
less structured focus group will let the participants discuss what they think is relevant. This 
study applied a semi-structured approach when the value stream map was discussed as it 
allows catching thoughts around the change and letting the participants show their own 
interests (Morgan, 1996).  
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The participants’ English language skills were taken into account. Although the presentation 
was held in English, accompanying hand-out information and needed clarifications were 
provided in Swedish, as well as the discussions were held in Swedish. All the focus group 
session was audio recorded and later translated into English by the Swedish-speaking 
moderator in order to avoid any misinterpretations. Audio recording helped to eliminate the 
risk of missing any answer.  

Generally, the focus group session was structured as follows: 

1. Handing out Questionnaire 1 
2. Discussion 1 of lean and changes in general 
3. Educational part 
4. Value stream map (VSM) discussion part 
5. Handing out Questionnaire 2 
6. Discussion 2 of lean 

Questionnaire 1 and 2 were used to measure Attitude State One and State Two from the 
model in Figure 2-6. Discussion 1 and 2 were used to capture direct feelings and thoughts 
about lean implementation. 

Focus group session was used for applying the chosen change drivers in order to impact the 
participants’ attitude as the conceptual framework describes in chapter 2.4. Thus, the change 
drivers were applied during Educational and Value stream map discussion parts, and the 
presence of the chosen change drivers in the structure of the focus group session is considered 
to be as it is shown in Figure 3-2 below. 

 
FIGURE 3-2 CHOSEN CHANGE DRIVERS’ PRESENSE DURING FOCUS GROUP SESSION 

Change related training is considered to be present from the start of Educational part of the 
focus group session where the aim was to provide the employees with knowledge about lean. 
Change related training is a tool for knowledge, skills, behaviours, or frameworks relevant for 
the change initiative implementation (Whelan-Berry & Somerville, 2010). Therefore, its 
presence is considered to be over when the moderators stop providing new knowledge at the 
end of educational part.  
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Change related employee participation supposes direct involvement of employees into, for 
instance, planning programs of the change initiative or focus/pilot groups, which are working 
with adjustment of the change initiative implementation process (Whelan-Berry & 
Somerville, 2010). Therefore, Change related participation change driver could be considered 
as starting to influence the situation from the moment when the participants got to relate lean 
principles with the warehouse which happened when definitions of wastes were presented and 
the participants started to discuss if particular wastes are present or absent at the warehouse. 
Those can be perceived as discussions of problems that the warehouse has. Later this change 
driver continued to be present through the discussions of the warehouse and its value stream 
map, which problems the employees have and trying to figure out the solutions, and this 
situation is reflected on in Figure 3-2.  

In the meanwhile, according to Whelan-Berry and Somerville (2010), accepted change vision 
is defined as the recognition of the fact that the change is beneficial and positive for 
employees themselves and the organization on the whole. Hence, Accepted change vision 
started influencing the situation only at the point when discussion of the value stream map 
started and the participants started to apply lean principles on the warehouse. This was 
possible to be done only after the whole vision was presented during the educational part of 
the focus group and acceptance of the vision was formed. As Whelan-Berry and Somerville 
(2010) point out, Accepted change vision is of primary interest during the implementation 
stage. However, at earlier stages it is one of the tasks to create this acceptance of vision, so 
the process of building understanding of vision is unavoidable and is necessary in order to 
secure the presence of Accepted change vision change driver. Thus, at first, Accepted change 
vision was being developed on the basis of certain evaluative processes of the participants and 
under the influence of the previous two change drivers during the educational part of the 
focus group session. Later the two following processes could be observed (Figure 3-2); 
Accepted change vision was influencing the situation and also the level of vision acceptance 
was changing. Generally, the processes of reaching the state of vision acceptance and growing 
level of acceptance must be tightly connected with the formation and development of attitude 
towards the change initiative. 

Questionnaire 
There are three types of data variable that questionnaires allow to collect; opinion, behaviour, 
and attribute (Saunders, Lewis & Thornhill, 2009). ‘Opinion variables record how 
respondents feel about something or what they think or believe is true or false’ (Saunders, 
Lewis & Thornhill, 2009, p. 368); ‘behavioural variables contain data on what people did in 
the past, do now or will do in the future’ (Saunders, Lewis & Thornhill, 2009, p. 368). Taking 
into account the mentioned characteristics and the theoretical framework and purpose of the 
current research, questionnaire was chosen as the most relevant technique for measuring 
employees’ attitudes in the three dimensions; affective, cognitive, and behavioural. Thus, two 
questionnaires were used in the current research as a tool for measurement of attitudes of 
employees in the focus group before and after influence of the change drivers.  
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The questionnaires’ questions were based on the instrument proposed by Dunham-Presenter, 
Grube, Gardner, Cummings, and Pierce (1989) and consisting of 18 items for measuring 
attitudes. The formulation of the questions was adjusted to be focused on the specific lean 
implementation within the particular warehouse. The statements were formulated in both 
Swedish and English. Scale-based responses were used to capture if the respondents agree or 
disagree with the statements as well as the strength of opinion. The scale was from ‘-3’ = 
‘Strongly disagree’ to ‘+3’ = ‘Strongly agree’. The final questionnaire, which was used, is 
presented in Appendix 2.  

The questionnaire was handed out twice as it is discussed in the focus group structure; the 
questionnaires were handed out before any preceding and summarizing discussion so as to 
minimize the influence of these group discussions on individual evaluation of statements. The 
respondents were provided with clarifications about the scale.  

3.1.6 DATA ANALYSIS PROCEDURES 
Quantitative and qualitative data were first analysed separately and later combined and 
analysed further to draw the final conclusions.  

Quantitative data analysis 
Quantitative data from questionnaires was first grouped and analysed quantitatively to 
retrieve average group responses on the basis of individual questionnaires; after that it was 
qualitised which means that it was ‘converted into narrative that can be analysed 
qualitatively’ (Saunders, Lewis & Thornhill, 2009, p. 153). This was done to be able to 
compare and cross-analyse the quantitative data obtained from questionnaires with qualitative 
data from focus group discussions and understand why the identified changes in attitudes 
happened.  

In order to proceed with the analysis of group attitude dynamics from point of view of 
attitudes components (affective, cognitive, and behavioural) which was captured as the 
difference between Questionnaire 1 and Questionnaire 2, at first it was necessary to group the 
questions according to those components that they refer to. The statements from the 
questionnaires (Appendix 2) were grouped as it is shown in Table 3-1 below using the 
definitions of each component provided by Eagly and Chaiken (1993) and discussed in 
chapter 2.3. 

Each participant filled in questionnaires individually. Therefore, in order to analyse different 
states of the group attitude broken down by each component, individual responses were 
combined by simply summing up the scores indicated by each person, so the maximum 
possible result for each statement is +/-18. The processed results from questionnaires are 
presented in Table A in Appendix 3. ‘Change’ column results were calculated by simply 
finding the difference between Questionnaire 2 and Questionnaire 1 columns. 
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TABLE 3-1 STATEMENTS FROM QUESTIONNAIRES GROUPED BY ATTITUDE COMPONENTS 

ATTITUDE COMPONENTS 

AFFECTIVE COGNITIVE BEHAVIOURAL 

1. I look forward to lean 
implementation at work 

1. Lean implementation 
would benefit the 
organization 

1. I would resist new lean 
ideas 

2. I wouldn’t like lean 
implementation 

2. Most of my co-workers 
would benefit from lean 
implementation 

2. I am inclined to try new 
lean ideas 

3. Lean implementation 
frustrates me 

3. Lean implementation 
would benefit me perform 
better 

3. I support new lean ideas 

4. Lean implementation tend 
to stimulate me 

4. Other people think that I 
support lean implementation 

4. I often suggest new 
approaches to things 

5. Most lean implementation 
at work would be irritating 

5. Lean implementation 
would help improve 
unsatisfactory situation at 
work 

5. I intend to do whatever 
possible to support lean 
implementation 

6. I find most lean 
implementation would be 
pleasing 

6. I would benefit from lean 
implementation 

6. I would hesitate to try 
new lean ideas 

 

It was noticed in Table A (Appendix 3) that some negative evaluations and changes have a 
positive idea and dynamics behind them. For instance, statement ‘I wouldn’t like lean 
implementation’ from affective component received negative evaluation generally, and it got 
‘worse’ by 5 points which should, however, be understood as a positive development 
according to the meaning of the statement. It is important for the further analysis to see the 
changes according to their meaning, not the absolute numbers. Thus, in order to be able to 
make the results comparable and to derive average dynamic by each dimension it is necessary 
that all the items within each component have the same direction of correlation (direct or 
inverse) with the final attitude. For example, such statements as ‘I wouldn’t like lean 
implementation’ and ‘Lean implementation would benefit the organization’ influence overall 
attitude in opposite directions if the evaluation of these statements gets more positive. 
Therefore, one of these statements should be reversed to the one of the opposite meaning. 
Following this logic, Table B in Appendix 3 contains altered according to the above 
mentioned principle data where the lines in blue show already transformed statements if 
compare with Table A (Appendix 3). 

Qualitative data analysis 
While analysing qualitative data, it can be summarized, categorized or restructured to be able 
to proceed with meaningful analysis and arrive at conclusions (Saunders, Lewis & Thornhill, 
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2009). At first, the transcribed discussions from the focus group session were summarized. 
After that the data was coded, which is the starting point of a qualitative analysis (Bryman & 
Bell, 2007). The researchers coded the transcribed data separately to capture all thoughts and 
not affect each other. The data was categorized to fit into the theoretical conceptual 
framework. ‘Each category may have links or relationships with other categories’ (Thomas, 
2006, p.240) and these links were traced between the categories; the outcomes of this process 
are described in chapter 5.  

Combining qualitative and quantitative parts 
After quantitative and qualitative data was processed separately (the outcomes of both are 
presented in chapter 5), the analysis continued to combine data and find explanations of the 
dynamics identified by quantitative results with the help of qualitative data.  

Generally, inductive analytical approach is used to develop theory rather than test it, and it 
allows researchers to investigate a phenomenon outside the theoretical framework (Bryman & 
Bell, 2007). Therefore, the analysis of the data was fulfilled inductively so as other important 
findings and categories were found that were not included in the theoretical framework 
(Bryman & Bell, 2007). After the results were analysed within the conceptual theoretical 
framework (see chapter 6), the researchers analysed the situation from a broader perspective. 
This approach allowed getting broader understanding about how change drivers affect attitude 
and what may be determining this influence.  

3.2 RESEARCH DESIGN  
To sum up all the methodological choices and flow, step-by-step research design is discussed 
below  

At first the efforts were focused on exploring the theory in the field of lean and its 
implementation factors and problems. After visiting the company, the researchers got some 
insights of the situation there, in which stage of lean implementation the company was and as 
well what are the disturbing issues. After that literature was reviewed once again in more 
detail, and the focus was moved to lean implementation process viewed from the point of 
organizational change stage theory, namely Lewin’s three stage model; the area of research 
was narrowed down and efforts were concentrated on exploring the ‘unfreezing’ phase of the 
change process. As well, attention at the importance of employees was paid, and focus of the 
investigation concentrated on employees’ attitudes toward the change initiative; on the basis 
of it conceptual theoretical framework was drafted. After the next company visit the 
researchers got overview of the processes happening within the warehouse, figured out the 
current state of the operation, found out the vision of the management about the change and as 
well found out the level of employees awareness about the change. Having this information in 
mind, theoretical framework (chapter 2) was finalized and focus group session was 
correspondingly structured for main empirical data collection.  

For the purposes of this research and the data collection, at first, participant observations of 
the current state of things in the warehouse were conducted, and VSM (value stream map) of 
the warehouse was built as one of the initiating tools of lean implementation process (VSM is 
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presented in chapter 4); in this way particular problems and areas for improvement were 
figured out and visualized. After that, a focus group session was held. At the beginning of the 
meeting, Questionnaire 1 (see Appendix 2) was handed out before any discussion of the 
change initiative. After that a discussion (Discussion 1 in Appendix 1) was initiated which 
helped to understand what were the reasons behind certain expressed attitudes and what were 
the previous change drivers which were used and which led to the attitude displayed in the 
answers to Questionnaire 1. Further the employees were introduced to the idea what lean 
thinking is; VSM of the warehouse was presented and discussed analysing possible 
improvements and give the employees the feeling of the inclusion into the change initiative 
planning process. After conducting educational and VSM discussion parts, Questionnaire 2 
was handed out to capture the new attitude state towards lean implementation initiative. The 
further discussion (Discussion 2 in Appendix 1) was intended to get the understanding of 
what led to the changes in the attitudes during the seminar. Questionnaire 1 and 2 have same 
questions. 

In the end, analysis of the collected data was fulfilled as it was described earlier, and the 
conclusions presented in chapter 7 were drawn.  

3.3 SCOPE OF ACCESS & RESEARCH ETHICS 
Researchers were granted broad access to the warehouse operation by the management. The 
actual topic of research was not revealed to the employees whose attitudes towards the change 
initiative were explored as otherwise it could have interfered with the behaviours, reasoning 
and expressed attitudes of the employees, which in turn would have had an impact on the 
collected data. The researchers were introduced to the floor workers as fulfilling analysis for 
further lean implementation.  

Anonymity of employees who appeared to be the object of exploration is secured due to 
ethical issues. The objects of observations were kept anonymous; the recordings and 
transcripts of the discussions during the focus group session were not revealed; only 
processed results and conclusions were presented to the management team. This was done in 
order to maintain confidentiality of the participants. Moreover, for the sake of not interfering 
into the current state relationship between managers and employees, while communicating 
with the management team the researchers refrained from referring to the statements, which 
could be emotionally charged and consequently negatively interpreted. 

After gathering the empirical data, it was decided to keep the identity of the studied company 
anonymous as the collected data represents internal processes of the company. Some of the 
points could be interpreted as negative, but as they concern internal processes which are not 
supposed to be public, it led to such a decision. Keeping the studied company anonymous has 
no influence on the quality and findings of the current research; however, it allows avoiding 
any damage to the company’s image.  

3.4 REFLECTIONS ON METHODOLOGY 
The research started out with having a case of the company that was considering 
implementation of lean, and it took some time for the researchers to find a topic inductively 
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that was fitting to the specific case. When looking back on the research process of this study, 
a lot of extra time and effort were used because of the inductive research approach.  

However, even if the inductive analytical research strategy demanded more time and effort 
from the researchers, the findings of this study really benefited from using this strategy, so in 
the end, it was worth it.  

Making the observations during three days for collecting data and getting an impression of the 
situation in the warehouse also allowed getting to know the employees quite well. This must 
have been beneficial for the focus group session that were held three weeks later because 
openness, friendliness and trust towards moderators was already established. 

The time pressure for managing observations and the focus group session could have affected 
the results in part that if there was more time for analysis of the current situation and forecast 
of the questions and concerns which might be raised in the focus group session by change 
related training, than the attitude could have been affected more. Moreover, to reach a better 
result, everything could have been done in the native language. In this research, most of the 
discussions during focus group were held in Swedish, which made the outcome of the focus 
group session highly dependent on only one researcher. For instance, there could be different 
discussions going on simultaneously, which made it only possible for the Swedish speaking 
researcher focus on one discussion at a time. If the discussions were held in English, the 
second researcher could complement some points that the other one missed, and in that way 
the whole discussion part could be more persuasive.  

Value Stream Map as a base for discussion to bring understanding about lean and make the 
employees aware of the potential for improvements was a very useful tool. Actually, there 
was too much to discuss concerning improvements in different departments, but the time limit 
of three hours was, unfortunately, not enough to discuss all departments in depth.  
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4 CASE DESCRIPTION  
This chapter provides the main information about the Company whose warehouse was under 
investigation in the present research. Moreover, the warehouse itself is described in detail 
based on secondary data and observations of the warehouse. 

4.1 SMALL-PARTS TRADING COMPANY 
The studied Company whose warehouse is the case for the current research is the largest 
within the global group of which it is a part. The group was founded in the 1970s and in 2011 
has reached a turnover of 240 million Euros. The group is a supplier for fasteners and small 
parts all over the world, and their vision is to become the leading fastener/small part supplier 
world-wide. The business idea behind the company is to develop, manufacture, purchase, 
market and handle a broad range of fasteners/small part and efficiently distribute these on 
various logistical platforms. The company puts the customers’ needs first and believes that 
nothing is impossible. It is important for the company to have good relations to their 
customers and their suppliers. 

The company has grown remarkably fast since it was founded. At the moment, there are 85 
employees, 40 of which are working in the warehouse. With its rapid growth, the company 
has experienced a lot of changes and expansions. During the last 10 years, it has been a large 
change within the warehouse every year except 2009 when the economic situation around the 
world also affected this company. In 2012, the old owner and CEO left the company and a 
new manager team was created. Some new structures within the group have also been made; 
another warehouse was closing down in 2013 which made the central warehouse take care of 
the orders and items from there, as well. This is a significant change for the company and it 
will increase the amount of orders with 25 per cent. The managers’ idea of how to handle this 
is through implementing lean. The management vision is to accomplish this change without 
hiring more people. At the time when the study was fulfilled the change initiative was at the 
level of an idea, or in a very early stage of the planning process. 

4.2 WAREHOUSE OBSERVATION 
The small-parts trading company’s central warehouse was studied within the framework of 
the current research. 

The warehouse stores over 100.000 different articles on an area of 8000 square meters. The 
warehouse consists of two different parts where they store 16042 pallets and another area 
where they store 46319 mini-loads. Mini-load is a box that consists of items with a total 
weight on maximum 50 kg. The Swedish company treat around 7500 orders every week and 
gets items on a total weight of 250 000 kg every week, and they send away same amount of 
items.  

During three days of observation, the general flow of products was mapped, and the processes 
and activities through the warehouse were listed. Figure 4-1 below shows the VSM (Value 
Stream Map) of the warehouse.  
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FIGURE 4-1 OBSERVATIONS-BASED VSM OF SMALL-PARTS TRADING COMPANY’S CENTRAL WAREHOUSE 

Arrivals get items from all parts of the world, and the purpose of this department is to allocate 
the items to the two different kinds of storage alternative. The work is controlled by a 
computer system that divides the items on a base of forecast from the year before and what’s 
already is in stock. The process is based on human work, and start with moving a pallet to the 
work place. The pallet is stripped from wrapping, the different items go through a quality 
check, and later are divided into a new pallet or a mini-load. When a pallet or mini-load is 
done, it is sent to storage. Some items that are purchased and arrive to the warehouse need 
surface treatment or need to be repacked to another size of boxes. When this procedure is 
needed, the items are sent to surface treatment department or repacking department. 

In Surface treatment department, the aim is to send away raw items to change the surface on 
them. The procedure here is first to prepare items for the surface treatment, organize with a 
surface treatment company, what should be done, and with a transporting company to move 
items from the warehouse to the surface treatment company and later back again, or an 
external repacking company to put the treated items in to new boxes. When the items get back 
to the warehouse, in this department the employees check the quality of the treatment, repack 
the items that was not packed on a packing company and later divide the items to pallets or 
mini-loads and put them into the storage.  

Repacking purpose is to repack items which they got from arrivals department into boxes with 
the amount that customers want, and the company has in its catalogue, which sometimes is 
not available from the suppliers from whom the company orders. The repacking department 
get pallets from arrival, and got a work description from the computer how the new boxes 
should be divided. They have a half automatic machine that can help them when there are 
many items of the same kind that should be repacked. Otherwise, it is usually a total manual 
process. Sometimes when it is a big amount that should be repacked, they send it away to a 
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packing company. When the items are repacked into new boxes, they are divided to pallets 
and mini-loads and goes into storage. 

Quality department serves the function as controlling new items more in detail that arrive to 
the company for the first time so that they could trust the supplier further. If some items later 
have bad quality, this department takes care of all administrations to handle guarantees, take 
bad items out from storage, arranging new deliveries with customers and suppliers.  

Order picking is viewed as the heart of the company by the managers. It is in this department 
where customer’s orders are brought together and picked by a person from storage to pallets 
with the help of an automatic warehouse system that serves the operator with mini-loads and 
pallets. When an order is fulfilled the pallets is sent away to the outbound department. 

Outbound department’s purpose is to send the orders to the customers. They to collect all 
orders that belongs together and later organize with a distributing company to deliver the 
order to the customer. Meanwhile, the department wait on the truck, the pallets are stored in a 
separate part of the warehouse. When the truck arrives, the automatic systems prepare the 
shipment.  
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5 RESULTS 
Below the results are presented. The empirical data is displayed in the processed form and is 
arranged according to the conceptual model developed earlier in chapter 2.4; the model is 
shown once again in Figure 5-1 below. Empirical data corresponding to Attitudes State One 
and Two is based on the results of questionnaires (see Appendix 2, 3) and is supported by 
relevant parts of discussions from the focus group session while Attitude Change Process part 
is only based on the discussions from the focus group as it is when the actual attitude change 
took part under the influence of the selected change drivers. At the end of each part, a brief 
summary of main points is provided. 

 
FIGURE 5-1 CONCEPTUAL THEORETICAL FRAMEWORK ‘ATTITUDE CHANGE – CHANGE DRIVERS’ 

5.1 ATTITUDE STATE ONE 
At first, results describing Attitude State One are presented starting with data from 
Questionnaire 1 and continuing with the corresponding discussions from the focus group 
session (see chapter 3.1 for the structure of the focus group), which addresses the main 
characteristics for state one and later main points will be summarized.  

5.1.1 QUESTIONNAIRE 1 RESULTS 
In Figure 5-2 below group results for evaluations of statements in Questionnaire 1 (based on 
Table B in Appendix 3) are visualized.  

As it can be seen in Figure 5-2, in all the three concepts the distribution in statement 
evaluations is uneven. The strength of evaluation differs from 3 to 11 for affective part of 
attitude, from 4 to 10 – for cognitive, and from 4 to 12 – for behavioural. What can be seen is 
that the attitudes are positive, but quite weak compared to how strong they could potentially 
be. 
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5.1.2 FOCUS GROUP DISCUSSION  
At the beginning of the focus group session participants are not aware of the fact that the 
management team would like to implement lean principles at the warehouse in order to cope 
with the upcoming increase of orders that need to be processed. As well, the participants 
never heard before about lean, and they think it is quite complex and difficult to explain. 
However, they know that the warehouse in another city is being closed down, and the 
warehouse they are working at is going to take over those orders. However, they did not think 
of how this situation may influence them. 

As the participants had no previous knowledge of what lean is, this potential change initiative 
was not distinguished in any way yet, and attitude towards it was to a bigger extent 
transferred from previous change experiences and general attitude to changes. 

From the very beginning, it became obvious that the participants are tired of changes. ‘It’s 
been changes since we started’ asserted one of the employees, and the rest agreed that it has 
been irritating and annoying with changes all the time. One of the points that the participants 
arrived at was the conclusion that it would feel good to get used to the routines. Thus, an 
overall tiredness of changes can be noticed.  

Another direction that the discussion took was that there have been a lot of improvements in 
the warehouse but the employees still think that it is possible to improve more. Moreover, 
they are persuaded that nowadays for a company to stay successful it is necessary to improve 
all the time. Thus, they try behaving in such a way to make the process as efficient as possible 
from their perspective. For example, the participants say that they try to handle as many 
things as possible while they use a forklift. However, they also admit that there are already 
certain routines, and quite often it is difficult to see mistakes in those activities that they are 
used to perform without thinking through them. 
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What can be noticed is that the employees act as being ‘change friendly’; they themselves try 
to initiate changes at a micro level while fulfilling daily duties; however, certain routines are 
restraining them from seeing inefficiencies which may need attention. This kind of behaviour 
goes in line with Lean and, therefore, the step to lean could be perceived as quite small, which 
means that lean implementation will not be a radical change for the employees. But first 
employees need to get known with lean concept and get this understanding that it really fits 
into their vision and their way of acting. 

When the participants were asked how they feel when they first hear about an upcoming 
change the response was that ‘it is always scary at the beginning when you don’t know 
anything about it’. There were several examples, which were brought up during the 
discussion and describing the situation that employees were sceptical about certain changes at 
the beginning. For instance, at first they did not believe in the possibility to put into life 
certain technical improvements in the picking area at all. However, after the change was 
implemented they realized that it was not only possible, but also extremely useful.  

Generally, after discussing what changes had been done before, the employees summarize 
that a lot of them were very good even if they were sceptical from the beginning. Due to their 
past experience with constant changes at the warehouse, the employees learnt that ‘it is 
different from case to case if change is good’. Moreover, they express the idea that good 
changes may bring not only improvements, but also new problems and challenges, which 
were non-existent before.  

So, what usually happens when a new change is initiated is that the employees get negative 
feelings about change, which most probably could be connected with their scares about the 
consequences and overall tiredness of change. However, after some time their feeling become 
more cognition-based; they say ‘If it is a good idea, it gets better’ with being less scared. It 
means that they start making their own assessments if the change is good or bad on the basis 
of certain criteria after some kind of evaluation and trial of the new ideas. On the whole, the 
fact that the participants have been for a long time in the company and are used to changes is 
highly influential as they are generally ready to changes, know how to manage them and have 
a certain point of view on how change process should or should not look like. 

The last point is quite important in the current situation as the employees’ irritation by all the 
changes is connected as well with the feeling that ‘Managers want to change things that are 
already good’ leading to the judgements that ‘It’s irritating’ and that ‘These changes are for 
the sake of changing’. At the same time, the participants refer to the policies of the old 
manager who emphasized the importance of keeping good things.  

Additionally, the participants understand that they possess the most detailed information and 
insights about the processes, which happen on the warehouse floor. However, they talk about 
being excluded from the process of change planning by the new management; ‘it feels like 
current managers do a lot of changes and then tell us afterwards how and why’. Such a 
situation is contrasting with the previous management approach and policies when ‘employees 
were participating in changes before much more than now’.  
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Moreover, the communication issue is perceived very sensitively by the employees. For 
instance, they shared their concerns that ‘Present managers are never on the floor’ and that 
‘Managers don't ask employees about problems or if they can help to solve them’. 
Relationship with previous management is referred to as ‘friendship’ when CEO was on the 
floor several times a day discussing problems and their solutions with the floor workers and 
workers were coming to him with their concerns. In contrast, the present communication with 
managers is much more bureaucratic and less fruitful. One of the participants notices quite 
emotionally; ‘I haven't been on so many meetings since I started 30 years ago as I've been on 
since last summer’. As well, the employees point out that ‘it is very poor information right 
now from the top managers’ which was connected with the implementation process of one of 
the recent changes.  

This results into the situations described in such a way that ‘sometimes managers don’t even 
know if there is a problem’, ‘sometimes managers don’t even think of certain things while 
planning changes’, and in the end ‘some changes are totally unnecessary if we don’t make 
them together’. The participants sum it up that ‘employees got the knowledge, but the 
managers decide things on a closed meeting’. In the end, there appear several examples 
indicating irritation and unacceptance of the situation. For instance, one of the participants 
tells the following; ‘he [one of the current managers] thinks that I would work more 
efficiently if I had an adjustable table instead of using pallets as a bench; I don’t get how can 
he say that without even having worked with it himself’.  

So, there exists the idea that the current conditions are characterized by worse communication 
and employees’ exclusion from any change planning process, and it leads in turn to the point 
that the decisions about changes may often be perceived by the employees as being irrational 
or badly implemented when they are taken in such settings. 

On the whole, it was noticed that the participants often refer to the previous management 
approach, which was evidently beneficial for the company. It is expressed in such statements 
as; ‘We have been as we have been, and it has been good also’, ‘There are not many other 
companies that can show same history with good turnover as we have done’. It seems that the 
employees all the time are making comparisons between the previous and current 
management, for instance, the participants say that ‘it feels like [our company] has become 
more like a normal company’ when ‘management take some decisions and then we execute 
them’, but ‘[the previous CEO] always said that [the Company] shouldn't be a regular 
company’. The situation gets more complicated due to the fact that the most recent change 
connected with the introduction of attendance clock system did not bring many benefits from 
the point of view of employees as in the end there are at least 15 people queuing every lunch 
break after the system was implemented which never happened before. In the meanwhile, the 
previous CEO had a clear opinion to 'never see people stand in a queue for clocking in this 
place’. Summing up the point, the participants agree that ‘it feels like they [the new 
management] think that now the company has to change and that the last 30 years were bad, 
and now suddenly we need to change to make some profit’. 
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It is obvious that at the moment when the empirical data collection was conducted the conflict 
between past and present management approaches can be observed. In employees’ opinion, 
past experiences were good as the approach was appealing to them, and it was bringing good 
results for the company as an evidence of its success. The new management approach is 
perceived as having opposite vision as all the changes and ideas, which are brought up are in 
one or another way conflicting with the ideas of the previous CEO. However, the results of 
these new policies have not brought any good results so far to justify their efficacy. 

All in all, the negative view on all the changes initiated by the new management as being 
conflicting with the previous vision, unsuccessful recent changes (failed attendance clock 
system implementation) and negatively interpreted change related actions of managers (bad 
communication, closed decision-making, changing things unreasonably) must have had its 
impact on both feelings and thoughts towards the lean initiative which was not discussed with 
them in any way before. 

5.1.3 SUMMARY OF ATTITUDE STATE ONE 
To summarize what has been identified above as important and explaining how attitude state 
one looks like, the main points are listed below. 

• Measured attitude shows positive, but weak attitude strength 
• The attitude is based on previous experience of changes 
• There is overall tiredness of changes 
• Old working behaviour seems to fit into the lean concept 
• Change creates bad feelings before knowledge is provided about the specifics of the 

change initiative and gets re-evaluated after enough knowledge is provided about the 
change initiative 

• There is a lot of experience connected with changes planning and implementation 
which benefits the willingness to try new change initiatives 

• In the new situation with a new management team the employees feel excluded and 
think that the communication does not work in a good way 

• Conflict between old and new vision among managers and employees is observed 

5.2 ATTITUDE CHANGE PROCESS 
Attitude Change Process is entirely based on the discussions from the focus group session and 
is considered to be resulting from stimuli created by the three change drivers; Accepted 
change vision, Change related training and Change related participation. Below, the points 
from the discussions that occurred during the focus group are presented in a grouped and 
processed form. In the end, main points are summarized.  

5.2.1 FOCUS GROUP DISCUSSION  
From the beginning, the employees’ attention was paid at the information about the planned 
20% increase in incoming and outgoing goods at the warehouse. This made them realize the 
scale of the upcoming challenges. Lean was introduced as a change idea which will help 
managers solve the upcoming problems without adding more staff but through making the 
warehouse operation more efficient. At the same time, it was emphasized that lean principles 
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entirely rely on those who directly fulfil all the activities. Thus, lean was initially positioned 
as the concept providing efficiency but as well taking into account employees.  

The participants of the focus group emphasized several times, directly and indirectly, during 
the whole session that they want to be involved into the change process. They said that they 
used to be involved in every change process before, but it has changed since the company got 
the new management team. In the meanwhile, during the educational part of the focus group it 
was underlined several times that, from lean point of view, these are the employees who 
should come up with change ideas with help and support from the managers. This fact could 
have affected the participants in a positive way and make the change vision more acceptable 
for them as the employees may have felt that lean principles are appealing to them in part that 
they are encouraging inclusion of employees into change processes, and this is what the 
participants want to have and what they have lost recently.  

After giving the introduction to lean, Value Stream Map of the warehouse was discussed in 
order to apply lean principles and identify wastes among those activities which are performed 
at the warehouse. 

At first, while talking about some wastes such as over processing and unnecessary 
movements, the participants said that they do not exist at their warehouse. One person got 
even frustrated and told that they do not do any unnecessary movements; ‘If you haven’t got 
how to pick after this long, you must be stupid; of course it’s much easier if you put the pallet 
that you pick from on some others so that the height was more comfortable’. However, while 
analysing in detail the activities that they perform from lean perspective the participants 
agreed with the presence of waste; ‘We do a lot of dangerous lifts; it could be from far away, 
from the side, and from the floor’. Later, while talking about the order-picking area, another 
waste is discovered which is picking boxes from the floor and bending their back a lot to fulfil 
these activities. It could be considered as a waste from the point of view that it is an activity 
that is tiring the employees and make them less effective or less attentive. So, in the end they 
identify the wastes connected with unnecessary movement and to which they are exposed 
every day. In other words, this discussion with the participants led to the situation that, 
through applying lean principles on the warehouse, they realized that certain wastes are 
actually present in their most routine activities, but they have not thought of them before as 
being such. 

After acquiring the new knowledge and during the discussions, the question was raised if they 
thought of installing an adjustable bench to help the workers in the order-picking area to 
eliminate some of the wastes connected with getting tired because of bending too much and 
lifting heavy weights. The response was that they have already implemented this idea, and it 
made it better. At the same time, the participants realized that they have changed the way they 
pack (putting less weight in each box) certain orders so as to adjust to those customers who 
want to eliminate or minimize such kind of wastes. Combined together this helped employees 
to connect their own experiences with the point that the actual improvement of the working 
environment and minimization of unnecessary movements may have positive outcomes for 
the employees themselves. This could make their attitude more positive when they realize that 
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other companies with a good reputation actually work with avoiding these wastes. In the end 
they arrived at the conclusion that ‘you work more efficient if you have a good working 
environment’. If lean is looked upon from the side of its influence on the working 
environment, eliminating wastes is not only good for the effectiveness of the warehouse, it 
also helps to minimize noise and risk of accidents, which in turn could make the employees 
feel that lean implementation would be pleasing and beneficial for everybody as it fits well in 
the balance between efficiency and working environment improvements.  

Going on with the investigation and discussion of lean, the participants asserted that every 
order is unique and that the strength of the company is its flexibility, which describes their 
vision of the company and the warehouse. After the employees applied lean principles on the 
warehouse, figured out in more detail what lean is, and analysed the options how problems at 
the warehouse could be solved they came up with the conclusion that ‘too many standardized 
processes will make it harder’ at the warehouse which in turn could have added to the 
negative sides and threats connected with lean implementation at the warehouse. 

Moreover, during the discussion of Value Stream Map and identification of wastes the 
participants got also involved into the process of joint problem solving. While wastes from 
the order-picking area were discussed, the issue was raised about how the pallets look when 
they come from storage. Some identified problems are connected with the activity in the areas 
which precede the moment when pallets or boxes get into the storage. The representative from 
one of such preceding areas explained that ‘Sometimes I’m lazy... I don’t change the boxes if 
I’m in a hurry’. At the same time, he said that ‘if there is a problem about that, you must raise 
this to the table so that we know’. Consequently, another discussion followed on how the 
problem could be solved, and the participants from the order-picking area described the 
perfect for them situation. This could be in some way perceived as a situation which they 
were used to in the past connected with sharing their problems and later finding solutions to 
them together with the previous CEO.  

Additionally, this discussion pointed out that all the areas should be developing at the same 
pace, and it is essential to think of the whole process while thinking of changes. However, the 
participants actually think that all departments besides order-picking are underdeveloped and 
receive less attention from managers as being of less importance for the whole process. One 
of the participants says ‘In my perfect world, we should never have to weigh items. Everything 
should be packed in mini-loads and consist of already weighed boxes. But customers don’t 
buy the same amount of items always as we have in our catalogue, and, therefore, we have to 
weigh items, which is a waste’. He expressed a thought that if the whole process had worked 
perfectly before the items go to storage, the weighing activity would not be necessary and a 
big waste in the order picking area would be eliminated. Generally, the employees agree that 
all the areas should be viewed as important as they are supporting those which are considered 
to be key. So, there is a certain degree of correlation between employees’ vision of the tight 
connections of the departments and lean principles. They both emphasize the importance of 
making systematic and consistent changes across the whole process. Such overlapping of the 
ideas may lead to the growing acceptance of the lean implementation vision.  
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As it was mentioned, during Discussion 1 (see chapter 3.1 for the structure of the focus group) 
the participants admitted that they get scared of new changes especially when they do not 
possess any relevant information about what is going to happen. However, after being 
introduced to lean principles and applying them on the warehouse setting the participants 
realized that lean is quite much ‘a common sense’ and easy to understand; it is very useful ‘if 
you try to find the mistakes before they are made, but you don’t need a course in lean to 
understand that’. In this way, during the focus group session the development of 
understanding of lean implementation vision pushed down these scares expressed by 
employees at the beginning and, hence, their frustration about the lean initiative. 

As well, the whole way of thinking appears to be not something new for the employees. At 
the end of the focus group, they reflected on lean that ‘it is like we try to work in this way, but 
we don’t express it like that’. The fact that they actually already think in the same way as lean 
could lead to a more positive attitude towards the lean concept as it fits their mind-set and the 
present way of working. Thus, they probably considered that they apply the principles in 
some way already. In line with this thought, another idea could start developing that the 
change initiative would not increase their personal performance significantly. However, they 
left some space for improvement as they once again admitted that ‘there is much routine’ at 
the warehouse adding that ‘nothing is black or white here, of course there are a lot of things to 
do better‘. 

All in all, the participants figured out both positive and negative sides from their perspective 
in implementing lean at the warehouse. For instance, after a simplified example was used to 
explain how Value Stream Mapping could be used to identify and eliminate wastes the first 
respond to it was that ‘It feels very unsocial to live after these principles; you will be so 
efficient in everything you do, so you will never need to talk to anyone’. During the whole 
focus group session occasionally it was expressed that the employees are not willing ‘to work 
like robots’ or ‘to be in a static working environment’, so it is a very sensitive point for the 
employees that they are not willing to be viewed as machines and to be out of the social 
environment in their work place while lean puts a superior emphasis on developing efficiency 
in every activity. Consequently, lean can be interpreted negatively from such point of view.  

On the other hand, other participants tried to look at it from the positive side; ‘But think of all 
extra time you can spend on more fun things than filling up your tank; you could go to a 
friend and be social with him instead’. Moreover, while looking back on the way how 
previous changes were implemented, the participants apply the knowledge from the training 
and view the past situation through lean. They conclude that it could have been much better 
implemented and more successful. In this way, the participants reflect on the benefits and 
improvements that lean could bring for them personally and for the warehouse. 

The observed behaviours of the participant are of great interest too. For instance, the 
participants were asked why they have separated some parts that could be seen as belonging 
to each other. First argumentation was that it was a lack of space, and it does not matter if 
they work together or not. The moderators provided a thought of more even work load as an 
outcome of putting them together, and the first response was negative as it was mentioned 
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‘Yes, if you are afraid that one guy has 5 minutes over to do nothing, maybe it’s a good idea’. 
The discussion went the other way when one the employees brought up an example how this 
idea appeared to be successful in another part of the warehouse and led to a positive outcome. 
In the end, the discussion got to generally positive evaluation of the idea. In this case, it is 
worth paying attention to the fact that the participants did not close down in their group, or 
got defensive and had the same opinion on everything. Just on the contrary, they got open for 
discussion with each other, and they themselves provided own examples to more theoretical 
points from the training. 

On the whole, the fact that employees did put effort into critical assessment of lean indicates 
that they did not become resistant to the idea but on the contrary acted in a cooperative way 
and showed their interest in things which can improve the way they work which allowed them 
to get more understanding of the concept and analyse how beneficial it can be for the 
warehouse operation.  

5.2.2 SUMMARY OF ATTITUDE CHANGE PROCESS 
The stimuli that may have influenced the attitude change during the focus group are 
summarized below. 

• Lean was understood as a concept that increase efficiency through involvement and 
contribution by employees.  

• The inclusion of employees that lean would bring was evaluated as positive 
• Employees started to realize that wastes were present in their everyday work 
• The effect of other well-known companies using lean made employees less hesitating 
• Employees concluded that lean would not only be beneficial for themselves, it would 

also be beneficial for the working environment 
• Lean was perceived as a threat to the flexibility of the warehouse 
• Willingness to improve was captured in connection to joined problem solving 
• Overlapping ideas between lean and employees vision were identified 
• Understanding of lean implementation vision pushed down the initial negative 

responses towards the first impression of general changes 
• Lean is perceived as the way how they already work in some parts, without expressing 

it in the same way 
• Negative and positive responses were captured about how lean could benefit and 

worsen the social environment and individual working situation 
• Employees were open for discussions about improvements and were willing to change 

their first opinion 

5.3 ATTITUDE STATE TWO 
Attitude state two are presented starting with data from Questionnaire 2 and continuing with 
the main points from the focus group session and characteristic for that state of attitude and 
later main points will be summarized. 
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5.3.2 QUESTIONNAIRE 2 RESULTS 
In Figure 5-3 below group results for evaluations of statements in Questionnaire 2 (based on 
Table B, Appendix 3) are visualized.  

In Figure 5-3 it can be observed that all the three components got flatter distribution of group 
evaluations if compared to the previous state. In this case, the evaluations differ from 6 to 12 
for affective component, from 6 to 11 – for cognitive, and from 8 to 12 – for behavioural. It 
can be noticed that maximum evaluations stayed the same at the level of 12 points. 

5.3.3 FOCUS GROUP DISCUSSION 
By the beginning of Discussion 2, the participants expressed without being asked that they 
became very positive about the lean initiative. When asked what they think of lean after 
getting the understanding of what lean is the employees said that ‘It wasn’t anything new’, 
‘Just common sense’, ‘It is like that we try to work, but we don’t express is like that’ which 
shows that lean is not frustrating them anymore, it is logical, easy to understand and fits their 
present way of thinking and acting. 

On the whole, the employees feel motivated because they are not frustrated by lean; they 
assert ‘Now we know something about it’. By the end of the focus group session, the 
participants concluded that on the whole lean can be useful as ‘it could make warehouse more 
efficient’ and as ‘lean means improvement’ which is beneficial for the organization for their 
point of view. To conclude the general thought about lean after all training and discussions of 
their own situations was the following statement; ‘Yes, of course it could be useful’ – ‘in the 
right form’ – ‘it could make the warehouse more efficient’ – ‘Of course it’s really great, 
especially for some part.’ So, the participants formed generally positive attitude towards lean. 

Moreover, their thought is that ‘All companies always aim to be better, so it´s really 
important to find the mistakes we do; that feels like the main thing right now’. However, they 
express another idea that there are a lot of inefficiencies behind the routines; ‘I think that we 
are so used to this place, so we don’t see these things’, as well as ‘There are probably a lot of 
things that we do every day without thinking of it’ and ‘We do a lot of mistakes here; with 
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more structured processes this maybe shouldn’t happen’. These statements could be 
interpreted that they are aware of their situation and that they are influenced a lot by routines. 
At the same time, after applying lean they understood waste and while analysing the activities 
at the warehouse the participants realized that they have some cases of wastes in all the 
departments, for instance, overproduction, transportation, and in particular logistics, which is 
perceived as a big problem. Hence, lean implementation could help them to start seeing the 
things that they do wrong in those routine and which could be improved. Taking into account 
the participants’ vision that it is always possible to be better and that it is vital for companies 
to improve, lean benefits become more evident. 

Another benefit the participants connect with the improvements in the working environment; 
‘The stress inside you could decrease if you make the processes more smooth and systematic. 
A lot of stressful things would disappear’. 

However, the participants realize that drastic changes and improvement of the whole process 
could have consequences for the employees themselves; ‘How many people will be needed 
then?’ In this situation, the moderators of the focus group reminded that, in the middle-run, 
the warehouse would need the same amount of people due to the growing amount of orders 
that have to be processed. However, these concerns must be quite usual when employees face 
changes of a different kind. 

Additionally, the employees refresh the thought that they are not willing to be like robots. A 
negative thought about eliminating unnecessary movements was raised when one of the 
participants was telling that he likes movements, he sees this as exercising and that is what 
keeps him fresh; ‘As long as you don’t lift too heavy things in a wrong way, I don’t see any 
problems’ and ‘What kind of world would we live in if everything was perfect’. Apart from 
that, too many standardized processes would have a negative influence on flexibility of the 
warehouse, which is one of its strength as the participants asserted. So, being over efficient 
was perceived as a threat of too much of lean improvement from different angles. 

Taking into account that the general attitude improved which they admitted themselves all the 
positive things must be outweighing negative points. As well, the thing that lean supposes 
inclusion of employees into the change process it can bring the sense of some degree of 
control over those negative points and the ability to influence and prevent them. 

5.3.4 SUMMARY OF ATTITUDE STATE TWO 
Attitude state two was formed under the influence of the applied change drivers, and it 
represents how lean implementation change initiative is perceived in the end. Below the main 
points are summarized.  

• Responds became more even; the attitude become stronger positive, but still not the 
strongest.  

• Lean is perceived as being logical, easy to understand and fitting into the participants’ 
mind-set 

• Lean is perceived as a good way of making the warehouse more efficient, however, it 
should be implemented in the right form 
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• The participants understand that there is a lot to improve and that it is important for 
companies to develop constantly in order to keep ahead of competitors  

• It is concluded that there is a lot of benefits for the individuals which implementing 
lean could bring 

• Still, uncertainty is captured about how exactly the initiative will affect them in 
practice  

• Being too efficient may be not very beneficial for the company 
• The participants expressed general positive attitude towards lean in the end 
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6 ANALYSIS AND DISCUSSION 
In this chapter, the results are analysed from the perspective of how change drivers lead 
attitude change. At first the actual changes in the attitude are discussed by component, as 
well as the stimuli which caused these changes. After that, the changes and the stimuli are 
connected to the chosen change drivers. Later, other factors not taken into account in the 
model (other change drivers impact and context) are discussed which are identified as being 
important. Finally, reflexions on and interpretation of the studied case are provided. 

6.1 ATTITUDE CHANGE ANALYSIS 
Figure 6-1 below illustrates the dynamics in evaluations from Questionnaire 1 to 
Questionnaire 2 for affective, cognitive and behavioural components of group attitude 
towards lean initiative by statement (based on Table B, Appendix 3) and in total by 
component. 

 
FIGURE 6-1 STATE ONE TO STATE TWO ATTITUDE CHANGE BY COMPONENT IN TOTAL 

It can be seen in Figure 6-1 above that on the whole all the three attitude components changed 
positively. However, this dynamic was not the same; affective dimension in total improved by 
18 points, while behavioural – by 10 points, and cognitive – by only 7 points. If look in more 
detail into the changes in evaluations of each statement (see Appendix 3, table B), they vary 
from -2 to +6 which predetermines differences in the overall dynamic by component.  

On the whole, the most obvious thing that can be noticed is that all the three responses have 
become more positive. Taking into account that attitude can differ in terms of strength (Lines, 
2005), positive changes in components contribute to the development of a stronger positive 
attitude. Also, the components have become more even within themselves (see Figure 5-3 in 
chapter 5-3). Moreover, it could be seen is that the affective responses, which were weakest 
from start, increased most. While the other two, cognitive and behavioural responses that 
were quite strong from start did not increase equally much.  

It is evident that the components are expressed in different ways. Such results are very much 
connected with the ideas of Eagly and Chaiken (1993) who assert that the components should 
not obligatory be the same; Bohner and Wänke (2002) add that it is not necessary that all 
three components are displayed in the same strength or valence. As the components are 
expressed differently, the changes in each of them could differ too. Additionally, it is seen 
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that even within the same component certain responses can differ between positive and 
negative.  

In focus group discussions, it is mostly affective and cognitive responses that could be found 
which goes in hand with Eagly and Chaiken’s (1993) identification of behavioural component 
of tripartite model as being focused on future actions. However, the present behaviours could 
also be observed to some extent, namely, in how the participants were acting during the focus 
group session in connection with the lean implementation initiative investigation.  

6.1.1 AFFECTIVE COMPONENT 
In Figure 6-2 below the dynamics of statements evaluations from affective component are 
presented. The results are based on Table B (Appendix 3). 

 
FIGURE 6-2 AFFECTIVE COMPONENT DYNAMICS BY QUESTIONNAIRE STATEMENT 

As shown in Figure 6-2 above in affective component, the most significant positive changes 
were observed in the evaluation of statements 2 (‘I wouldn’t like lean changes’), 3 (‘Lean 
change frustrates me’) and 5 (‘Most lean changes at work would be irritating’). Statements 1 
(‘I look forward to lean changes at work’) and 4 (‘Lean changes tend to stimulate me’) 
changed positively, but slightly. Statement 6 (‘I find most lean changes would be pleasing’) 
got negative dynamics. 

Affective component is explained as emotions, feelings and moods such as; irritation, 
uncertainty, anger, frustration etc. (Eagly & Chaiken, 1993). The responses referring to this 
component in state one were much connected with the past and present experiences at the 
warehouse such as; not understanding why certain changes were implemented, exclusion from 
the planning of changes, and an increasing distance between managers and employees. What 
is seen in this situation is that affective responses to the change initiative at the early stage of 
the change process are based on the stimuli not directly provided by the attitude object, these 
stimuli come from the experiences which are related to lean implementation as a kind of 
change. As it was discussed in chapter 2.3, individuals store past evaluations of attitude 
objects (Bohner & Dickel, 2011); however, in the studied case the evaluations of to some 
extent related to the change initiative experiences influenced the affective responses, but not 
the directly connected experiences of lean implementation as attitude object as lean was 
something new. So, even though attitude is usually formed based on evaluative consideration 
of an attitude object and its characteristics (Lines, 2005; Eagly & Chaiken, 1993), affective 
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responses to other attitude objects could influence affective response to the newly proposed 
change initiative which may be the case at ‘unfreezing’ stage of organisational change process 
as it is connected with giving up old patterns and learning new ones (Lewin, 1997).  

Generally, it can be noticed that the measured results from questionnaires are more positive 
than the feelings captured with the focus group. It may be caused by the specifics of the 
instruments, for instance, in discussions the employees had the opportunity to emphasize 
certain things that are of primary concern for them. However, even though they have some 
negative recent feelings which are exposed in the discussions during the focus group, they 
have not become yet decisive and determining for attitude (state one) towards changes due to 
the fact that the participants still possess more deeply rooted positive feelings towards 
changes in general from more distant past.  

Later, when the affective response was transforming into the second state, the discussion 
captured some explanations why this was happening. While respondents thought of lean 
concept, they felt that they got knowledge about what it is, and, therefore, uncertainty and 
frustration disappeared. They made a conclusion that with lean stressful and unpredictable 
activities would decrease, and this thought contributed to a more positive affective response. 
Much irritation came from the fact that in the current situation at the warehouse the 
employees feel overruled and that their experience is not used. While lean emphasizes a flat 
organization where the employees contribute to the improvements and the manager acts more 
supportive, this also contributed to a more positive affective response.  

While negative feelings and emotions came from the scares that lean concept could lead to 
working like robots and that the warehouse would be transformed to an assembly line with 
static work, and this created an obstacle for the affective component to be even more positive. 
Many negative emotions were also captured when wastes were discussed, and the employees 
started to defend themselves telling that they do not have any wastes in the warehouse. After a 
while, this response changed while they realized that they actually do things that could be 
considered as wasteful, and during this discussion the affective responses got from being quite 
negative to neutral or even slightly positive.  

So, it can be seen that affective responses change over time under influences mostly of 
external stimuli discussed by Eagly and Chaiken (1993) and connected with the attitude 
object when the participants get to know the particular characteristics of what lean 
implementation is. However, it is interesting how the characteristics get responses of 
particular valence and strength; if particular characteristic contributes to reaching the desired 
state of things or improving the current situation at the warehouse the response gets more 
positive, in the other case it works just on the contrary. So, this reflects much on the idea of 
Kwon and Vogt (2010) that affective responses are highly dependent on individual 
preferences. 

6.1.2 COGNITIVE COMPONENT 
In Figure 6-3 below the dynamics of statements evaluations from cognitive component are 
presented. The results are based on Table B (Appendix 3).  
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What concerns cognitive component in Figure 6-3 below, evaluations of statement 2 (‘Most 
of my co-workers would benefit from lean change’) and statement 5 (‘Lean change would 
help improve unsatisfactory situation at work’) improved significantly. Statement 3 (‘Lean 
change would benefit me perform better’) and statement 6 (‘I would benefit from lean 
change’) improved, but slightly. Statement 1 (‘Lean change would benefit the organization’) 
and statement 4 (‘Other people think that I support lean change’) got negative dynamics. 

 
FIGURE 6-3 COGNITIVE COMPONENT DYNAMICS BY QUESTIONNAIRE STATEMENT 

Looking on the cognitive responses it can be seen that this response was positive from the 
start but could be considered as relatively weak because of the fact that the average response 
from the statements within the component is close to +1 in the scale where the strongest 
positive attitude is +3. Cognitive component got least affected by the change driving 
activities, but still it showed overall positive dynamics. However, even if some responses 
during the discussions were perceived as very positive, and there were a lot of points which 
transformed from negative to positive, in the end the cognitive component responses did not 
increase much as a whole as it is indicated by questionnaires’ results. This could be connected 
with the doubt about if the new management team will be able to “pull it off”.  

From the beginning cognitively lean was perceived as something complex and difficult, so it 
can be noticed that the stimuli which causes cognitive responses of state one are directly 
coming from the attitude object which follows the idea, that attitude is usually formed based 
on evaluative consideration of an attitude object and its characteristics (Lines, 2005; Eagly & 
Chaiken, 1993), and differs from how it happens with affective responses of state one.  

By the end of the focus group session, lean concepts just seemed to be ‘common sense’ and 
nothing new for the participants. This transition makes the cognitive component more 
positive, but, on the other hand, they may think that it is not necessary to implement because 
they already think in a similar way. The employees development of thinking from not 
recognizing any wasteful activities to actually finding and analysing different wastes, which 
are present in the current situation, make them realize that they can be better and that it is 
necessary to continue improving. In Results chapter, several similar developments of thought 
could be found, and they all contribute to a more positive cognitive attitude response.  
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What on the contrary could hinder the response to become strongly positive is the 
interpretation that lean, while being focused on efficiency, may take away the possibilities to 
be equally flexible as they are today. Even though lean was presented to the focus group as 
the concept one main thing about which is to be flexible, the employees still considered lean 
implementation as a less flexible way of working than they are doing right now.  

In the case of cognitive component, the thought of Bohner and Dickel (2011) that attitude 
change happens as several consequent attempts to form a most recent attitude state which is 
probably connected with the fact that cognitive responses occur when individuals process 
information and form beliefs (Kwon & Vogt, 2010). However, not possessing any 
information builds cognitive responses too, and in the studied case this kind of responses are 
connected with perceived complexity of the proposed change initiative.  

Moreover, it is worth reminding that cognitive responses rely on certain linkages between 
attitude object characteristics and different attributes (Eagly & Chaiken, 1993). These 
attributes in the studied case are very much connected with the current way of working at the 
warehouse. In other words, cognitive evaluation of attitude object happens subjectively and 
relative to the situation in which the employees appear to be.  

6.1.3 BEHAVIOURAL COMPONENT 
In Figure 6-4 below the dynamics of statements evaluations from behavioural component are 
presented. The results are based on Table B (Appendix 3). 

 
FIGURE 6-4 BEHAVIOURAL COMPONENT DYNAMICS BY QUESTIONNAIRE STATEMENT 

In connection with behavioural component in Figure 6-4, significant improvement can be 
observed for statement 1 (‘I would resist new lean ideas’), statement 4 (‘I often suggest new 
approaches to things’), and statement 6 (I would hesitate to try new lean ideas), while 
statement 3 ('I support new lean ideas’) became slightly more positive, and statement 2 (‘I am 
inclined to try new lean ideas’) and statement 5 (‘I intend to do whatever possible to support 
lean change’) showed negative dynamics. 

As mentioned earlier, present behaviour response could not be captured in the same extent in 
the focus group discussion as behavioural responses differ from the other two responses 
because an individual may intend to act in a later stage instead of acting as a direct response 
to the attitude object as the other two responses always do (Eagly & Chaiken, 1993). In 
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attitude state one, the future behavioural response was evaluated as the relatively strongest 
component, which could be connected to the participants’ past experience of changes and 
their high level of work ethics as they always try to do their best through improvements and 
actually be as efficient as possible. So, in this component could be found similarities to how 
affective component in state one was formed based on the past experiences and behaviours 
not directly connected with the current attitude object. 

The behavioural response increase was the second largest if compare among the three 
components of attitude. This could be explained as being a consequence that the changes that 
lean actually would imply, are viewed as simple and common sense. The step from the 
current situation to act according to lean is perceived as being small and the change initiative 
as being not radical. Several beneficial outcomes for the working environment were also 
found, and, therefore, the response could have become more positive. Thus, some correlation 
between cognitive and behavioural components could actually be identified, which was 
required by mentioned in Eagly and Chaiken (1993) critics to tripartite model of attitude.  

However, focus group in itself allows capturing the present behaviours too which 
complemented the evaluations of future actions received from questionnaires. Considering 
what was happening during the focus group session, the employees took certain actions and 
initiatives while discussing and started to investigate different problems through 
communication as an action that according to Eagly and Chaiken (1993) could be considered 
as a positive behavioural response. In fact, all discussions about improvements and the current 
situation could be viewed as a behavioural response toward the attitude object, lean 
implementation initiative. 

6.2 CHOSEN CHANGE DRIVERS’ IMPACT ON ATTITUDE 
Reflecting on the studied case, the company in the very beginning of lean implementation, or 
in ‘unfreezing’ stage of Lewin’s model discussed earlier in chapter 2.1. As it was mentioned, 
change drivers have different functions in various stages of organisational change process 
(Whelan-Berry and Somerville, 2010; Levasseur, 2001). At the early phase, the change vision 
must be accepted before moving to the next stage, change related training shall provide 
employees with needed knowledge so as to be able to understand the vision, and change 
related participation means in this stage inclusion in planning and development of the change 
(Whelan-Berry and Somerville, 2010). 

The timeframes when particular change drivers were in effect during the focus group session 
are distinguished as it was discussed in chapter 3.1 when the structure of the focus group is 
discussed; Figure 6-5 is presented once again below and further discussed from the point of 
view of each change driver’s impact on attitude components. 
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FIGURE 6-5 CHOSEN CHANGE DRIVERS’ PRESENSE DURING FOCUS GROUP SESSION 

6.2.1 ACCEPTED CHANGE VISION 
While the focus group was held, lean implementation was considered as the organizational 
change on which the management wanted to focus. According to Whelan-Berry and 
Somerville (2010), accepted change vision is defined as the recognition of the fact that the 
change is beneficial and positive for employees themselves and the organization on the whole. 
In discussions, the participants first understood the need of change, and later when they got 
knowledge about lean, the lean idea got acceptance through understanding the benefits for the 
organization and also for the employees because they understood that lean would make their 
working situation less stressful and more efficient and improved, and that is what is needed 
because of the upcoming significant increase in number of orders. As it can be noticed 
building the acceptance and gradually increasing its level involves much of the processes 
connected with thinking through change initiative and forms certain way of thinking about the 
attitude object which is directly connected with the definition of cognitive component 
provided by Eagly and Chaiken (1993). 

With an accepted change vision, the company decrease different obstacles that could occur 
when people are against a change (Whelan-Berry & Somerville, 2010). In fact, the accepted 
change vision could lead to commitment, and in the studied case this commitment is directed 
to more involvement into the training process and into all the discussions, or in other words, 
influencing present behavioural component responses. So, in this case this change driver helps 
to multiply the effects of the other two through influencing directly the present behaviours 
and perceptiveness of the complementing change drivers. On the whole, growing acceptance 
of change vision must also be leading to feeling and thinking positively of the upcoming 
situation as well as being ready to contribute and in this way making the resulting attitude 
more positive, as these responses of how employees feel, think and behave form the actual 
attitude (Bohner & Wänke, 2002) according to tripartite model. 

6.2.2 CHANGE RELATED TRAINING 
Change related training is referred to by Whelan-Berry and Somerville (2010) as a tool for 
providing employees with the knowledge, skills, behaviours, or frameworks relevant for the 
change initiative implementation. Change related training allowed the employees to get an 
understanding of lean principles and compare them to their current view on how things should 
be done and to their vision of the company and it helped them to think in a new for them way. 
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What was captured during the discussions was that it is scary to be in a state of unawareness 
and that much irritation and frustration was raised because of exclusion and not understanding 
the purpose of the recent changes. While change related training was provided, negative 
affective responses disappeared because it gave them knowledge about lean and how it would 
affect the employees and the organization. In other words, Change related training change 
driver at the early stage is oriented on providing external stimuli discussed by Eagly and 
Chaiken (1993) which contribute to forming positive affective responses through eliminating 
negative feelings of confusion, frustration and fear, as well as building the base for the further 
cognitive responses. 

A change idea can sometimes be perceived as quite abstract, so the new knowledge and skills 
help the employees to understand the change initiative and bring them closer to change vision 
acceptance (Whelan-Berry & Somerville, 2010). This issue was present during the focus 
group when lean seemed to be something difficult and after training the lean concept was 
perceived as “common sense” which decrease the level of uncertainty, as well. In that way, it 
made the affective component more positive while cognitive responses also increased as the 
participants thought it is the way they already work. However, as the employees have the 
impression that the current managers cannot act accordingly it may bring doubts about how 
capable the management team is to implement this kind of change, which is negative for the 
cognitive response. 

Change related training also ensures that all employees have the same view of the vision 
(Whelan-Berry & Somerville, 2010). After going through theory about lean, and unclear 
things were discussed, all participants had approximately the same picture of what lean is 
about. The change related training driver and understanding of the lean concept was necessary 
to be able to continue the focus group and to initiate change related participation. Positive 
reaction could come from the fact that the participants think that lean may make the 
employees be included in change planning process again while negative thought that could 
have been avoided if different concerns from the employees were better explained from the 
moderators of the focus group session. One problem that generally could be a concern for all 
lean implementation initiatives is that lean is compared to old assembly line strategies where 
the work was static, like robots, and not flexible. In training part, these concerns must be 
raised early to be able to eliminate negative affective and cognitive responses. The results 
from this study could have been even better, and the attitude could have become stronger if 
these concerns were noticed to be critical during the discussions. 

As it could have been noticed already, Change related training change driver can bring both 
positive and negative influences. In the meanwhile, strength and valence of influence on 
employees’ attitudes seems to be highly dependent on the view of the situation that employees 
have. For instance, negative feeling towards the change initiative in the studied case is highly 
dependent on the correlation between threats of being over efficient and scares of the 
participants to become static and work like robots. So, it becomes evident that the strength 
and valence of the change driver gets dependent on the situation that employees are in as 
changes in cognitive responses appeared to be dependent on the situation themselves, as it 
was mentioned earlier in the discussion about cognitive component dynamics. Due to the fact 
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that attitude may change over time under influences of external stimuli (Eagly & Chaiken, 
1993), certain factors from the surrounding environment have an impact on how change 
drivers influence attitudes, and this is what became evident in the studied case. However, it 
should be pointed out that if the view of employees was analysed in detail before the focus 
group was held and the change driver was applied, bigger part of the mentioned negative 
influence in affective component of attitudes could have been avoided. In other words, 
understanding the way, how the change initiative and the context that employees are in fit 
together could increase the effectiveness of the change driver. 

6.2.3 CHANGE RELATED PARTICIPATION 
Change related employee participation means direct involvement of employees into, for 
instance, planning programs of the change initiative or focus/pilot groups, which are working 
with adjustment of a change initiative implementation process (Whelan-Berry & Somerville, 
2010). What was happening during the focus group is that the employees together found 
different wastes in all activities, which could be starting points when improving the processes 
within the warehouse. After they analysed everything they realized that lean principles in 
some crucial parts fit well into their picture, and this fact led to the situation that applying new 
knowledge positively influenced the attitude to the change initiative. This process was most 
connected to the changes in cognitive component as this component requires developing 
certain beliefs about the attitude object (Eagly & Chaiken, 1993), and this is the process 
which was facilitated by Change related participation change driver.  

It seems vital to understand what participation means for the participants, so as to distinguish 
Change related participation change driver. As it was described, the employees’ view on what 
participation and inclusion into a change process is relies on the past experiences connected 
with opportunities to claim problems and to be involved into the process of finding solutions. 
Here attitude towards participation and inclusion as attitude object can be identified, and past 
evaluations discussed by Bohner and Dickel (2011), as well as own experiences connected 
with the attitude object (Eagly & Chaiken, 1993) from the past, formed the perception of 
Change related participation as a change driver and, hence, the way in which it affected the 
overall attitude towards lean implementation initiative.  

Therefore, Change related participation appeared to be highly influential because employees 
lack such approach in the current working environment. Cognitive responses were the ones 
that were most captured during the discussions around lean being applied on the VSM (value 
stream map) of the warehouse. Thoughts if a principle fits into a certain situation if there are 
wastes present somewhere in the value stream, if lean is beneficial for different departments, 
and what could be improved – all this affected the cognitive responses mostly, as such 
conclusions are the results of mental analysis and certain cognitive evaluations which refers 
directly to cognitive component of attitude (Eagly & Chaiken, 1993; Kwon & Vogt, 2010).  

At the same time, some behavioural responses could be seen as stimulated by Change related 
participation too since the actual conversations and suggestions for improvement are direct 
actions that could be considered as a behavioural response directly connected to the attitude 
object (Eagly & Chaiken, 1993; Kwon & Vogt, 2010). However, affective responses were not 
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much expressed in connection to this change driver, but at the same time uncertainty could 
have decreased even more while the participants were applying the principles and hence, 
where imaginary exploring how they would work in practice. In the meanwhile, 
understanding of lean and analysis of what consequences it may have on the working 
environment that occurred during thinking of waste and improvement during VSM analysis 
could benefit to some extent to a cognitive positive response. 

On the whole, the employees will be more committed to the change initiative if they are 
involved in planning and pilot programs (Whelan-Berry & Somerville, 2010), and that what 
happened during the focus group session. The participants in the focus group mention several 
times that they do not understand some previous changes and that they want to be involved 
because their knowledge about the processes is critical for making good changes. In the 
studied case, the overall attitude towards lean implementation initiative was influenced 
positively by the involvement because the participants actually believe in the change if they 
are included in the planning process. This means that change related participation is very 
critical for the behavioural responses in the current situation. In the end, the employees need 
to take certain actions and believe in the change initiative to put the effort into the work that is 
needed to be able to succeed with the change. 

It should be noticed that increasing understanding of lean principles through Change related 
training and participation especially contributed to the development of Accepted change 
vision which in turn led to the more open conversations and involvement into the discussions, 
sharing the problems and being willing to understand the concept even more. Generally, 
Whelan-Berry and Somerville (2010) emphasize the point that it is important to have a mix of 
different change drivers across the different stages in organizational change. Thus, it appeared 
in the studied case too that change drivers cross influence each other and can mutually 
increase the effectiveness. For instance, the more positive points the participants were finding 
about lean through Change related training and participation change drivers, and the more 
fitting into their perception it appeared (growing acceptance of change vision) the more 
participative and interested in the discussions the employees were becoming leading to the 
first two change drivers being more perceived.  

6.3 OTHER CHANGE DRIVERS’ SIGNIFICANCE 
During the discussions, much focus was put on communication issues during past changes 
and also actions recently undertaken by the new leaders compared to the previous manager. 
While looking on Leaders change related actions change driver, Whelan-Berry and 
Somerville (2010) point out that it is important to have all managers throughout the whole 
organisation to support the change, and that is what the participants in the focus group miss to 
some extent. Leaders change related actions should also demonstrate their commitment to 
change, which in turn should persuade employees to believe in it too (Whelan-Berry & 
Somerville, 2010). It seems that the employees think that decisions are made behind closed 
doors on a meeting, which make these change related actions invisible for the employees, and, 
therefore, they get scared and insecure about the future. So, those past change drivers which 
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were connected with other change initiatives, and the past evaluations of these change drivers 
are influential in the same way as Bohner and Dickel (2011) describe.  

One other change driver that could explain why leaders change related actions did not reach 
the employees could be change related communication. With poor communication Whelan-
Berry and Somerville (2010) assert that the risk for failing any change initiative is much 
higher. In the focus group, bad communication was discussed which was connected to the 
recently happening changes. The employees did not know why the change was to be 
implemented, they did not understand how it was intended to work, so the communication 
could be better. However, in order to succeed, communication is meant to be two way 
(Whelan-Berry & Somerville, 2010), which means that there is a responsibility from one side 
to spread understanding and from the other side - to raise the problems that occur while 
implementing change. 

While bad communication and negatively evaluated leaders’ actions was mentioned in the 
focus group, this absolutely affected the attitude towards any change initiative negatively. The 
participants doubt if the new management team could handle a change like this, and have the 
setting “we have to wait and see”. With this in mind, it can be argued that change drivers that 
have not worked out good in the past put limits on the chance for the other change drivers to 
create a strong positive attitude. 

Studying change drivers, it can be discussed that the different change drivers have different 
strength. While this study shows that change related training, participation and accepted 
change vision together formed a more positive attitude, the positive attitude towards lean was 
still not much stronger than the average attitude towards all changes in general. The 
discussion focused a lot on how manager acted, and how the communication was maintained, 
which make us believe that those drivers have a bigger impact in this case on attitude than 
those, which were present during the focus group. Accepted change vision may be not fully 
accepted before employees believe in managers’ change related actions and before the general 
vision and strategy of managers is well communicated in a clear way. Without some change 
drivers, it may not be possible to reach a high level of attitude response. However, Whelan-
Berry et al, (2003) study the relative effect of change drivers, and conclude after their study 
that change related training had the strongest impact on the employees meanwhile managers 
was the most discussed topic in their interviews. What this shows is that the strength of 
change drivers and its impact on attitude depends on the situation and also in which phase the 
changing processes they are used. Therefore, the mix of change drivers should be used 
(Whelan-Berry & Somerville, 2010) according to the context and suitable for the 
organisational change stage. 

6.4 IMPORTANCE OF UNDERSTANDING CONTEXT 
As it has already been emphasized several times during the discussions the participants often 
referred to their past inclusion and better communication, and this was compared to the 
present situation which received negative evaluations in comparison. It became obvious that 
the current Leaders’ change related actions and Change related communication change drivers 
switched the valence from positive earlier to negative in the most recent situation, and it was 
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primarily connected with this comparison that before it was better with both communication 
and perception of leaders’ actions, which used to be reasonable, rational and on the whole 
beneficial for the company. Interestingly, Petty, Tormala, Brinol and Jarvis (2006, p. 39) 
point out that ‘In some cases, current evaluative responding can be explained with the 
knowledge of how people felt in the past’. So, in the studied case the situation is characterized 
by the comparison of two different states of management approach and consequently negative 
dynamics in it from employees’ perspective (‘it was better before, than it is now’).  

In other words, what was noticed in the investigated case that the participants’ perception of 
negative dynamics in management approach largely formed the participants’ perception and 
attitudes towards the changes at the warehouse in general as they are going to be fulfilled and 
to be led by the current management team and using the current approach.  

Such situation unavoidably influenced the further development of attitude state two towards 
the new initiative as it was derived from the general attitude to changes (state one). Similar 
kind of attitude formation process is described by Bohner and Dickel (2011, p. 397) when 
attitude change is connected with ‘both the retrieval of stored evaluations and the 
consideration of new evaluative information to varying extents’. Petty et al. (2006) point out 
that the new attitude emergence is based on the process of combining old attitude with the 
new information and new thoughts, and this process can also be identified during the focus 
group session within the current study. However, in the investigated case the attitude toward 
the new initiative was being newly formed; as the participants had no previous knowledge 
about the concept of the proposed change, they could not have any old attitudes towards that. 
But at the same time it was under the influence of the previously existent attitude towards 
change initiative in general, and from such perspective the process followed the logic of Petty 
et al. (2006). 

As a result, the strength and sometimes even valence of the applied change drivers’ influence 
was affected. For instance, lean requires good communication between employees and 
managers, but at the same time the communication generally and in relation to the recent 
change initiative of the current management team is perceived as inappropriate and 
insufficient which in turn may bring doubts about how capable the management team is to 
implement and maintain such change.  

It appears to be of great importance that the situation described above underlines the 
importance of context, which surrounds the whole process of attitude alteration under the 
influence of change drivers. This context predetermines how change drivers are perceived, 
how effective they appear to be and what kind of connections are established between old and 
new attitude. From such point of view, new change vision is to some extent being fitted into 
the existing vision of the situation, and those points, which are matching or complementing 
each other lead to positive developments in certain or all attitude components.  

For instance, in the current case, willingness of the participants to get back inclusion fits well 
with lean being focused on employees inclusion and brings positive dynamics in all 
components of attitude towards lean. On the other hand, those points from both visions, which 
are matching and are perceived as both negative or as conflicting consequently, cause 
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negative influence. For example, the participants of the focus group are scared of static way of 
working while lean emphasizes efficiency. Lean got negative evaluation when the employees 
realized that it is possible to be too much lean or over efficient which is connected to the 
above mentioned threat which is not pleasing. Hence, the affective part of attitude gets 
negative impact. 

It is observed in the studied case that employees mention several times that it was better 
before in many ways, and it shows that they still have not adopted and accepted the new 
organizational structure with the new management team. A gap has appeared between 
managers and employees, and the interpretation of the situation is that it is not decreasing. 
This gap could be a result of several excessive changes that new management team had 
initiated before employees accepted and adopted the new structure. Excessive change could 
be identified in two situations. Firstly, there may be several conflicting change initiative being 
implemented; secondly, new change is initiated before the previous ones are finished and 
completely adopted (Falkenberg, Stensaker, Meyer & Haueng, 2005).  

It is common that the top management is not experiencing a change as excessive because it is 
middle managers and employees that implement the changes (Falkenberg, et al, 2005). What 
this study has shown is that changes implemented by the new management team have been 
frustrating, caused anger and led to dissatisfaction for the employees. These findings are in 
line with the conclusions of Falkenberg, et al (2005) who emphasize that these excessive 
changes can make a change initiative fail.  

Generally, it is obvious that, from leaders’ perspective, it is very important to minimize 
negative influences on attitudes and maximize positive ones while planning change. As Elias 
(2009) asserts, positive attitudes should be developed further as the whole change 
implementation process is to rely on them; those thoughts and beliefs, which are not positive 
towards the change initiative, should be addressed and balanced by positive points. However, 
in order to be able to deal with the both issues, the underlying reasons why employees have 
these certain positive or negative perspectives need to be analysed. 

Therefore, based on everything discussed above, preceding understanding of employees 
perspective on the current situation, or understanding the context in which change is initiated, 
is vital as it allows to figure out which points should be addressed from this context, what 
change drivers to use and how to apply them to maximize positive results and reach the goals. 
For instance, current attitudes and behaviours (e.g. desire to be included into the change 
process, detailed insights) from the investigated case could be used for the benefit of the 
change initiative implementation (lean supposes raising efficiency through identifying and 
solving problems by employees themselves); scares should not be exaggerated (e.g. scared of 
becoming robots because of lean); causes of irritation should be paid attention to (e.g. lean 
needs communication and inclusion of employees; employees are irritated that these things 
are absent in the current management approach) etc. Moreover, as attitude is in a constant 
process of change (Bohner & Dickel, 2011), in the longer term situation should be all the time 
monitored as attitudes are constantly changing, and in order to address the right things with 
certain change drivers these issues should be again identified and analysed. 
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6.5 REFLECTIONS AND INTERPRETATION 

Having in mind the results, analysis and discussion presented above, it is possible now to 
summarize reflections on and interpretations of the studied case.  

Initially any change initiative concept could be viewed as a three-dimensional object with 
certain surface pattern. At the early stage of change employees have no knowledge and 
understanding of change concept, so the shape of this three-dimensional object is blurry. The 
less knowledge employees have about the proposed initiative the more shapeless and 
intangible the object is, and in the situation when employees do not possess any previous 
knowledge about the object the shape of it is totally invisible.  

In such a situation it is difficult to have any well-rationalized attitude towards this new change 
initiative as there is not enough information about it, it is like a black box, thus, attitude is 
transferred from general attitude to changes which is based on past experiences and the 
current context. In other words, more general attitude towards changes on the whole becomes 
determining and gives the initial characteristics of attitude state one. 

When change drivers start to influence the situation at the early stage of the change process, at 
first they contribute to building the understanding of the new change concept, or continuing 
the example, the three dimensional object is taken out of the black box and starts being 
exposed to employees from different sides. This process can be identified in the studied case 

when Change related training change driver was in effect as shown in Figure 6-6.  

Thus, at the very beginning Change related training influences attitude to the change initiative 
through mainly affective component and decreasing frustration and fear brought up by the 
unknown concept. Moreover, the more knowledge employees get the more the new change 
initiative gets to be distinguished among other changes, or the more precise shape the 
previously unknown object gets. Hence, attitude towards the new initiative starts to be based 
on its own characteristics rather than on attitude towards similar object.  

FIGURE 6-6 CHOSEN CHANGE DRIVERS’ PRESENSE DURING FOCUS GROUP SESSION 
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In Figure 6-7 horizontal axis represents the time of how long Change related training has been 
influencing the situation. Vertical axis represents the level of importance of stimuli in 
determining evaluations, which form the total attitude towards the new initiative. The 
functions (lines) show that the relative importance of past changes as stimuli decreases in 
comparison with the importance of new change initiative as stimuli when more information 
about the new change initiative is provided by means of Change related training. 

 

FIGURE 6-7 RELATIVE IMPORTANCE OF NEW INITIATIVE AND PAST CHANGE AS STIMULI UNDER INFLUENCE OF 
CHANGE RELATED TRAINING 

While the formation of understanding of the concept reaches its final stage (or after the three 
dimensional object has been rotated and looked at from several sides so that employees are 
able to distinguish it from other similar objects) primary analysis of usefulness of the change 
initiative for the current context occurs. At this stage, Change related participation allows 
building the connections between the change concept and the current situation to understand 
if the change initiative may be useful at all.  

After the initial acceptance of change concept, usefulness happens, and it starts to be an 
accepted change vision. The process of analysing the new change initiative continues through 
figuring out good and bad sides of the change concept. This evaluation of the new change 
concept happens relative to view on the existing context that employees have, or in other 
words, employees’ existing perspective on the context. If the new change concept fits well 
into employees’ existing perspective, then the new change concept gets evaluated as ‘good’ 
within the current situation, and if the new concept does not fit into employees’ existing 
perspective then it gets ‘bad’ evaluation. So, the whole process of correlating the new change 
concept with employees’ existing perspective could be to a certain extent compared with 
well-known Tetris game as shown in Figure 6-8.  
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In such a way, at the early stage of the change process Change related participation facilitates 
the process of analysing the change concept (or if go back to the example, this change driver 
facilitates the detailed finalization of how the three dimensional object looks like) and 
correlating it with the employees’ existing perspective on the current context. The more fitting 
the both definitions are the more positive attitude state two develops; the more contradicting 
the two definitions are the more negative attitude develops. This process of attitude change 
tends to be more based on the cognitive components; however, affective component seem to 
influence too. 

What concerns Accepted change vision change driver, from one point of view it does not have 
a direct influence on the attitude change. However, the level of acceptance of change vision 
seems to be correlating with the positive attitude development; the more positive influences 
attitude gets the more accepted the change vision gets. At the same time, as Whelan-Berry 
and Somerville (2010) say, Accepted change vision brings commitment at later stages of the 
change process. What was noticed is that Accepted change vision change driver brings 
changes in behaviour connected with commitment even at the early stage of the change 
process. However, this commitment is directed, not to the change initiative implementation, 
but to the more active and intensive involvement the new change concept analysis and its 
correlation with the employees’ perspective on the current context. If looked from a certain 
angle, growing acceptance of change vision increases how influential the previously discussed 
change drivers are. Hence, Accepted change vision change driver has an indirect impact on 
attitude through affecting behaviours leading to the actual changes in attitude towards the new 
change initiative. 

FIGURE 6-8 CORRELATING NEW CHANGE CONCEPT WITH EMPLOYEES’ EXISTING PERSPECTIVE 
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7 CONCLUSIONS 

In this chapter, main conclusions of the current study are presented. Some of them are at the 
same time connected to the findings of other researchers. Further, practical implications of 
the theoretical conclusions are discussed as well as limitations of the current research. In the 
end, the proposals for future research are summarized.  

7.1 THEORETICAL CONCLUSIONS 

All in all, organizational change is a complex phenomenon. The current study focused on 
exploring the following question: 

How do certain change drivers affect employees’ attitudes towards lean implementation at the 
early stage of the change process? 

In order to answer this question, a study was fulfilled with a focus on changes in employees’ 
attitudes towards lean implementation initiative under the influence of several change drivers 
at the earliest stage of the lean implementation process. The applied change drivers included 
Accepted change vision, Change related training and Change related participation. The study 
took place at a warehouse operation of a company, which is a part of a global small parts 
trading group.  

During the research process, lean was viewed as a type of organizational change. After 
analysing the gathered empirical data, several conclusions were drawn and transformed for 
more general organizational change perspective rather than solely lean implementation.  

First of all, it was found that the chosen change drivers have different ways of influencing 
attitudes towards new change initiative. As well, at the very early stage of the change process 
change drivers impact the situation in a particular way.  

Change related training mostly affected the affective component of employees’ attitudes 
because it eliminates uncertainty through providing information and building the 
understanding of the concept behind new changes initiative. Change related training seems 
also to be decreasing the influence which past change experiences have on the new attitude. 
This process makes the attitude towards the new specific change be re-evaluated and based 
more on particular characteristics of new change initiative rather than on evaluations of 
related experiences from the past. 

Change related participation could complement Change related training in part of finalizing 
the new change vision. When the understanding of the change vision is built, the both change 
drivers contribute to bringing up first cognitively based evaluations of the initiative, which in 
turn leads to the formation of Accepted change vision. Further influence of Change related 
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participation on employees’ attitudes is connected with cognitive processes, which are 
stimulated by this change driver.  

Accepted change vision influences the actual behaviour and involvement into the process of 
analysing new change concept, which could be interpreted as the impact on behavioural 
component of employees’ attitudes. Hence, Accepted change vision also indirectly influenced 
how the other two change drivers were reaching the employees. So, another conclusion could 
be identified about the cross-influence among the change drivers, which are implemented 
together. However, it was noticed that in order to start influencing attitude as a change driver, 
the change vision needs to be accepted first. If the change vision does not get accepted, it may 
imply also that the attitude towards the change initiative is negative. Therefore, attitude 
change could be consider as correlating with the level of acceptance of the change vision.  

On the whole, the influence of the change drivers appeared to be of different strength; the 
same was noticed by Whelan-Berry et al. (2003) in their research, where the authors 
concluded that different change drivers have various levels of importance and perceived 
significance by employees. As well, in the current study it was identified that change drivers 
may bring not only positive but also negative influences on attitudes when negative aspects of 
the change initiative are identified on affective or cognitive levels. 

Looking on the studied case from inductive point of view the following conclusions were 
drawn. 

Other change drivers’ significance was discovered to inhibit the effect of the present change 
drivers. It was noticed that Leaders change related actions change driver is still influential in 
building attitude towards the new change initiative even though these leaders’ actions are 
connected with implementation of previous changes. For instance, in the studied case, the 
leaders actions were happening behind closed doors, which negatively affected employees’ 
attitudes. Change related communication was another change driver that the current research 
identified to be of importance in the studied case. This change driver is of great importance to 
make employees accept the change vision and is also a tool to show leaders change related 
actions. The employees in the current research doubt that the managers will be able to handle 
the change due to their poor evaluation of these two change drivers. 

The fit between the change initiative and the current perspective or view of employees on the 
context was identified as being determining the influence of the change drivers. This fit brings 
up acceptance of change vision and formation of positive attitudes as well as responsiveness 
to other change drivers. This goes in hand with what Damanpour (1991) concluded in his 
research concerning organizational innovation, which in essence is a type of organizational 
change. The author pointed out the priority of the fit between change initiative content, 
existing context and the process of change implementation over just simply the nature of a 
change initiative. Hence, the overall positivism of employees’ attitude towards change 
initiative is based on how well it fits into the existing context from the point of view of 
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employees. Thus, the differences between expected and actual influence of the change drivers 
were connected to the context. 

The context of the specific situation may predetermine how influential and effective the 
change drivers are. Indeed, as Porter and McLaughlin (2006, p. 559) write, ‘Leadership in 
organizations does not take place in a vacuum. It takes place in organizational contexts.’ As 
well, Shamir and Howell (1999, p. 279) assert that leadership is not only about leaders’ 
characteristics and behaviours, but also it should take into account ‘the situational factors 
which influence leadership emergence and effectiveness’. It implies that the change drivers, 
which are applied by leaders, will be under the influence of the situation as well. In general, if 
change drivers are considered to be a tool that leaders use for implementing a change 
initiative, leaders need to take into consideration the organizational context in which change is 
going to take place since the perfect mix of change drivers seems to be highly dependent on 
the situation. 

Contextual components are under investigated, according to Porter and McLaughlin (2006). It 
was found in the current research that in a certain situation, some components might be more 
important than others. CEO succession history, degree of formalization, goals of individuals, 
groups and organizational units are among those contextual components which appeared to be 
influential in the studied case and embedded in themselves the influences of previous change 
drivers such as, for instance, bad Change related leaders’ actions of the new management 
team as perceived by the employees. In such a situation it becomes hard to implement new 
changes when previous ones have not been finished, have failed, or if any other change driver 
has been negatively interpreted in connection with past changes. For instance, it happened 
with Change related communication or Change related leaders actions in the studied case.  

It was found that at the early stage of the change process the importance of old attitudes as 
responses to contextual components is quite high when employees’ have little knowledge 
about the new change initiative. The level of how influential old attitudes may decrease the 
more acceptance of the new change initiative grows with the help of the newly applied change 
drivers.  

7.2 MANAGERIAL IMPLICATIONS 

It is possible for managers to impact the organizational context (Porter & McLaughlin, 2006). 
In order to influence organizational context in the right way, leaders need to understand the 
initial and desired states so as to be able to build the shortest way between them through 
applying the appropriate mix of change drivers. This is needed due to the fact that different 
change drivers have various functions and effects (Whelan-Berry, Gordon & Hinings, 2003) 
within different contexts. 

Therefore, to allocate resources in the most efficient way and in order to maximize benefits at 
the early stage of the change process, resources should be allocated on such change drivers 
mix which addresses and takes into account those most important and urgent issues from the 
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context which become the most influential in the attitude formation and change processes. 
Therefore, leaders need to analyse the current context. 

As it was identified that the influence of change drivers may have positive and negative 
valence, it is important to plan them well and to prepare for all questions about the specific 
change which may be raised on the way. For instance, in the case of Change related training 
Whelan-Berry et al (2003, p.130) say that ‘the nature and quality of the training will influence 
its significance as a change driver.’ It is important to be prepared for questions connected to 
the employees’ uncertainties so that the managers could answer and persuade the employees 
that the change is good, and in that way build a strong positive attitude, which leads to 
commitment and make the chances for successful implementation higher. 

Generally, it is not always possible to make one change at a time due to the rapidly altering 
business environment, which could lead to excessive changes (Falkenberg, et al, 2005). Lean 
implementation is a big change with different principles and tools that could be applied in 
steps to reach the final state, which could be viewed as several various changes by employees. 
To avoid the feeling of excessive change leaders need to communicate the big change and 
emphasise that all tools and principles are a part of and contribution to the bigger change.  

Moreover, it is important for managers to make sure that on-going changes do not contradict 
each other. As long as a previous change is not completed, it is not ‘refrozen’, if refer back to 
Lewin’s stage model; in such setting change initiative can still be a subject to change and, 
thus, can be failed. In the studied case, the transition of management teams could be viewed 
as an example of not ‘refrozen’ change. If a new change initiative is brought up before the 
previous change is ‘refrozen’ it may become an excessive change, which could have a 
negative effect on the attitude of the employees, which affects both changes that are going on. 
To avoid this, managers could apply two different strategies; either the first change gets 
finalized first, without initiating any new changes, or the new change is used to finalize the 
first change. If try to connect the latter option with the studied case, lean implementation 
process could be used to bond the new management team together with employees and create 
a close relationship with trust and commitment to each other.  

On the whole, Change drivers, and particularly Change related participation, were found as 
helping a company to get a revision of urgent issues that the organization may have. It gives 
the opportunity for managers and employees to reflect and evaluate how past changes have 
been done and what could be improved for a new change initiative.  

7.3 LIMITATIONS AND FUTURE RESEARCH 

The findings from this research are based on a single case study where it was possible to 
investigate the attitude change of six male employees. However, the chosen change drivers 
might affect females’ attitude differently. Moreover, it was hard to determine what exact 
effect certain change drivers have on the different attitude components as these effects overlap 
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in many ways. Therefore, we suggest that further investigation of other cases is needed to be 
able to generalize the findings with a higher degree of certainty.   

It could be mentioned as a limitation of the current study that only certain change drivers were 
picked while others were left out. Thus, this could create some sort of ‘a glass ceiling’ in how 
much the attitude could be improved potentially. Further investigation is needed to understand 
the cross-influence between different change drivers in more depth to be able to find out how 
different settings of change drivers could match the different organizational contexts.  

What else could have contributed to the mentioned ‘glass ceiling’ could be that researchers 
applied the change drivers while being outsiders, not the actual leaders of the organization. 
For instance, if the leaders themselves applied Change related participation, the change driver 
could have brought stronger effect on the attitude change. 
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APPENDIX 1 - FOCUS GROUP INTERVIEW GUIDE 
Discussion part 1 

(Main focus: feelings, actions, thoughts, why?) 
What do you know about the coming change? How? 
Our view of the change vision.  
What do you know about lean? 
How have changes been handled before? Involvement, Management style, communication?  
How have management communicated the importance of the changes? 
Do you feel engaged in changes that are made? 
Have the management provided any education in some extent? What? How? When? Why? 
How have you been able to affect the coming changes? 
How have you been able to follow the changes process? 
What was motivating you to fulfil the changes? 

Discussion part 2 

What do you think of lean? Implementable, benefits, obstacles,  
What do you think is [the Company]’s main problems? 
What do you see as next step for the lean implementation? 
Have your view of lean implementation? How? Why? 
How did the provided information change it? 
Have your understanding of lean been better? 
What do you see as [the Company]’s main problem? 
What are [the Company]’s upcoming challenges? 
Do you think that your participation in the lean implementation is important? Why? 
Do you think that you can contribute to company´s success?  
Are you more motivated now than before? Why? 
What do you think of the lean implementation vision? 
Extra - How would you like to design the change process? 
Extra - How should the management team support and communicate the changes? 
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APPENDIX 2 - QUESTIONNAIRE 
Questionnaire 

Age 

Ålder 

 

Education 

Utbildnining 

 

How long in the company 

Hur länge har du arbetat på [företaget] 

 

  

I look forward to lean implementation at work. 
Jag ser fram emot lean förändringar i arbetet. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I would resist new lean ideas. 
Jag skulle sträva emot lean förändringar. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I am inclined to try new lean ideas. 
Jag är benägen att testa nya lean ideer 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Lean implementation would benefit the 
organization. 
Lean förändringar skulle främja organizationen 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I support new lean ideas. 
Jag stödjer nya Lean ideer. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Most of my co-workers would benefit from lean 
implementation.  
De mesta av mina medarbetare skulle ha nytta av 
lean förändringar. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I wouldn't like lean implementation. 
Jag skulle inte gilla lean förändringar. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Lean implementation frustrates me. 
Lean förändringar gör mig frustrerad. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 
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Lean implementation tend to stimulate me. 
Lean förändringar stimulerar mig. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Most lean implementation at work would be 
irritating. 
De flesta lean förändringarna skulle vara 
irriterande. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I often suggest new approaches to things. 
Jag föreslår ofta nya tillvägagångssätt. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Lean implementation would help me perform 
better. 
Lean förändringar skulle hjälpa mig att prestera 
bättre. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I intend to do whatever possible to support lean 
implementation.  
Jag har till avsikt att göra vad jag kan för att stödja 
lean förändringar. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Other people think that I support lean 
implementation. 
Andra tror att jag stödjer lean förändringar.  

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I would hesitate to try new lean ideas. 
Jag skulle tveka på att testa nya lean ideer. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

Lean implementation would help improve 
unsatisfactory situations at work. 
Lean förändringar skulle förbättra 
otillfredställande situationer på arbetet. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I find most lean implementation would be 
pleasing. 
Jag finner att de flesta leanförändringarna skulle 
vara tillfredställande. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 

I would benefit from lean implementation. 
Jag skulle främjas av leanförändringar. 

Strongly disagree    -3    -2   -1    0   +1   +2   +3      Strongly 
agree 
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APPENDIX 3 – QUESTIONNAIRES RESULTS 
TABLE A GROUP STATEMENT EVALUATION BY CONCEPT 

 QUESTIONNAIRE 
1 

QUESTIONNAIRE 
2 

CHANGE 

AFFECTIVE    

1. I look forward to lean 
implementation at work 

11 12 1 

2. I wouldn’t like lean implementation -4 -9 -5 
3. Lean implementation frustrates me -3 -9 -6 
4. Lean implementation tend to 
stimulate me 

9 10 1 

5. Most lean implementation at work 
would be irritating 

-3 -9 -6 

6. I find most lean implementation 
would be pleasing 

7 6 -1 

COGNITIVE    

1. Lean implementation would benefit 
the organization 

10 9 -1 

2. Most of my co-workers would benefit 
from lean implementation 

6 11 5 

3. Lean implementation would benefit 
me perform better 

7 8 1 

4. Other people think that I support lean 
implementation 

9 7 -2 

5. Lean implementation would help 
improve unsatisfactory situation at work 

4 7 3 

6. I would benefit from lean 
implementation 

7 8 1 

BEHAVIOURAL    

1. I would resist new lean ideas -9 -12 -3 
2. I am inclined to try new lean ideas 12 10 -2 
3. I support new lean ideas 9 10 1 
4. I often suggest new approaches to 
things 

5 9 4 

5. I intend to do whatever possible to 
support lean implementation 

9 8 -1 

6. I would hesitate to try new lean ideas -4 -9 -5 
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TABLE B GROUP STATEMENT EVALUATION BY CONCEPT (DIRECT ATTITUDE CORRELATION OF STATEMENTS) 

 QUESTIONNAIRE 
1 

QUESTIONNAIRE 
2 

CHANGE 

AFFECTIVE    

1. I look forward to lean 
implementation at work 

11 12 1 

2. I would like lean implementation 4 9 5 
3. Lean implementation doesn’t 
frustrate me 

3 9 6 

4. Lean implementation tend to 
stimulate me 

9 10 1 

5. Most lean implementation at work 
wouldn’t be irritating 

3 9 6 

6. I find most lean implementation 
would be pleasing 

7 6 -1 

COGNITIVE    

1. Lean implementation would benefit 
the organization 

10 9 -1 

2. Most of my co-workers would 
benefit from lean implementation 

6 11 5 

3. Lean implementation would benefit 
me perform better 

7 8 1 

4. Other people think that I support lean 
implementation 

9 7 -2 

5. Lean implementation would help 
improve unsatisfactory situation at 
work 

4 7 3 

6. I would benefit from lean 
implementation 

7 8 1 

BEHAVIOURAL    

1. I wouldn’t resist new lean ideas 9 12 3 
2. I am inclined to try new lean ideas 12 10 -2 
3. I support new lean ideas 9 10 1 
4. I often suggest new approaches to 
things 

5 9 4 

5. I intend to do whatever possible to 
support lean implementation 

9 8 -1 

6. I wouldn’t hesitate to try new lean 
ideas 

4 9 5 
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