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Abstract 
 

“How has the merger of Region Västerbotten impacted the employees from a change 

resistance, merger theory and communication theory perspective”.  

 

At the moment there is a demand for governmental organisations to spend money more 

efficiently and save money where possible from the taxpayers. A results of this pressure is the 

idea of merging governmental organisations, this in an effort to reduce costs and streamline 

their core activities. The most recent example of such a governmental merger is the one 

conducted by Region Västerbotten and Västerbottens Läns Landsting. This merger was 

conducted because both of these organisations’ core activities go hand in hand, the merger is 

supposed to help those activities blossom further. In this thesis the effects on employees 

affected by the merger was looked upon from a change resistance and merger theory 

perspective. It was concluded that the merger could have been handled better through more 

involvement of employee suggestions and listening to their opinions in the so called deal 

negotiation phase leading up to the merger. A number of employees were interviewed regarding 

their experience with the merger and their opinions on what had worked well and what had not 

worked. To summarize the opinions of the interviewed employees there were no clear and 

obvious improvements for them but instead everything had in their opinion become worse in 

some way.  
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Key concepts:  
 
Intragovernmental Merger (IM) 

A merger between two different organizations, branches and/or levels within the same 

government. 

 

Change Resistance (CR) 

The inertia of employees and organizations as opposed to changes to the interaction with the 

environment and changing patterns of organizational behavior (Macrì, 2002, pp 293).   

 

Social Identity Theory of Leadership (SITL) 

The leader’s ideas and views are enforced through depersonalized social attraction processes 

(Hogg, 2001, p.184). 

 

Stakeholder Management (SM) 

Managing the needs and expectations of stakeholders in order to achieve organizational 

sustainability (Garvare, 2010, p. 737). 

 

Stakeholder Theory (SM) 

Every business has stakeholders. These can be both external and internal, and the business 

should attempt to rank them by importance and furthermore, attempt to address their needs 

(Freeman, 1984).  
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1. Introduction 
 

Following chapters describe the choice of subject and a description of the case. The problem 

background and the theoretical background will also be outlined in the following chapters. 

The chapter will further include a literature review regarding the current views on 

stakeholder theory and change resistance in mergers of organizations. Last it will describe 

the current research gap, limitations and the purpose of the thesis. 

1.1. Choice of subject 

One of the biggest mistakes change leaders can make is to assume that resistance is without 

merit” (Michelman, 2007, p. 3) 

 

The previous quote presents an idea of change resistance and how organizations should deal 

with change resistance. The idea for this subject was born from the view that one of the authors 

is from the northern part of Sweden where the idea of merging municipalities has started to be 

discussed and suggested (Erlingsson, 2017; Intelligence watch, 2018). This idea has been 

discussed in the media over the past years with tangible action coming from it until the merger 

between Region Västerbotten and Landstinget. It may not be municipalities merging but it is 

governmental organizations and the experiences that come from it can be studied and learned 

from to see how mergers of municipalities can be conducted. As the public sector has started 

to accept the reality that some organizations are bloated and need downsizing (Rama, 1999, p. 

1-3) the idea of mergers within the public sector has become a possible way of reducing costs. 

Sweden currently has over 200 government organizations funded by tax money 

(Regeringskansliet, 2017). With organizations such as jämställdhetsmyndigheten and the 

publicity that garnered with the cost of starting up a new organization, having it get shut down 

within a year (SVT, 2018) and having a personnel climate that is directly harmful for employees 

health (SR, 2018).  

 

From the perspective of the authors, mergers and acquisitions have always been interesting 

with many high profile mergers happening in the past years. The effects of these mergers on 

the markets pricing of products to consumer and the pricing of company stocks have panned 

out in varying ways even though the idea of a merger may have been seen as good in all cases. 

This effect of having a good idea pan out bad due to the integration problems has interested the 

authors to explore this further but in a governmental context as this affects everyone.  

 

The subject of intergovernmental mergers is also something that affects everyone in Sweden 

since these organizations operate within essential areas, i.e. healthcare in this case study. 

Having the organization tasked with the responsibility of healthcare and development of the 

aforementioned healthcare running as smoothly and efficiently is therefore of utmost 

importance. With larger region mergers such as the one in the case being planned having, more 

data to help evaluate what went right and what went wrong with the merger could greatly 

benefit the coming and ongoing intragovernmental mergers in Sweden. This data can then be 

used to help improve future mergers to minimize friction and ease transition to the big regions. 

If these mergers are done as efficiently as possible tax money will be saved and can be put to 

use in the regular activities in the organizations instead of wasted during administrational 

makeovers. 



 

11 

1.2. Overview of selected case 

At the dawn of year 2019 Region Västerbotten and Västerbottens läns landsting (VLL) 

officially merged into one municipal government organization (Region Västerbotten, 

2019a). The resulting merger was officially announced in 2017 and has been thoroughly 

discussed since and up until the finalization of the merger (Region Västerbotten, 2017; 

Region Västerbotten, 2019a; Region Västerbotten, 2019b).  The result of the merger was 

called Region Västerbotten (Region Västerbotten, 2019a), and the aim of said merger was 

to help improve the overall efficiency of processes that were previously bogged down by the 

three different organizations. The overlapping responsibilities of the organizations were 

focused on health and dental services and regional development (Västerbotten, 2019b). 

 

Currently the integration of all the pieces in region västerbotten is underway with 

subcontractors being incorporated into the big umbrella organization of Region 

Västerbotten. As the merger has led to new managers being announced (Region 

Västerbotten, 2019c) that leads to employees having new managers and shifts in the 

employee power. As such change resistance comes into play since people meet change with 

resistance (Bailey & Raelin, 2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56). 

There are also many subcontractors being woven into the organization and one of these 

subcontractors will be analyzed comprehensively to see how this organization's employees 

has experience the merger and the impact that change resistance has had on their integration. 

 

1.3. Problem background 

To start of this section change resistance and merger theory will be defined as to make the 

problem more understandable. Change resistance is the resistance that employees can exhibit 

when any larger changes are undertaken in a workplace, the resistance can range from openly 

and actively counteracting the change  (Stanley et al., 2008, p.449-450) to passive resistance 

where the employee neglects or attempts to counteract the changes in a more covert behavior 

(Stanley et al.,. 2008, p.450) 

 

Currently the research on mergers between government organizations and government units 

combined with change resistance is slim (Ayagre, 2018;  Bringselius, 2010; Ingelsrud, 2015; 

Lundqvist, 2011) compared to the research on private companies merging (e.g Hyblova, 

2014; Rolea, 2013) and the impact change resistance has on these companies. Bringselius 

(2010) also suggests that context impacts change resistance and mergers. Bringselius (2010) 

also establishes the idea that within government organizations there are strong professions 

and employee groups with their own ethics and view on the world and that this has an impact 

on how mergers pan out. An example of this would be the political views of professions, for 

example economy professors tend to drift more towards the right and while sociology 

professors tends to drift more towards the left (Berggren, 2011, p. 24; Klein & Stern, 2005, 

p. 265). As certain groups of professionals have different views on the world and with 

governmental organizations having different types of professionals working for them the 

personnel clashes in government mergers has the potential to be more severe than in private 

companies.  
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One major reason for why this problem is something that needs to be explored further is that 

since government organizations become more prone to mergers due to public pressure as 

mentioned in 1.1 and the decisions by the Swedish riksdag to form these big regions. When 

purveying previous research it quickly becomes apparent that there is not much work done 

on governmental mergers and what little work exists only mentions potential differences to 

private mergers (Bringselius, 2010; Lundqvist, 2011) the need to study intragovernmental 

mergers becomes clear. 

 

 

1.4. Research gap 

The research gap that this thesis aims to fill is the research gap within mergers of organizations 

when both organizations are governmental. As governmental organizations do not adhere to 

the same rules with their services being goods you cannot choose to stop paying for as a 

customer because of governments being driven by taxes. Government organizations also attract 

different employees (Bullock et al., 2015) compared to private companies with their goals 

being the welfare of state and citizens. Private companies are mainly concerned with 

maximizing shareholder value. There is a large body of research on mergers and change 

resistance combined but the majority of research has focused on private companies 

(Bringselius, 2010; Hyblova, 2014, p. 442; Srivastava, 2018, p. 1-2). The research on mergers 

in governmental organizations is small in comparison (Bringselius, 2010, p. 30-51; Lundqvist, 

2011, p. 86–107).  

 

This leads to the research gap this thesis aims to investigate. This research gap builds upon the 

idea that context matters when it comes to mergers and change resistance. This idea has been 

suggested previously (Bringselius, 2010, p. 30-51; Johansson et al., 2014, p. 156-162) and has 

not yet been researched in enough situations to bring a definitive answer. As such this thesis 

aims to help fill that research gap by looking at change resistance in a governmental 

organization in another context than the work done by Bringeselius (2010). 

 

Exploring this research gap and building upon the work by Bringselius (2010) matters since 

looking into how mergers transpire in governmental contexts is an under researched subject 

with a potentially large impact on society as a whole. This thesis aims to help fill that research 

gap by looking upon our case and the context in which the Region Västerbotten merger occurs. 

By using a different dataset than Bringselius (2010) the authors aim to confirm or disprove the 

ideas she suggests in her study. 

1.5. Theoretical background 

The problem background is thus how do mergers of governmental organizations pan out for 

the employees and the organization. This will be viewed through the lens of employee 

experiences and knowledge integration. Governmental organization mergers have been 

investigated in the past decade (Ayagre, 2018; Bringselius, 2010; Ingelsrud, 2015; Lundqvist, 

2011) but prior research is scarce. Gustafsson (1980) investigated this subject in the past from 

a political lens but the current material on governmental mergers of organizations is slim. There 

have been studies on the reputation of a governmental organization after mergers (Luoma-aho 

& Makikangas, 2014) but seeing as this thesis aims to investigate the change resistance and the 
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impact it has had on the merger it does not help. Bringeselius (2010) and Lundqvist (2011) 

look upon the merger of public organizations and the integration problems that occur in those 

situations. 

 

Change resistance is also a relevant subject as any organizational change can and often will be 

met with change resistance. (Abrahamson, 2000; Empson 2000) which shows that employees 

are likely to react with resistance or unwillingness towards changes that follows mergers 

(Abrahamson, 2000; Empson 2000). This is deemed to come from their uncertainty and fear 

towards how their life and routines will change. Companies can try to mitigate this with 

transparency, clear channels for information and involving employees in decisions and 

informing them of decisions quickly as shown by Lundqvist (2011). 

1.6. Thesis purpose and research question 

The purpose of the thesis is to explore the impact of change resistance on the merger of Region 

Västerbotten. This thesis aims to build upon the work by Bringselius (2010) and explore the 

impact of context on change resistance in intragovernmental mergers. As such the research 

question is:  

 

How has the merger of Region Västerbotten and Västerbottens Läns Landsting impacted the 

employees of Region Västerbotten from a change resistance, communication and merger 

theory perspective? 

 

The specifics of how the thesis purpose and research question will be explored is through 

interviewing employees of the relatively small Region Västerbotten now being incorporated 

into the massive organization that is Västerbottens Läns Landsting. The experiences of this 

smaller unit and their opinions of the merger will be explored through interviews that aim to 

establish how change resistance has impacted the merger.   
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2. Theoretical points of departure  
In the following section the knowledge and preunderstanding of stakeholder theory, social 

identity theory and change resistance by the researchers will be explained. The basics of the 

aforementioned theories will also be explained and used to build a foundation for the further 

work of this thesis. 

2.1. Stakeholder theory 

Stakeholder theory is mostly associated with the work by Freeman (1984) and constitutes the 

idea that any business has stakeholders. These can be external or internal and the business 

should try to rank the stakeholders by importance and address their needs in order for their 

business to prosper. 

 

Stakeholders are defined as “stakeholders are those individuals or groups that depend on an 

organization to fulfill their own goals and on whom, in turn, the organization depends” 

(Johnson et al., 2017, p. 134) and thus stakeholder theory constitutes a relevant theoretical point 

of departure for this thesis. The employees of both the organizations merging have an interest 

in the merger due to the effect it has on their work. The merger can mean shifts in authority, 

autonomy and compensation 

 

As employees, change agents, executives and the citizens of a region are all stakeholders in the 

regional governance and in extension the governance of health and regional development as 

Region Västerbotten has as areas of responsibility. As such stakeholder theory is a point of 

departure fitting to the purpose of this thesis as the goal is to see how the merger is impacted 

by change resistance. As change resistance comes from stakeholders (Bradutanu, 2015). This 

further ties into the research purpose and links the research with the theoretical points of 

departure which is stakeholder theory. 

2.2. Social identity theory (Integration failure/success) 

“Because of the recurrent failure in post-merger integration, "divestments" are becoming 

almost as important as "acquisitions." One out of every three acquisitions is divested” 

(Shrivastava, 1986). There is a large inherent risk in acquisitions, and a third of every 

acquisition fails and needs to be divested (Shrivastava , 1986). Furthermore, the main reason 

for these divestments are integration failures, these can be due to several different factors, such 

as different organizational cultures, political climates, different systems, etc. (Shrivastava, 

1986). Furthermore, Shrivastava (1986) proposes that integration is closely related to 

organizational size, i.e. the larger an organization the larger the need for integration success. 

This is argued to be based on the fact that larger organizations have more different units or 

elements that need to be coordinated (Gromes et al. 2013; Shrivastava, 1986) 

 

“A fundamental assumption of strategies of growth through mergers is that once the merger is 

completed, its benefits will follow automatically. This assumption is not borne out by the 

evidence reviewed here. On the contrary, the need for explicit efforts toward post-merger 

integration has been demonstrated. The framework provided for thinking about post-merger 

integration, in terms of procedural, physical, and managerial/socio-cultural elements of 

integration, can be used by managers to identify integration needs in their own organizations. 
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The key challenge facing merger managers is to develop coherent strategies to fulfill those 

needs.”  (Shrivastava, 1986, p.75). As the social identity of a person directly impacts their 

perception of their surroundings and the change resistance they exhibit (Bond & Hewstone, 

1988) social identity theory ties into change resistance and provides a strong foundation to 

build a theoretical framework on. 

2.3. Change resistance 

Change resistance is the idea that personnel exhibit resistance in the face of changes that they 

do not fully understand, agree with or accept. This leads to fear or a perceived threat of 

something negative for the employee. These perceived threats may not be real but the resistance 

can still be displayed through active or passive resistance towards the change. “Active 

resistance is defined as the employee being openly critical, finding fault, appealing to fear and 

selective use of facts” (Canning, J. A., & Found, P. A., 2015, p. 277). “Passive resistance is 

defined as agreeing but not following through, procrastinating and withholding information”  

(Canning, J. A., & Found, P. A. , 2015 , p. 277) 

 

Change resistance has been a long researched subject (Kelley, 1955, p. 275-289; Lawrence, 

1969 , p. 4-14) in different forms and continues to be a researched subject to date. As change 

resistance can occur in mergers (Applebaum et al., 2017a, p. 87-92; Dorling, 2017, p. 936-956) 

and also changes in organizational structure (Prediscan & Bradutanu, 2012, p. 5-12).  As such 

change resistance is a highly relevant theory for the case at hand and will be useful for the 

analysis of the case. As the authors of this thesis see change resistance it is applicable to any 

situation where a change occurs and discontent occurs.  It has been suggested that change 

resistance is not all negative (Bringselius, 2010, p. 30-51) through the idea that change 

resistance can increase employee influence and allow for whistleblowing opportunities. 

 

To summarize change resistance and the authors understanding of it would be that change 

resistance is a complicated body of research with varying opinions on how organizations should 

view change resistance as indicated by the paragraphs above. Change resistance of varying 

levels is however a common occurrence in organizational changes and mergers. 

 

2.4. Summary 

When considering the theoretical points of departure it was quickly noted that both stakeholder 

theory and social identity theory build into and are included in change resistance. Stakeholder 

theory and social identity theory are also both bases for merger theory as employees are 

stakeholders of an organization and their social identity is also tied to the organizational identity 

as a whole. Basing the points of departure on these theories in the literature search lead the 

researchers to a theoretical framework based on Mergers and Acquisition (M&A) theory and 

Change Resistance as a theory. 
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3. Theoretical framework 
In the following chapter the theoretical framework of this thesis will be presented. Two main 

research fields will be presented, Mergers & Acquisition (M&A) and Change resistance. After 

the individual frameworks have been presented they will be linked together. 

3.1. Mergers & acquisitions 

Mergers and acquisitions (M&A) is broad field of research that has long been looked upon by 

researchers. For this thesis the most relevant area in the research area of mergers and 

acquisitions is successful integration in mergers as such while the theoretical area is named 

mergers and acquisitions this thesis will angle towards mergers. Narrowing the theory in this 

manner is essential since the case in this thesis regards a merger of governmental organizations, 

and as such, no acquisition is being done. Therefore, by excluding the acquisition part of M&A 

the researchers are able to more efficiently explore the relevant parts, the theoretical stances 

will therefore be focused on mergers. 

3.1.1. Mergers  

Over the past years mergers have grown considerably with records being broken (Thomson 

Reuters, 2019), the merger and acquisitions (M&A) spending in the first half of 2018 was at 

an all-time high (Thomson Reuters, 2019). With M&A being positively correlated to GDP 

growth (Berk & DeMarzo, 2017, p. 995) it is to be expected that M&A spending continues 

breaking records. With world real GDP growth having increased to the highest levels since the 

financial crisis and hitting a growth of 3,7% ( IMF, 2018) and predictions (IMF, 2018) have it 

staying stable through to 2021. Following this trend the world should expect higher spending 

on M&A as time progresses. 

 

The abbreviation M&A encompasses both the process of mergers, acquisitions and demergers. 

(McGrath, 2011, p. 9) A merger is when two companies combine their businesses at what 

theoretically should be equal terms (McGrath, 2011, p. 9). The conclusion is however that a 

merger is when two firms join forces on similar terms. 

3.1.2. Types of mergers 

Mergers can be divided into several different types of mergers such as horizontal mergers, 

vertical mergers and conglomerate mergers (McGrath, 2011, p. 10). These types of mergers all 

describe different business directions and reasons for the mergers that can occur.  

 

The horizontal merger occurs when two competing companies in the same industry and with 

the same place in the value chain combine their forces (Angwin, 2007; Chatterjee; 2007; 

McGrath, 2011, p. 10). As this combination of companies creates an even larger company 

mergers can lead to quick growth in market shares. A vertical merger is when companies are 

situated on the same value chain (McGrath, 2011, p. 10). An example would be a supplier and 

the company selling the finished product might merge, this would lead to the company selling 

the finished product having a supplier in-house which reduces their risk and can lead to lowered 

costs and increased quality by both companies sharing a common interest after the merger 

(McGrath, 2011, p. 10). The last type of merger described is a conglomerate merger where two 

companies that do not share a value chain or operate on the same market merge (McGrath, 
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2011, p. 10). These mergers can be because one of the companies see an opportunity for growth 

in a market they aren’t involved in (McGrath, 2011, p. 10). These mergers can also occur when 

companies see an opportunity to diversify their product portfolio so that they aren’t as impacted 

by cyclicality (McGrath, 2011, p. 10). The government mergers previously researched (Ayagre, 

2018; Bringselius, 2010; Ingelsrud, 2015; Lundqvist, 2011) primarily touches upon horizontal 

and vertical mergers. An example of a recent horizontal merger would be the merging of the 

statics, national economies and management faculties at Umeå University. In comparison an 

acquisition is when one company purchases another company through a financial asset such as 

cash or stocks (McGrath, 2011, p. 9-10) 

 

Public sector mergers have also been studied. (Ayagre, 2018; Bringselius, 2010; Ingelsrud, 

2015; Lundqvist, 2011) but the research body on public sector mergers is smaller than the one 

on mergers within the private sector. As the motivation of public sector workers has been found 

to differ from private sector workers (Bullock et al., 2015; Perry & Wise, 1990;) it can be 

reasoned that a merger will progress differently in a public sector organization as opposed to a 

private sector organization. 

3.1.3. Factors linked to government mergers and acquisitions and integration. 

Over the past decade citizens and media outlets (Gustafsson, J. 2018; Skattebetalarna, 2017; 

Weidmo, U. R., 2014) have started questioning the inefficiencies economic policies of public 

organizations. With more people hired as communicators for health regions than large 

companies (Nilsson, 2019) the costs used for the actual primary objectives of healthcare 

decreases. As these questions have started showing up the ideas of merging municipalities and 

other governmental organizations have started to be suggested (Erlingsson, 2017; Intelligence 

watch, 2018; Staxäng, 2015). The fact that municipal mergers have been conducted before 

(Gustafsson, 1980) in Sweden and as recently as 2007 in Denmark (Økonomi‐ og 

Indenrigsministeriet, 2013) with good results (Økonomi‐ og Indenrigsministeriet, 2013) for the 

municipal economy indicates that governmental mergers to decrease costs is a viable idea. The 

idea of having more consolidated and efficient government organizations has such been floated 

many times before and conducted before with good results. (Gustafsson, 1980; Økonomi‐ og 

Indenrigsministeriet, 2013)  

3.1.4. Mergers and acquisitions process.  

A merger or an acquisition is a long and complex undertaking consisting of six phases 

(McGrath, 2011, p. 34). These phases work towards three goals of a merger, the merging two 

organizations and allow them to become a single entity, the legal and operational effecting 

change of control, and achieving long term benefits from the deal (McGrath, 2011, p. 34). The 

first phase in a merger is the prelude. This phase consists of the actual decision to merge or 

acquire another company. This means that at this stage the company sets its eyes on another 

company to merge or acquire, this involves little risk and if the company decides to pull out it 

can do so with little effort. A critical part of this phase is to establish a reason for the M&A 

actions and an objective with the M&A actions (McGrath, 2011, p. 34). The second phase is 

the deal negotiation. The primary concern of this phase is how to approach another company 

about the merger and reach a deal. If the phase involves an acquisition it can be done through 

a friendly deal or a hostile takeover in which the company acquires a majority share in the 

company they are looking to acquisition. (McGrath, 2011, p. 40) 
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When negotiating the primary objective is to reach a definitive agreement. Once a definitive 

agreement between the companies has been reached it needs to be finalized and communicated 

so that everyone is on the same page regarding the deal (McGrath, 2011, p. 42). The deal 

negotiation phase contains a lot of opportunities for companies to try and secure critical and 

especially talented employees. It is also where Transition Service Agreements (TSAs) are 

agreed to ease the transition during the merger. (McGrath, 2011, p. 42). 

 

The third phase is the pre-change of control. This phase concerns due diligence to ensure that 

the companies are worth what they actually believe they are worth so that the merger is done 

with full information. Here is also where shareholders should approve of the merger. 

Government regulatory organs also needs to approve of a merger or acquisition to prevent 

monopolies and mergers that will create uncompetitive markets to the harm of consumers. 

(EFTA, 2019)  

 

The needs of stakeholders such as employees, trade unions, management and even competitors 

also need to be considered during this phase to ensure a smooth transition (McGrath, 2011, p. 

46). This phase also involves decisions regarding post-merger strategies and integration 

strategies can be greatly progressed in this phase (McGrath, 2011, p. 44). 

 

The fourth phase is the change of control where legal ownership of the companies involved in 

the merger is transitioned to the new entity and making sure that the new organization can 

operate as a single entity (McGrath, 2011, p. 50). This part is where the two companies actually 

merge and the integration between them can begin and the value that is expected from the 

merger can begin to be realized. As this part is done through the stroke of a pen with the final 

signature it is often an uneventful phase that proceeds without many hitches (McGrath, 2011, 

p. 50). 

 

The fifth phase is the integration. Here the actual benefits of the merger begin to be realized. 

The value many companies expect from a merger is synergy effects through the incorporation 

of a supply chain or similar into their company. These synergy effects are achieved through 

restructuring of the organization to make one more efficient company than the previous two 

companies (McGrath, 2011, p. 50). The goal should be to have a quick and efficient integration 

period with benefits coming to the company as soon as possible. It is in this step that change 

resistance can become a real problem for the organization as it is now people will need to start 

cooperating in their daily work life. The firm should plan and consider the integration process 

from the start (McGrath, 2011, p. 51). Since it is during this phase that the resistance to change 

is unavoidable (Bailey & Raelin, 2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56). 

Change resistance will start to have a more noticeable impact on the daily work on the 

organization this is also the most critical step to ensure that a merger is successful. 

 

The sixth and final phase is the business as usual. When a merger reaches this phase the merger 

is complete and it is time for reflections about how the merger panned out and what can be 

improved both in the newly formed organization and for future mergers. (McGrath, 2011, p. 

53) 
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Figure 1. Graphical illustration of chapter 3.1.4 based on work by McGrath 2011. 

3.1.5. Mergers and acquisitions in the context of change resistance. 

To summarize the connection between mergers and acquisitions (M&A) and change resistance 

is clear (Applebaum et al.,. 2017; Bringselius, 2010). This connection comes from the fact that 

change resistance stems from employee uncertainty regarding upcoming changes (Applebaum 

et al.,. 2017). As mergers often involve changes or at the very least are presumed to bring 

changes for employees (Bailey & Raelin, 2015, p. 125; Maurer, 1996, p. 56; McGrath, 2011, 

p. 180-181) change resistance and M&As are intertwined.  

 

Applying these theories on the case which involves a merger of large organizations and a 

restructuring of the leadership structure with new managers being appointed for the newly 

merged organization (Region Västerbotten, 2018). As such change resistance and worry from 

the employees should be expected according to section 3.2.2 which discusses the forces that 

generate change resistance.  

3.1.6. Difference between public and private organizations in mergers  

As private companies mostly operate with the goal of achieving profit and increasing 

shareholder value although they aren’t legally required so (Cornell law school, 2019) they 
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differ from governmental organizations which exist to provide a service or value to society 

such as roads, public transportation, education and in the case of Region Västerbotten 

healthcare (Jonsson, 2003). Bullock et al. (2015) reaches the conclusion that motives, attitudes 

and perceived rewards differ between private company employees and public sector 

employees. The findings by Bullock et al. (2015) state that private company employees tend to 

value monetary compensation more than those in public sectors. Building upon that and the 

idea from Bringselius (2010) that context matters in mergers one can draw the conclusion that 

there is a difference between mergers in private companies and in the public sector. To further 

add onto this idea is the fact that both professors and students for different degrees have 

different political convictions (Berggren, 2011, p. 24; Klein & Stern, 2005, p. 265). With there 

being evidence that motivation and political convictions differ between private and public 

sectors the idea that mergers pan out differently isn’t a stretch. As Bringselius (2010) alludes 

to there hasn’t been much research on mergers in the public sector so to pinpoint exact 

differences is hard but the idea that there is a difference and that context matters for an 

organization in mergers should be considered true. 

 

 

 

 

 

3.2. Change resistance 

The following section will define what change resistance is. How and why it arises and how 

organizations can attempt to mitigate change resistance and decrease the impact it has on 

organizational changes. 

3.2.1. Defining change resistance 

Employee resistance to change, the ways to counteract it and why resistance to change exists 

has been researched for a long time (Furst & Cable, 2008; Kotter & Schlesinger, 1979; Stanley 

et al., 2008). The definition of resistance to change or change resistance varies slightly but it 

splits change resistance into two forms (Canning & Found, 2015, p. 277; Stanley et al., 2008). 

There is active change resistance which is defined as “demonstrating extreme opposition in 

response to a change (...) by engaging in overt behaviors that are intended to ensure that the 

change fails.” (Stanley et al., 2008, p.449-450) and Table 1 (Hultman, 2006, p. 84) supports 

this definition. 

 

There is also passive resistance which is defined as "demonstrating moderate opposition in 

response to a change (...) by engaging in more covert or subtle behaviors aimed at preventing 

the success of the change." (Stanley et al.,. 2008, p.450) which Table 1 (Hultman, 2006, p. 84) 

also supports. As there is a definition that is supported by scholars this can be used to identify 

change resistance in organizations. 

3.2.2. Forces that generate change resistance 

The forces that generate change resistance has been looked upon and it is not just the employee 

feelings (Bradutanu, 2015; Prediscan & Bradutanu, 2012; Prediscan et al, 2013). Management 

style, information systems, economic environment and the change agent themselves can be 
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seen as forces facilitating change resistance (Bradutanu, 2015; Prediscan & Bradutanu, 2012). 

The change agent is the middle manager between the executives and the employees that is 

supposed to implement the change and make sure it works well. It is proposed to communicate 

the changes, the reasoning behind them and how it will impact the employees clearly to negate 

change resistance (Applebaum et al., 2017). 

3.2.3. Distinguishing change resistance 

Distinguishing or trying to diagnose change resistance and counteracting must be seen as 

imperative with major changes in organizations reaching failure rates of 70-80% (Beer & 

Nohria, 2000, p. 88; Burnes, 2005, p.73). As such diagnosing resistance to change (Bradutanu, 

2015; Kuzdha, 2016; Prediscan & Bradutanu, 2012) early has to be considered as an important 

step for organizations to take during change processes. As change resistance can be 

characterized according to Figure 2. (Hultman, 2006) the executives need to be watchful of the 

characteristics. They also need to ensure that the change agent understands and agrees with the 

change as otherwise the risk of the change agent turning into a force generating resistance to 

change (Bradutanu, 2015; Prediscan & Bradutanu, 2012). 

 
Figure 2. Active and passive resistance (Hultman, 2006) 

3.2.4. Counteracting change resistance 

The ways to counteract change resistance and minimize the impact it has on organizational 

performance or change initiatives has been modeled (Bradutanu, 2015) and studied (Bailey & 

Raelin, 2015). Organizations are not the ones that resist change but it is the employees that 

resist changes (Bailey & Raelin, 2015). As such any measures to counteract change resistance 

has to focus on the individual employees and calming their worries. A model to counteract or 

in other words reduce change resistance follows with the different steps involved (Bradutanu, 

2015). The initial actions a change agent can undertake is to communicate the change decisions 

and the underlying reasoning clearly to the employees and give them a chance to give their 

opinions and propose ideas if they wish to adjust anything in the proposed changes. Allowing 

the employees to openly express their opinions without prejudice and allowing them to give 
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their input on decisions could provide good ideas and lead to improving the change process 

(Bradutanu, 2015). At this stage resistance is inevitable since change in any form is by 

definition uncertainty and unpredictability which humans resist and avoid (Bailey & Raelin, 

2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56) 

 

How the change agent reacts to this resistance is however crucial as the most common response 

is “resisting their resistance, one force meeting the other” (Maurer, 1996).  Instead the change 

agent should act as described above and use the resistance of the employees through listening 

to them, carefully considering their ideas and implement the ideas that are deemed to improve 

the change decided upon (Bradutanu, 2015). Since the employees are the ones that see that day 

to day work they can provide valuable insights. “One of the biggest mistakes change leaders 

can make is to assume that resistance is without merit” (Michelman, 2007, p. 3). If the change 

agent is able to deconstruct and reconstruct the resistant employees point of view much may 

be learned. Employees who just agree with changes will rarely be the ones that come with 

creative ideas to improve the process (Bradutanu, 2015). 

 

After the initial step the change agent is to assess the employee commitment towards the 

company or organization that they work at. This means that before deciding on which measure 

to take against resistance the change agent must evaluate how committed an employee is. This 

assessment should also be undertaken to ensure that the organization retains the best employees 

(Bradutanu, 2015).  If they aren’t committed to the organization when change is proposed the 

organization runs the risk of losing these employees, if the organization attempts to undertake 

major changes then these employees might resist. 

 

In the third step identifying the main reasons that generate change resistance is the goal 

(Bradutanu, 2015). Identifying the main reason or reasons that generates the resistance from an 

employee is crucial since it directly impacts the method that should be used to reduce or 

counteract this resistance. As the resistance to change can vary from individual to individual 

the need to conduct this for all relevant employees exists (Bradutanu, 2015). 

 

The fourth step in the model for reducing resistance to change consists of building upon the 

knowledge of the gathered previously of the individual employees and the main reasons they 

exhibit resistance to change. The focus should be on the carrot instead of the stick through 

positive methods such as “a continuous communication, involvement, training, empowerment, 

financial and non-financial motivation, counseling and support, negotiation. “ (Bradutanu, 

2015). The change agent must carefully weigh their decision regarding method and approach 

towards employees. They also need to factor in the culture of the organization and the 

leadership style so making a proper decision here is complicated. 

 

The fifth step is assessing the behavior of employees after the carrot has been applied. If the 

carrot proved positive in reducing change resistance the change agent’s job should be seen as 

complete and the change agent can move on with implementing the changes decided upon by 

the executives. If the assessment shows that the carrot has not proved successful it is time for 

the stick. 

 

The final step is applying negative methods or the stick. Negative methods should be seen as a 

final resort for the change agent as penalizing an employee can prove harmful in the long term 

as the employee can feel as they have been treated unjustly (Cropanzano et al., 2007, p. 38-39). 
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The organization will put themselves first and the employees will put themselves first 

(Bradutanu, 2012; Bradutanu, 2015) which leads to a clash in which there can only be one 

victor which will be the organization through the termination of the employees contract if 

disciplination doesn’t work. 

 

To summarize this model of reducing change resistance the agent of change needs to dedicate 

time and effort towards acknowledging the employees resistance, understanding it and 

attempting to reduce it through positive methods first. Only if the previous stages fail should 

negative methods be deployed as this can lead to long term harm in morals and if those methods 

fail the termination of an employee. 

3.2.5. Summary of change resistance 

Taking on change resistance requires managers and employees to incorporate the knowledge 

of what change resistance is. It also requires managers and employees to understand the forces 

that generate change resistance as described in 3.2.1 and be able to distinguish it and diagnose 

it early as described in 3.2.2. As 3.2.3 guides a change agent in different steps on how to 

counteract change resistance when an organization is undergoing a change (Bradutanu, 2015) 

the manager should have viable suggestions for understanding, identifying and counteracting 

change resistance. 

 

As a summary of change resistance it can be concluded that change resistance is inevitable 

(Bailey & Raelin, 2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56) when it comes to 

organizations implementing any changes that impact the work life of employees. Since change 

resistance is inevitable the ways to spot change resistance, understand the reasons for why it 

occurs and having a clear plan for how to mitigate change resistance is important for a manager. 

Attempting to mitigate change resistance can be a troubling task for managers but it can also 

be highly rewarding as listening to the feedback and complaints by employees can improve the 

change process (Bradutanu, 2015). If the manager is unable to satisfy the demands of the 

employees through a compromise acceptable by upper management, negative actions in the 

form of discipline or termination of the employee will become necessary as a last resort 

(Bradutanu, 2015). 

3.3. Change resistance in the context of merger theory 

 

Above it has been presented how major changes cause inevitable change resistance because of 

the idea that change per definition is uncertainty and unpredictability which humans naturally 

resist (Bailey & Raelin, 2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56). As mergers 

involve large changes to organizations in their structure and leadership (McGrath, 2011, p. 42) 

uncertainty and unpredictability is inevitable which leads to change resistance. As such both of 

these fields are interconnected since you cannot conduct a merger without encountering change 

resistance and in some form and change resistance comes natural in the face of major changes 

such as mergers. 

3.4. Change resistance in the context of intragovernmental mergers. 
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When discussing mergers, change resistance comes into the picture and vice versa. Since both 

theoretical areas are intricately linked (Applebaum et al., 2017a; Applebaum et al., 2017b; 

Applebaum et al., 2017c) and the work of Bringselius (2010) discusses how context within 

governmental mergers matter; both research fields frame the research question posed. 

Employee engagement plays a large role in mergers as it helps reduce confusion and 

uncertainty and helps employees understand where they will fit within the newly merged 

organization (Applebaum et al., 2017c). The above mentioned reasoning of context and 

employee engagement confirms the fit of the theoretical framework for the research question 

posed in this thesis as both research fields directly impact the employees of Region 

Västerbotten in this merger. 

3.5. Communication theory 

3.5.1. Defining & relating communication theory 

Communications is defined as the process or technique that information is shared between 

individuals or systems (Merriam-Webster, 2019). For the purpose of this thesis communication 

theory is defined as the principles and methods which information is conveyed through. The 

effective use of communication and its models has proven to be essential in the approach 

proposed by Goodman & Balle (2008). The aforementioned approach combine a theoretical 

approach with choice practical advice of an integration through the communication process 

(Goodman & Balle, 2008). Their approach was modelled on a case study where two large 

companies, 3 200 and 3 500 employees respectively, with two completely different hierarchies 

and systems, are merged into one legal entity (Goodman & Balle, 2008). However, while the 

two companies were of similar size, the buying company had a much larger relative strength, 

therefore nullifying any strength of the lesser company (Goodman & Balle, 2008). This 

approach seems fitting to the merger in this case since they share the same principle at a smaller 

scale; the merger of two organizations that follow completely different organizational 

structures and systems.  

3.5.2. Communication in the context of change 

As described by Cohen (1999), organizations main way of staying ahead of competition is 

through continuous transformational change. A major problem of change is the inability to alter 

one’s management style in addition to the limited understanding of change theory coupled with 

communication theory (Gilley et al, 2009). The results of Gilley et al (2009) study strongly 

indicate that the leaders often fail to efficiently and successfully implement change, which 

strongly correlates to previous research which show that leaders are often significant barriers 

to change (Ford et al., 2008). Furthermore, the characteristics and skills that positively impact 

change are listed as coaching, communicating, involving others, motivating, rewarding, and 

building teams are all reinforced with the study conducted by Gilley et al (2009). The most 

relevant component of Gilley et al. (2009) study for this thesis is the relationships between 

specific leaders and the success rate of change. There has been previous research that highlights 

this relationship but fails to the importance of leader behaviors and change implementations. 

3.5.3. Ineffective vs effective communication 

A prime example of ineffective communication in the context of a merger is that pressing and 

important questions are left unanswered in the chaos leading up to and immediately after the 



 

25 

merger (Goodman & Balle, 2008). Confusion of the daily tasks of employees lead to 

dissatisfaction, discontent, and a certain fear for their own position in the organization. This in 

turn can easily lead to making the employees ineffective and/or reluctant to accept the post-

merger integration (Goodman & Balle, 2008).While this situation as described is still 

salvageable, the risk of mismanaging the workforce will only increase, thus often nullifying 

the purpose of the merger (Goodman & Balle, 2008).  

 

The two most common consequences of having dissatisfied employees is that the more 

competent ones, that have external offers, generally resign and leave the company. Thus 

depraving the organization of valuable competence (Goodman & Balle, 2008). Alternatively, 

the dissatisfied employees may stay in the company, but operate at a lesser level of performance 

(Goodman & Balle, 2008). On the other hand, an example of effective communication would 

be to have clear communication channels set in place already before the merger takes place. 

Furthermore, it is incredibly important that the ordinary day-to-day tasks remain unchanged 

throughout the early periods of the merger. By doing so, the employees are less exposed to the 

post-merger chaos and confusion (Goodman & Balle, 2008). 

 

Continuing on this note Schweiger & Denisi (1991) studied the effects of effective 

communication during the time leading up to a merger. Their findings indicate that once a 

merger has been announced, perceived uncertainty and dysfunctional outcomes arise. 

Furthermore, there were clear signs of absenteeism, as well as a noticeable decrease in job 

satisfaction and commitment (Schweiger & Denisi, 1991). This all indicates that just by 

announcing a merger, there is an adverse effect on the employees (Schweiger & Denisi, 1991). 

In contrast, the study found that the workers showed clear indication of higher job satisfaction, 

company trustworthiness as well as less uncertainty when they were given a realistic merger 

preview (Schweiger & Denisi, 1991). This study among others discussing the topic of 

communication theory, help build a foundation of the importance of communication both 

during and after the merger.   
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3.6. Chapter summary 

 

In this chapter merger and acquisitions theory as well as change resistance theory has been 

discussed with relevant research being explored and explained. Merger theory has been 

explored from both a general viewpoint as well as contextualized in both public and private 

contexts with the intent to showcase how merger theory differs in these forms of organizations. 

The work of Bringselius (2010) helps show the importance of context and how the organization 

operates, private or public. Furthermore, Bringselius (2010) helps describe how the type of 

organization matters and how it can impact on the merger. Change resistance has also been 

explored from a common perspective; defining and showing what change resistance is and how 

and why it arises. It has then been linked to merger theory to show that no matter how well 

your merger is conducted there will always be some form of resistance to change as humans 

by nature avoids uncertainty and unpredictability (Bailey & Raelin, 2015, p. 125; Davidson, 

2002, p. 21; Maurer, 1996, p. 56). Lastly, change resistance has been looked upon within 

intragovernmental mergers to provide a final frame in which this thesis will be conducted.  
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4. Research methodology and methods 
This chapter will outline the methodological considerations that the study is based upon. 

Furthermore, the chapter will present the different methods used for performing the study, as 

well as the philosophical perspectives that have been adopted. The latter parts of this chapter 

include a thorough description of the research approach, design and the strategy used. The 

chapter will then develop an outline of the data collection methods, as well as the data analysis 

techniques used.  

4.1. Selection of literature.  

In order to find the relevant literature for this study, the researchers made use of several 

different databases, three databases were of note, and these are: DiVa, Google Scholar and 

Umeå University’s Library database. Through the use of these databases, the appropriate 

documentary data was identified which allowed the researchers to provide an extensive 

theoretical background. Furthermore, the documentary data helped support the arguments 

presented by the researchers. When searching for specific literature, the use of keywords are 

always important, therefore the keywords used will be presented below in alphabetical order. 

These keywords have also been combined to search for e.g change resistance in governmental 

mergers in an attempt to find more specific research on the topic of this thesis. 

 

Change resistance 

Change resistance in public sector. 

Governmental mergers & acquisitions 

Integration failure 

Integration failure/success 

Integration success 

Knowledge integration 

Mergers and acquisitions 

Organizational management 

Public sector mergers 

Stakeholder theory 

Social identity theory 

 

The literature can then be divided into two different types of sources; primary and secondary. 

Primary sources can be defined as sources that are created by academics, governments and 

businesses (Saunders et al, 2012, p. 82). An example of a primary source would be company 

reports, government publications, and emails. While secondary sources are simply formally 

published works i.e. peer-reviewed books and journals (Saunders et al, 2012, p. 82).  

4.2. Philosophical perspectives 

The research paradigm that was applied in designing this qualitative thesis is a constructivist 

framework. Since the aim is to study change resistance theory in the context of mergers and 

acquisitions. Resistance to change exists solely within the minds of participants and can 

therefore not be objectively quantified. As such, a qualitative approach was chosen for this 

study and it has been accepted that the findings are biased and value-laden since the very nature 

of interviews will always result in the researchers influencing the data (Patel, 2015, p. 11) 
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4.2.1. Ontology 

This section will discuss the assumptions that are held about the nature of social reality as 

defined by Long et al. (2000, p. 190). The aim of this study is to investigate change resistance 

in the context of a governmental merger and acquisition. As stated earlier, change resistance is 

an abstract concept and as such could be considered to be related to subjectivity, therefore a 

constructivist approach was chosen since it provides a subjective perspective (Saunders et al., 

2012, p. 132). According to the constructivist stance, reality is a social construct (Bryman & 

Bell, 2011, p. 37). One can therefore assume that reality is fluid, subjective, and actor-

dependent (Bryman & Bell, 2011, p. 37; Saunders et al., 2012, p. 131-132). This line of 

reasoning fits well with the different components of this case study, since the researchers argue 

that change resistance is a social construct, and as such it can therefore be assumed that each 

individual has different interpretations of past events. By accepting these conditions and 

assumptions, the researchers can incorporate aspects of change resistance in the context of 

mergers and acquisitions in their research.  

 

In contrast, the objectivistic stance argues that reality is objective and independent of social 

actions (Saunders et al., 2012, p. 131) this fits neither the aim, scope, nor method of the study. 

The objectivistic stance becomes more unfit for the study when one considers the assumptions 

that before the merger, the stakeholders were interacting which can further subjectively affect 

the outcome of said merger. In conclusion, reality (as measured in the outcome) is dependent 

upon the actions carried out by the different companies before and after the merger, which is 

in direct contrast to the objectivistic stance. 

 

4.2.2. Epistemology 

The contents of this section will outline the basis of knowledge and how knowledge can be 

shared (Long et al., 2000, p. 190). The chosen approach interpretivism is related to subjective 

and constructivist assumptions of reality, which is in line with the chosen ontology in 4.2.1. 

The interpretivist approach considers knowledge dependent on individual experience (Long et 

al., 2000, p. 190). Since the concept being examined, change resistance, is abstract, one must 

examine it through a subjective lens, and therefore in the context of each case (Saunders et al., 

2012, p. 132-134; Silva, 2007, p. 165). Continuing on the subjective interpretivist approach, 

human experience is regarded as valid knowledge (Hofer & Pintrich, 2004, p. 69). Considering 

the above mentioned statements, the realist approach will not fit the research, since the 

constructs of change resistance exists because of human action, additionally, direct realism 

assumes reality to be relatively stable (Saunders et al., 2012, p. 136). 

 

Another option for epistemology is positivism, however, since positivism is based on objective 

perspectives and data gathering methods, it would better fit a quantitative study. Especially 

since quantitative studies consider data to be independent from its context and from values 

(Saunders et al., 2012, p. 134-135). The objectivism required of positivism does not match the 

research aim in the study of abstract theories and concepts.  

  

In practice, choosing an interpretivist epistemological paradigm influences the data gathering 

process, as well as the data analysis (Collis & Hussey, 2014, p. 47). Which in turn means that 

the interviewee’s subjective experiences of change resistance can be considered as valid 

knowledge (Collis & Hussey, 2014, p. 47). However, most social interactions, e.g. interviews, 
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create meaning (Gray, 2014, p. 24).  As such, subjectivity is more relevant than objectivity 

when data is gathered and interpreted through social interactions. Furthermore, the practical 

methodology will mirror the philosophical choice. Semi-strutured, in-depth interviews will 

therefore be conducted with the goal of identifying qualitative themes.  

 

4.2.3. Axiology 

Different values of research participants, researchers, and analysts will always shape the 

analysis of data and acquired knowledge (Carter & Little, 2007, p. 1322-1323). This definition 

further supports the perspective of research being bound or dependent on the researchers’ 

values as has been described in the ontology and epistemology chapters. As a counterpoint, the 

opposite axiological perspective considers research to be free of values, as well as neutral 

(Saunders et al., 2012, p. 139), this would indicate that all research is objective when 

considering the actors in a study. However, as has been stated in the previous two sections, the 

study is bound to the context and values of the researchers’ and participants. Therefore, the 

assumption of neutral and objective data collection does not fit the research, nor the 

philosophical stances that has been adopted by the researchers.  

 

The researchers’ values are part of the study, however, they need not be described nor presented 

in order to acquire credible results (Heron 1996, p. 286). Continuing on the chosen ontology, 

which is that it is impossible to fully remove values and biases from research (Patel, 2015, p. 

14). Therefore, this thesis accommodates for potential researcher biases; in other words the 

axiology is value bound and subjective.  

 

Since the influence of researchers on the data is inevitable, different measurements were taken 

in order to minimize the effect of researcher bias, and to ensure that the participants are 

represented as fairly and accurately as possible (Silva, 2007, p. 167): The interviews are closely 

monitored for non-verbal clues. This was in part motivated by the epistemological paradigm 

that values human experience as a source of knowledge. Even though, measures are taken to 

prevent researcher bias, all data is subjectively interpreted in the data analysis sections, and as 

such, bias is far from eliminated. Instead, the thesis accepts that all findings are inherently value 

based.  
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4.2.4. Summary of philosophical perspectives 

 
Figure 3. A summary of the chosen philosophical perspectives. 

 

As can be seen in figure 3 the authors have chosen a fairly subjective and qualitative 

philosophical stance. The reasoning behind this approach is that the topic being researched, 

change resistance, and is by its very definition abstract. As such all data collected through 

interviews, as well as the literature written beforehand which was also collected through has 

been done so through data collection methods that are not objective. Furthermore, the different 

philosophical perspectives that have been adopted by the researchers allow them to delve 

deeper into the topic of change resistance through the interviews. 

4.3. Research approach 

The two main approaches in business research are induction and deduction (Ghauri & 

Grønhaug, 2010, p. 15; Saunders et al., 2012, p. 122). The first one; induction is defined as the 

methodological study of an observation which leads to a general proposition (Ghauri & 

Grønhaug, 2010, p. 16) while deduction is the approach chosen when the researchers’ know a 

premise to be true, and derive a conclusion from said premise (Ghauri & Grønhaug, 2010, p. 

14-16). The inductive approach was found to be more fitting since this is a case study where 

the researchers study an abstract concept, such as change resistance, and have no preconceived 

conclusions as to the end result. Data collection will be based on the relevant theories. The 

maturity level of each research field is important when choosing the strategy, as such, the 

chosen strategy is in line with the methodological considerations (Edmondson & McManus, 

2007, p. 1160). In the case of this study, the two mature research fields of change resistance 

and M&A are combined in the context of an intragovernmental merger. 

 

The data collected will be qualitative and the analysis will be based on said data. When studying 

mature research fields, one should preferably use qualitative data since there is a greater need 
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of depth. Furthermore, qualitative research can more accurately reflect the state of said research 

fields once they have grown mature. (Edmondson & McManus, 2007, p. 1159-1162; Ghauri & 

Grønhaug, 2010, p. 105).  By adopting the above mentioned views, the researchers further 

aligns their research approach with their philosophical perspectives.  

4.4. Research design and strategy 

The research strategy is dependent on its ability to answer the research quest. Therefore the 

research strategy will be chosen depending on if the purpose of the study is to be explanatory, 

exploratory, or descriptive (Bryman & Bell, 2011, p. 20; Saunders et al., 2009, p. 138). By 

definition an explanatory study aims to describe a  relationship between two or more variable, 

usually through the testing of hypothesis, while an exploratory study tries to answer the 

questions of why and/or how through the further understanding of a specific problem or 

phenomena. Finally a descriptive study accurately describes and depicts a process and helps 

further develop a clear understanding of said process (Saunders et al., 2009, p. 138-140). 

4.4.1. Research aim 

The research aim of this study is to perform an exploratory study by answering the research 

question on how change resistance has impacted the merger of Region Västerbotten. A 

combination of literary works (literature review) and interviews (context-specific) data 

collection has allowed the researchers to reach their research aim. Furthermore, by adopting an 

explorative perspective the researchers can highlight the importance and impact change 

resistance in intragovernmental mergers. A secondary aim is study is to provide a deeper 

understanding of change resistance in an intragovernmental context for future research. 

4.4.2. Research strategy 

A clear and efficient strategy is needed in order to adequately answer the research question. 

Explorative studies generally base their strategy on case studies, however, there are several 

options such as action research, grounded theory, and ethnography as well (Saunders et al., 

2009, p. 145; Yin, 1984, p. 13). Action research describes the change process by observing the 

process as it is occurring. Grounded theory uses both inductive and deductive research 

approaches with the goal to construct a new theory based on a series of observations followed 

by predictions of future patterns. Ethnographic studies include the researchers’ interpretation 

of social events or constructs and are context specific. This kind of study tend to be 

longitudinal. Archival studies use documentary data as their foundation and primary source, 

and are focused on explaining or describing different events, processes or other such 

phenomena. (Saunders et al., 2009, p 144-150). 

 

Generally, a researcher would choose a case study for answering how and why research 

questions. Another unique aspect of case studies is that they will focus on the relevant time and 

as such can be done on past events. However, since case studies are generally done on past 

events, the researchers will have little control over the variables (Yin, 1984, p. 14-17). In the 

context of this study, the researchers chose to do a case study since that would best fit their 

research purpose, as well as the research question. This study fits all three criteria since the 

research question is in a how format, the research takes a contemporary approach and the 

researchers have barely any influence over the variables or phenomena being observed and 

researched.    
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4.4.3. Case study 

A case study gathers data from interviews, documents, articles, secondary data, reports, and 

observations in order provide different perspectives of an organization, event, situation, or 

process at a specific point of time (Sachdeva, 2008, p. 176). A case study allows researchers to 

study phenomenon in their natural, real-life settings as well as combine several sources from 

both quantitative and qualitative data (Mariotto et al., 2014, p.359; Sachdeva, 2008, p. 177). 

Through the analysis of a case study, one can gain an understanding of a process. The 

researchers’ chose to conduct a case study for this thesis since it could help give them an in-

depth examination of an event, which in this case is the merger of Region Västerbotten. The 

reasoning behind the choice of conducting a case study is that it allows the researchers to 

intentionally select a case that is richer in information compared to average cases and better 

represents the specific phenomenon that is studied (Mariotto et al., 2014, p. 361; Sachdeva, 

2008, p. 1779). Since this thesis studies an event that is both finished (in an official sense), yet 

still an ongoing process, it is highly interesting from a research perspective to study the 

phenomenon related to change resistance and merger theory and how the employees have been 

impacted in their daily lives. These phenomenon will be linked to change resistance, 

communication theory and merger theory. 

4.5. Data collection.  

When choosing the case to study, an event was chosen that had a large amount of related 

information and data within the same research field (M&A, communication, change 

resistance). Furthermore, using a combination of data which was both primary (interviews) as 

well as documentary the researchers were able to gain a more cohesive understanding of the 

subject at hand and develop their theories further. However, it should be noted that the majority 

of underlying data gathered is documentary in nature. In regards to the interviews, the data 

gathered there is of a personal nature, and as such, may be distorted due to the interviewee’s 

attempt at presenting past actions in a more positive light (Golden, 1992, p. 852-853). 

Therefore, it is recommended that the researchers’ prioritize the documentary and archival data 

when attempting to review past events and preferably use interviews only as an additional 

source of information in an attempt to minimize personal bias (Golden, 1992, p. 852; Welch, 

2000, p. 198-199). 

4.5.1. Documents and other textual data 

Throughout the data collection process, most of the collected secondary data has been 

documentary, and most of the documentary sources have been found online. Furthermore, 

information was gathered from the organization Region Västerbotten, this data was mostly 

relevant in order for the researchers to gain a more cohesive picture of the previous 

organizations before the merger as well as the information about the merger itself. Another 

reason for gathering information from Region Västerbotten is to study how the merger has 

impacted the smaller organizations, and further how they feel about the merger. This data was 

gathered through their official website (https://www.regionvasterbotten.se/) as well as through 

personal correspondence of key individuals within the organization.  

 

The majority of the data was gathered before the interviews were conducted. The reasoning 

behind doing so was to use the documentary data to further strengthen the interviews  since, as 

stated in 4.5., data of a personal nature is subject to distortion and as such should not be a 

https://www.regionvasterbotten.se/
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primary source of data. Furthermore, these interviews were conducted with the aim of verifying 

the collected data. However, since the research question is subjective, the documentary data is 

only supplementary to the interviews. The interviews themselves are used as a primary source 

of data since they help the researchers achieve a deeper, more accurate understanding as well 

as potential knowledge gaps. Therefore, the interviews are the primary source of data, while 

the documentary data is supplementary to the interviews. 

4.5.2. Interviews 

As an additional source of data, semi-structured interviews were conducted by the researchers. 

This was done with the purpose of gathering deeper knowledge and understanding of the 

subject at hand, as well as gather different perspectives of employees and managers in the 

organization (Ghauri & Grønhaug, 2010, p. 107). The interviews are based on the information 

gathered throughout the literature review and the data gathering process. The strength of semi-

structured interviews compared to strict interviews or unstructured interviews is that it allows 

the researchers to find a middle ground between actively researching a specific aspect while 

also including the flexibility of unstructured interviews which allows the researchers to cover 

areas they had not prepared but are relevant (Denscombe, 2007, p. 176). Furthermore, semi-

structured interviews allow the researcher to relate the answers from the interviewee to the 

theory at hand with more adaptability since it allows the interviewee to answer with their own 

words in a more flexible setting (Denscombe, 2007, p. 176). Furthermore, an interview guide 

is used since it is essential when preparing for an interview (Denscombe, 2007, p. 188). In this 

case, the interview guide is constructed based on the deeper information that is unavailable in 

documentary data. This is made possible due to the fact that interviews allow the researchers 

to dig deeper into a topic as well as study different perspectives, which is all part of 

interpretivist research (Edmondson & McManus, 2007, p. 1165). The interview guide can be 

seen in its entirety in Appendix 2.  

 

4.5.3. Ethical issues and considerations 

The conceptualization of what is acceptable and unacceptable, is how Resnik (2013, p. 1) 

describes ethics. When discussing ethics in relation to this particular thesis, it means that the 

rules of academic writing are followed, as well as conformed to. Furthermore, all researchers, 

participants, and supportive agents have been treated as they should. All relevant laws and 

regulations have been followed by the researchers as well. Transparency has been adopted and 

pursued throughout the entire thesis with the aim to avoid plagiarism. This has been achieved 

through proper referencing of data, ideas, and thoughts of others.  

 

In practice, this meant that the researchers ensured that each participants gave informed consent 

prior to participating in the study. The interview participants were given all necessary 

background information about the researchers, the research purpose and further, how their 

information and data would be treated, stored, and analyzed. This was done in order to ensure 

that the interviewees had a full understanding of both the context and the scope of the study. 

Once each interview had been transcribed, and coded, the transcripts were sent back to the 

interviewees for approval. Approval was asked for and received in order to ensure that the 

interviewees felt that they had been accurately represented, and that there was nothing missing 

from the transcripts. Additionally, since the data gathered through the interviews could be 
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considered sensitive by the interviewees and Region Västerbotten, all participants are kept 

anonymous in all instances of data.  

 

Another aspect to consider in the context of ethical consideration is the well-being of research 

participants. As such, the interviewees were not subjected to any direct physical or mental 

harm. The researchers ensured that the participants were comfortable and willing to share the 

information by clearly conveying the fact that they had every right to stop the interview at any 

point, the right to not answer any questions they do not feel like answering (with emphasis on 

the fact that there need not be any reason for declining to answer), and that the interviewees 

can at any point withdraw from the study and have all data related to them removed as well. 

All data gathered through the interviews is kept anonymously, the recordings and transcripts 

are also stored anonymously and only the researchers have access to them. Furthermore, the 

transcripts are only viewed by the researchers. As soon as the study has reached its conclusion, 

all interview files and data will be deleted to ensure that no long-term harm can befall the 

participants. This is done since the interviewees are employed in a governmental agency, and 

as such, any potentially negative answers and responses found in the transcripts could harm the 

interviewees’ ability to work properly, as well as any prospects for a career.  

 

4.5.4. Interview selection criteria and participants 

The interviews are conducted with the aim of achieving a more in-depth understanding of 

change resistance in an intragovernmental context. Therefore, the interviewees had to be 

chosen due to their ability to give the interviewers insight into potential change resistance, and 

how countermeasures were applied. This meant that the interview subjects were chosen to vary 

in age, gender and time of employment. All subjects did however have considerable experience 

either working at the pre-merger Region Västerbotten or in the field they are supposed to help 

region development in.  

 

The process of finding interviewees was outlined and performed as such: The authors identified 

key individuals at the different pre-merger organizations, and proceeded to contact each of 

them through email. The email sent to each potential research participant was small and 

consisted of a quick introduction of the authors, and purpose of the study. In this email they 

were asked if they could participate in an interview where the merger would be discussed. 

However, not all individuals that were contacted responded. As such, after the first interview 

was conducted the researchers found out that a majority of the key individuals previously 

contacted were working in the same building. The remaining sample was then collected by 

simply knocking on each individuals’ office door, and requesting an interview with them. 

While requesting said interview, the authors also provided a short summary of the intent of the 

interview, as well as who the authors are, in line with the email sent previously. This lead to a 

sample of four interviews, which all met the criteria as outlined above.  

4.5.5. Interview settings 

The interviews were conducted in northern Sweden in a central office building. This particular 

office building houses all the pre-merger Region Västerbotten employees and features a semi-

open office landscape with glass walls. This modern open office structure may not ensure much 

of privacy to employees but instead promotes an open environment with open office doors and 

clear glass walls encasing the offices. The interviews themselves were conducted in a closed 
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office with only a small window leading to the common area. This fact meant that the 

interviews could be seen from outside, however, any would-be spectators would not receive 

any auditory clues to the interviews. Furthermore, this setting was recommended by the 

interviewees and they were all comfortable being interviewed in this setting.  

 

The interviews were, for the sake of the interviewees, held in Swedish. This means that the 

researchers had to translate their interview guide and adapt their questions to the limitations 

and characteristics of the Swedish language. Thankfully, there are no major differences 

between English and Swedish, and as such, the results of each interview could easily be 

translated and used in the thesis. All quotes used in the thesis have been translated into English, 

however, the original quotes in Swedish can be found in the appendix.  

4.6. Data analysis 

Coding of interview answers is a key part as it allows researchers to see common trends in the 

answers from research participants. Auerbach & Silverstein (2003, p. 35) describes how 

researchers can be blind to patterns in the material before proper coding has been implemented 

in the research. The evolution of coding for in-depth interviews and a recent look upon how 

coding is done has been conducted by Deterding (2018) who references back to grounded 

theory as stated by Glaser and Strauss (1967) and the elaborations that follows by Strauss 

(1987) and Glaser (1992). Strauss (1987, p. 55-69) describes the coding process and the 

difficulties in coding in-depth interviews as a need for considerable practice is required in order 

to master the process of coding interviews. The different ways of coding are open, axial and 

selective coding. Open coding can be described as the process where the researcher breaks 

down the interview material into more orderly parts for analysis. Axial coding is described as 

the next step after open coding. Where the parts and sections gathered from open coding are 

further broken down into themes. These sections are then compared to each other and any 

differences, similarities and patterns are noted. Selective coding is the process where the 

researchers discard answers deemed irrelevant and in extension codes that aren’t relevant to 

the research question. Thus they select the codes deemed relevant to the research question and 

other codes are discarded.  

 

However, one apparent problem with this method is that the discarded codes may be relevant. 

The process for deciding which codes are relevant and which are not, need to be constructed in 

an appropriate manner in order to ensure that all relevant codes are included. In this case the 

interviews conducted were coded through the analysis-process according to the above coding 

criteria or as Strauss (1987, p .27) puts it the Coding Paradigm. Meaning that first there was 

an open coding. This open coding then moved into the axial coding and finally ended up with 

selective coding. The coding criteria used are focused in three main areas; those areas are as 

follows: Pre-merger information, adherence to employee needs, and change resistance impact.   

 

An important thing to remember when it comes to the analysis of the interviews is that the 

interviews were conducted in Swedish and the results were then translated to English. To 

alleviate any concerns regarding the translation and the results the translation were done 

separately and double checked by the other thesis authors. The authors also chose to include 

the original Swedish quotes in the appendix for readers to check. The translations were done 

in a way in which the meaning of the interview subject was carried over and not lost in 
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translation and the translations were checked with the subjects to see if they felt their opinions 

were represented correctly. 

4.7. Research ethics  

The researchers must act ethically throughout the entire data collection process, as well as when 

they interpret and analyze the data acquired (Denscombe, 2007, p. 141). With this in mind, the 

research ethics have been considered throughout the entire process of writing this thesis. 

Participants all participate voluntarily, and consent is always given before questions are asked, 

as well as when answers are presented. All records of the interviews are stored securely in 

offline devices. Furthermore, nothing is included in this thesis without the consent of affected 

participants. After the interviews have been held, participants have been asked to confirm the 

interpretations of said interviews and how they are portrayed and used in the thesis.  

 

Furthermore, it is of utmost importance that participants’ anonymity is ensure through the 

coding of data (Denscombe, 2007, p. 143). In order to satisfy this ethical demand each 

interview will be transcribed, and a copy will be given to each participant for approval before 

the data analyzing process continued. In order to strengthen anonymity, transcriptions and 

recordings are used only in the research conducted by the researchers in this specific study, and 

the transcriptions are stored separately from the personal information of participants. 

Furthermore, any personal information that is requested by other researchers will only be 

handed out with the informed consent of the relevant participant. 

 

During the interviews, the interviewees are subjected to as little stress, discomfort, or 

embarrassment as possible, which should help support the quality of data gathered. However, 

since most of the data collected is documentary data, there need also be ethical considerations 

taken related to use if said data (Denscombe, 2007, p. 148). Information that is available online 

can be included without restrictions if it follows the following criteria: 1. There is an official 

and public source where no password is required for access. 2. The website demands no privacy 

policy. 3. The issue described is not sensitive. Since all documentary data is gathered through 

available company reports, published journal articles, and peer-reviewed essays and theses the 

requirements are met and the researchers can therefore use the data freely in their data analysis 

(Bruckman, 2002). As for the personal information, no way of identification is revealed and a 

coding system is used. 

 

 

4.8. Truth criteria 

 

The truth criteria generally found in research generally concern how easily replicated the 

research is, how valid the results are and further, how applicable the research are. However, 

this definition applies only to quantitative research. Since this is a qualitative study, the lack of 

strict rules concerning data collection, analysis, and interpretation imply that these criteria 

should be defined differently. Therefore, since this is a qualitative study, the researchers have 

identified four different truth criteria: appropriateness of the research design, trustworthiness, 

authenticity, and usefulness of the research (Agostinho, 2005; Lincoln & Guba, 1985). 
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4.8.1. Appropriateness of Research Design 

 

The main concerns of this criteria is how well the research problem, the methodology, and 

research context fit together (Lincoln & Guba, 1985). Since the research problem is by 

definition subjective, the chosen methodology fits well. They fit well due to the fact that 

interviewing key individuals requires deep insights that can only be gained through discussion. 

However, since there is fairly little prior research in the area of intragovernmental mergers, and 

the change resistance thereof, the researchers not been able to research through the use of a 

predetermined questionnaire. The main reason for this is that they had to identify the existing 

themes first, and then the authors’ could work from that. Therefore, in-depth discussion with 

the interviewee’s is essential, in order to properly understand and research the research 

problem. This means that the semi-structured format of the interviews fits the research problem. 

As such the research design is seen as appropriate by the researchers. 

 

4.8.2. Trustworthiness 

 

Trustworthiness can be defined as the combination of credibility, transferability, and 

confirmability (Lincoln & Guba, 1985). Since there is a large available pool of prior research, 

the authors believe that the credibility criteria is accounted for. The authors used three main 

theories (Change Resistance, Merger and Acquisitions, and Stakeholder Theory) together with 

empirical data and research on change resistance. Furthermore, through the use of several 

interviews, and interviewees the authors managed to collect further data. By combining these 

methods; the literature, empirical data, and interviews, the authors adopt the triangulation 

process as described by Agostinho (2005, p.9). Furthermore, since the interviewee’s had the 

opportunity to confirm the used transcripts and recorded interviews, it further adds to the 

credibility of the research through the process of member-checking (Agostinho, 2005, p. 9).  

 

However, since there were only four interviewees, there might be concern regarding the 

credibility. Especially since there are thousands working in Region Västerbotten. These four 

interviewees are operating on different levels of management, and of expertise in the company. 

They each cover different areas of work, and also of responsibilities. Therefore, the author’s 

believe that they may still be representable of the population and as such, the study is deemed 

credible by the researchers.  

 

The transferability, or generalization, poses a problem because as Carcary (2009) argues. Due 

to the simple progress of time, subjects might answer differently if asked the same questions. 

Furthermore, the transferability is further constrained due to the subjective nature of qualitative 

research, as is the case in this study. The same holds true for the case in this thesis as the merger 

is an ongoing process and the ideas of the interviewed subjects can change over time. This 

change can be either positive or negative and stem from the merger. However, it has been 

suggested (Lincoln & Guba, 1985) that if enough contextual data is presented, then other 

researchers can also assess if they can transfer the findings. This specific method of 

transferability is defined by Agostinho (2005, p. 9) and Lincoln & Guba (1985) as thick 

description and in due diligence, the researchers have provided the procedure, context, and the 

interviews conducted in this study in great detail. As such, the researchers argue that the 

transferability criteria is fulfilled. 
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Confirmability is the last criteria for trustworthiness, this criteria involves the biases of 

researchers and their role in the findings (Lincoln & Guba, 1985). One method for increasing 

confirmability is detailing and outlining the entire process of collecting, analyzing, and 

interpreting data (Agostinho, 2005, p.10; Lincoln & Guba, 1985). This method is called an 

audit trail. As the authors of this study have been clear and completely transparent at every step 

of the way, including the methods for data collection, raw data, analysis, and coding, one can 

assume that the confirmability is valid and strong. Therefore, the researchers state that the study 

is confirmable and that all of the data needed to prove the confirmability is available in the text. 

 

4.8.3. Authenticity 

 

Authenticity can be defined as the transparency, honesty, and clarity in the process of the 

research (Agostinho, 2005, p. 10). The researchers have been clear and transparent with each 

participant about every single step, usage, and intent of the study and the data provided by the 

participants. As such, the researchers deem that the authenticity of this study is high enough. 

 

4.8.4. Usefulness of Research 

 

This criterion is defined as the ability of researchers to produce understandable findings 

(Agostinho, 2005, p. 11). In the context of this study, the researchers aim to provide a deeper 

contemporary insight into change resistance through the lens of intragovernmental mergers, in 

both a practical and topical setting. By doing so, the readers are able to further understand how 

certain abstract concepts such as change resistance, act in practice. Furthermore, the reader is 

enabled to compare different theories and understand how they work in unison. As such, the 

usefulness of the study is emphasized since it contributes both practical and theoretical 

knowledge in how change resistance is handled and developed in intragovernmental mergers. 

Another indicator of the usefulness of research in this study is that the researchers have drawn 

upon extensive literature and from that generated more knowledge and research. This falls in 

line with Schulman (1997, p. 6) who states that the study should show a process of learning, 

which has been undertaken by the researcher. This process need also be apparent to the peers 

of the researchers in the area of education. As such one could argue that since this paper 

contributes to the theory of both change resistance, and mergers and applications, one can argue 

that it contributes to the fields of said research. Furthermore, the finished thesis will also be 

given out to Region Västerbotten as a way for the organization to receive an insight into the 

integration success of the smaller divisions. The thesis will also be distributed academically in 

order to provide value to the academic community as well as Region Västerbotten. As such the 

authors believe that the criteria of usefulness is fulfilled.  

 

4.9. The underlying cause of the merger 

On the first of January 2019, Region Västerbotten was created through the merger of 

Västerbottens Läns Landsting (VLL) and Region Västerbotten (Region Västerbotten, 2019d) 

this merger was conducted with the purpose of strengthening and further developing the county 
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Västerbotten (Region Västerbotten, 2019d). The underlying cause for creating Region 

Västerbotten is that elected officials realized that the main tasks of regional development as 

well as healthcare are dependent on each other: without proper development of a region, 

healthcare cannot be financed (Region Västerbotten, 2019d). Without a functioning and 

growing healthcare system, few want to stay in the region and help develop it (Region 

Västerbotten, 2019d), therefore, the two different companies VLL and Region Västerbotten 

were merged in order to align their responsibilities and hopefully strengthen their ability to 

function sustainably (Region Västerbotten, 2019d). 

 

The new tasks that Region Västerbotten face is organizing and ensuring the continued 

development of both common and specialized healthcare, the public transport, regional 

development of the countryside, continued research, innovation, and education (Region 

Västerbotten, 2019e; Region Västerbotten, 2019f; Region Västerbotten, 2019g). These 

different categories are also the categories that overlapped between the previous organizations 

before the merger. 
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5. Findings 
In the following chapter the findings will be presented, they will be presented according to the 

coding and will be split into different areas. These areas are the merger theory adherence and 

information, the post-merger situation and the employee’s sense that they have been listened 

to. 

 

When presenting the findings, it is important to note that while the merger occurred on 1st Jan 

2019, it is still an ongoing process. This is especially true when studying mergers in through a 

change resistance lens. Since change resistance, and the study of change resistance, is highly 

affected by how the merger is handled after the initial date (in this case 1st Jan 2019).  

 

The interview subjects were all employees of the pre-merger Region Västerbotten meaning that 

they worked and continue to work with the development of Västerbotten as a region. The 

subjects came from different levels within the organization. The subjects interviewed contained 

one higher manager, one employee with project group roles and two employees more involved 

in day to day tasks. The interview subjects had very varying length of employment within the 

organization ranging from under 5 years to more than 15 years and the gender split was even 

with two males and two females interviewed. The length of the interviews ranged from just shy 

of 26 minutes to 47 minutes. 

 

The interview subjects also varied in age from some being on the younger side to some nearing 

retirement. This gives the interview subjects a varied perspective with younger people having 

one view and older people that have been around and seen changes and mergers may offer 

another view on problems and solutions. 

 

Figure 4 summarizes the interview subjects. 

 

Subject Interview 

Length 

Employment 

tenure 

Position Gender 

Interviewee 1 40:52 Less than 5 

years 

Manager Male 

Interviewee 2 47:04 More than 15 

years 

Project Manager Female 

Interviewee 3 27:48 More than 10 

years 

Employee Male 

Interviewee 4 25:37 Less than 2  

years  

Employee Female 
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5.1. Communication  

 

The interview subjects were asked to comment on how they felt communication had been 

handled through the merger, how they felt that the communication within the organization had 

been before, and how it had changed with the merger. As outlined in chapter 3.5, examples of 

bad communication is when pressing and important questions are left unanswered. The 

interviews paints a negative picture regarding how Region Västerbotten handled the 

communication and adherence to communication theory the way employees were left 

wondering and in the dark regarding important questions.  

 

“I can understand they felt they couldn’t give the 9000 employes of landstinget a pinky”  

Interviewee three 

 

This above quote relates to an employee’s feelings of how the communication was handled 

although the subject accepts the information, given the reasoning behind it. However, the 

person felt that just being honest with the employees would have left a better taste in their 

mouth. While the interviewee showcases his understanding that they could not get their 

demands through as it would open a door for the 9000 employees of the previous large 

organization landstinget an opening to demand benefits that would bring on too large costs, the 

interviewee would still have preferred a more upfront communication 

 

“It didn’t turn into a more attractive employer” 

Interviewee four 

 

When discussing mishandled communication an interviewee pointed out a consequence which 

is the dissatisfaction of employees. This dissatisfaction in turn led to them losing their 

connection to the organization. That lost connection led to most competent employees exiting 

the organization in search of new more attractive work instead. Interview subject four expanded 

upon their above comment about Region Västerbotten not turning into a more attractive 

employer. The interviewee further let on that they were also looking for employment elsewhere 

even though the person had been very satisfied with their employment before the merger. 

 

Summarizing the employees opinions on how the communication has been handled they share 

an opinion that the pre-merger information was good in general but when it turned out that a 

lot of the information they had been given was incorrect their opinions quickly changed. One 

point that stands out is that interviewee one feels the information was good enough and that 

they tried. This research subject does however make no comments on his opinion about the 

difference between things said before the merger and the things actually happening. Although 

the following quotes reappear later in the text to highlight more specific issues they also help 

to highlight how all employees have felt a gap in the information given to them and what 

actually occurred after the merger. 

 

“I guess you have to say they’ve tried to make an effort but in the end it was very unclear and 

everything went fast”  

Interviewee three 
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Of course they tried, there are always people that feel they haven’t been given enough 

information but I feel the information has been good 

Interviewee one 

 

“A transparent communication would have eased our lives a lot”  

Interviewee four 

 

“The biggest issues is that they’ve should have taken their time and been more transparent” 

Interviewee three 

 

“We were told we would run the systems parallel during the first year to ease transition and 

suddenly we were told we weren’t going to use parallel systems” 

Interviewee two 

 

 

 

5.2. Merger theory adherence 

The following sections will look on how well the merger has adhered to the theoretical 

framework around how mergers should be conducted and the employee’s opinions of the 

merger. 

5.2.1. Pre-merger information 

 

“I guess you have to say they’ve tried to make an effort but in the end it was very unclear and 

everything went fast”  

Interviewee three 

 

“A transparent communication would have eased our lives a lot”  

Interviewee four 

 

The interviews conducted by the researchers gives an image that the pre-merger information in 

the form suggested by (McGrath, 2011) was adequate or good for the employees of the old 

Region Västerbotten, in the context of the time period leading up to the merger. The 

information given to the employees and managers of the pre-merger Region Västerbotten in 

the period leading up to the merger came in the form of information letters sent via email to 

the employees and meetings. Giving employees proper information in the period leading up to 

a merger is crucial (Bradutanu, 2015) as more information helps reduce the uncertainty 

employees feel about the coming merger. As established earlier uncertainty can never be 

removed completely and uncertainty is the base for change resistance (Bailey & Raelin, 2015, 

p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56). As the employees interviewed felt that the 

information given to them was sufficient considering the decision to conduct the merger was 

only taken on the eighteenth of June 2018, a mere 6 months before the merger was supposed 

to happen. This short timespan meant that information had to be spread quickly and questions 

from employees answered fast. The employees were told that they were going to keep the old 

familiar systems and routines right up until the merger which was the biggest problem with the 
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pre-merger information since the information received was incorrect. As the merger was 

conducted over the Christmas and New Year’s employees had little to no time to familiarize 

themselves with new systems and routines now being required of them.  

5.2.2. Adherence to employee needs 

 

“It felt like the negotiations were for show and that our suggestions were ignored” 

Interviewee three 

 

“Renting a car which was very simple before became a lot more complicated, doesn’t allow 

for the same flexibility as before”  

Interviewee four 
 

The merger was conducted between the pre-merger Region Västerbotten and Västerbotten Läns 

Landsting. As the size difference between these two organizations is very noticeable with the 

pre-merger Region Västerbotten having employees in the hundreds compared to Västerbotten 

Läns Landsting, which had up to approximately ten thousand employees before this merger 

with only the municipality in Umeå being a larger employer. As such when the merger was 

becoming a reality the terms of employment had to be renegotiated and the smaller 

organizations employees made their needs and reasons for their current terms clear. Those 

needs and reasons were however ignored in the eyes of the employees of the pre-merger Region 

Västerbotten as none of their current perks or bonuses were included and their general way of 

working has become more restricted and monitored. The interviewed subjects gave a 

suggestion for why this could be, namely given that the massive organization that Västerbottens 

Läns Landsting (VLL) is, they simply did not notice their demand and they also suspect that 

most people employed by VLL have no idea that the merger gave them a few hundred new co-

workers. Since adherence to employee needs and listening to employees is one of the pillars in 

counteracting change resistance (Bradutanu, 2015), the fact that the employee needs of the 

smaller organization seem to have been mostly ignored or overlooked in this merger is a 

problem. 

 

When asked whether the interview subject had the same assignments now as before the 

merger the response was the following 

 

“Yes, my task are the same as before” 

Interviewee three 

 

When the interviewed subjects were asked if any of their assignments had changed or if they 

had noticed any changes in their day to day operations other than the negative impact of new 

technical systems and regulations none of the interviewed subjects reported any new 

assignments or tasks that didn’t involve the new technical systems. The changes to the technical 

systems only added more administrative work for task that previously took little time for the 

interviewed subjects. 

 

When one employee was asked whether the person felt that Region Västerbotten had made an 

effort to keep them informed and make sure the merger was as smooth as possible the person 

responded the following: 
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“No, I haven’t noticed that.” 

Interviewee three 

 

When the subject was asked to elaborate on his answer the person admitted that yes there had 

been days spent upon the subject with information meetings but the information given was very 

unclear and in the end it felt like everything came very fast and it felt like details were rushed 

in the end even though everyone knew the merger was coming. The subject suggested that 

maybe more time would have been needed but pointed out that most likely the same thing 

would happen even with more time.  

5.2.3. Post-merger information 

“We were told we would run the systems parallel during the first year to ease transition and 

suddenly we were told we weren’t going to use parallel systems. We (Region Västerbotten) 

was going into the VLL system from the start. We now needed a VPN and text messages to 

login and there are a lot of similar things that are frustrating in the daily work.” 

Interviewee two 

 

Post-merger information is also a part of merger theory and in this regard the findings from the 

interviews point towards a low amount of post-merger information. This in the form of when 

interview subjects approach new departments with problems the information given back to 

them is either that it cannot be done or that it is worked on. The follow up information to these 

questions is not there according to the interview subjects. One example of poor post-merger 

information is that employees was told their devices were incompatible with the new system 

and they would need new devices to continue their work. Another example is the fact that since 

the merger was finalized, the webpage has changed in such a way that it is hard for the general 

public to contact the employees at pre-merger Region Västerbotten. As a majority of their work 

is with the public compared to VLL, the employees prefer and make better use of a clear line 

of communication with the public. Questions regarding this and when the public will get a good 

way of contacting them again has not been answered in a satisfying manner according the the 

interviewed subjects. 

5.2.4. Organizational follow up 

 

“You make organizational changes, you’ve done no consequence analysis and you do not 

evaluate if anything was improved or was made more efficient” 

Interviewee two 

 

 

“Too little testing and no real risk analysis”  

Interviewee one 

 

Subjects interviewed also discussed the lack of follow up from the organization after the 

merger. In fact one employee noted they had been involved in previous governmental 

organizational mergers/restructurings and had never received a question about their opinions 

regarding how the merger had been conducted. In fact none of the subjects interviewed had 

been given a chance to offer feedback on how the merger had been conducted, what had worked 

and what hadn’t worked. The interviewees working on a management level had not been 
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offered a chance to give feedback either, instead they opened up to the possibility that the 

people further up the organizational hierarchy could have been given a chance. As stated the 

chance to give feedback and explain how an employee has experienced a merger has a great 

impact on the employee’s opinion on the merger, the new organization and in the end the 

merger itself. 

 

5.2.5 Comparing interviewee experiences. 

 

When summarizing the interview subjects’ different experiences regarding merger theory and 

then comparing them, it becomes apparent that although the subjects have different 

experiences, titles and tenure within the organization their responses to the information given 

to them surrounding the merger are similar and that they share similar feelings. Although the 

employees ranged from common employees to project managers all the way up to managers 

their opinions about their experiences and how the merger had been done remained consistent. 

 

The manager did express that the organization had tried to give him information but it wasn’t 

consistent and was often changed or altered in the end. The same was reported by the 

employees who felt that while the organization had told them one thing was happening this 

could suddenly change without notice which left them feeling overrun and ignored by the 

organization. The project manager felt that their opinions, suggestions and needs had been 

brushed aside easily through the merger. The project manager did however mention that it was 

expected for them as they had been through previous mergers and seen the promises before 

that ended up being broken or forgotten. The same feelings and experiences echoes throughout 

all levels of workers when it comes to organization follow up after the merger where nobody 

feels like they have been asked for their experiences in the merger. When the interviews were 

conducted months after the merger had been officially completed none of the employees had 

been asked to give feedback and report back what issues and grievances they’ve had and 

currently have with the pre-merger information and the effects of the merger on their daily jobs. 

 

As these feelings were shared through all organizational levels even though one might expect 

a manager to receive more information and be able to give more input this appeared to not have 

been the case as the managers opinions and suggestions appear to have carried similar weight 

as the employees and project managers suggestions.  
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5.3. Change resistance  

 

“We haven’t been given a chance to voice our opinion at all, the big thing is our employment 

contracts got extremely worse [...] It became awful.”  

Interviewee four 

 

As noted above the way that the needs of the pre-merger Region Västerbotten employees has 

been listened to and in many cases ignored is not a viable path for mitigating any change 

resistance that can occur. All that these changes have done is create frustration among the 

employees affected by the merger.  As evidenced in the data collection stage and in the previous 

section, there exists discontent, and dissatisfaction for the merger among the employees. An 

example of apparent dissatisfaction could be how the employees were forced to change their 

platform for communication and accounting. These forced changes on employees that directly 

impacted their daily work in the way that everything took longer is seen as a negative.  

 

Draining employee’s time with more complex and stringent administrative tasks that are not 

their primary jobs is inefficient. Furthermore, there were several reports of the new platforms 

for communication, such as the email and login functions, were not working as intended. In 

some cases employees were even denied access for several weeks.  

 

These changes and issues caused by said changes all occurred during the winter holidays, after 

the employees had received information that the platforms, and tools would remain the same. 

Furthermore, the information received by the employees was that the transition to the newer 

platforms would be a long process over time in order to help the employees familiarize 

themselves with them. As Bradutanu (2015) points out and which is elaborated on in chapter 

3.2.3 the first step towards reducing change resistance is clear communication of the decisions 

and why said decisions are made. Looking at how the process was undertaken it shows unclear 

communication and mixed messages for employees where the employees think that they will 

get a smooth transition in this merger where their daily work remains smooth and unaffected 

by the changes. Then they come back from the winter holiday and see that everything has 

changed as opposed to the information they have received. Systems don't work which drains 

time and ruins planning and workflow. This has been a large cause of frustration and has 

harmed the loyalty towards the new organization as the following quote shows. 

 

“The changes to the employment terms aren’t something that will be a win in the longer term 

but rather less people will choose to stay.” 

Interviewee four 

 

This harm towards organizational loyalty has allowed for resistance to strike roots and given 

workers changed opinions of Region Västerbotten as an employer. This should be combined 

with employees giving their input on the decisions to improve the process and help cement 

employee commitment. While there was no perfect example of active change resistance or 

passive change resistance similar to the ones defined in chapter 3.2. The change resistance seen 

was in the form of voicing one's opinion to coworkers and venting the employee’s frustration 

over changes. From the interviews the employees seemed very happy in their workplace before 

the merger with little friction and grievances compared to now after the merger. This is viewed 

as minor passive change resistance. 
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5.3.1. New systems and routines 

 

“Old systems meeting our new systems which feels like a transition to the nineteenth century”  

Interviewee two 

 

“The new economic system is incredibly slow”  

Interviewee one 

 

 

All interviewed subjects echoed the sentiment that with the merger came new systems which 

were unfamiliar to them. Since the employees had used the previous Google's office Suite for 

several years the forced sudden switch to Microsoft's office Suite. All of the interview subjects 

found the switch unnecessary but could also understand why the switch was done. The subjects 

had understanding for the fact that they were now being integrated into a healthcare 

organization (VLL) which comes with added security for patient safety. The problem with this 

is however that the subjects also pointed out that their work has nothing to do with patients or 

healthcare and is instead focused on development of Västerbotten as a region. As such they 

need more open systems and ways for the public to contact them and look through their work 

and information. In other words, there is a greater need for transparency. There were also new 

economy systems and administrative systems forced upon them with the merger which caused 

a lot of issues in the start. An example several subjects mentioned was a massive invoice for 

everyone in the pre-merger Region Västerbotten being sent and they were supposed to find 

their specific costs to approve them. This has since been fixed for the employees to be able to 

handle easier but this was one of the examples given to the researchers of a sudden change that 

drained man hours and took time out of their daily work. 

 

With the pre-merger Region Västerbotten being integrated into the healthcare organisation 

(VLL) difficulties booking travel and renting vehicles also ensued. Since very few people 

within the healthcare organisation need to travel around in the region the routines there are 

much more complicated and time consuming than the previous routines that the employees 

were used to. This was another example of the restriction of freedom for the employees given 

to the researchers. 

5.3.2 Employee frustration 

“We are 100 employees and they are 9000. In the negotiations regarding employment terms 

it felt like we had no say.”  

Interviewee three 

 

The above quote highlights the frustration of the employees when it comes to how they feel 

that they have been treated in the merger. The employees feel frustrated and overrun by the 

larger organization and they feel their opinions and feeling have been neglected. A few of the 

interviewed subjects mentioned a popular way of dealing with the stress and fatigue caused by 

issues, was venting to colleagues during breaks. While this may sound good that the employees 

have a place to vent it also comes with the information that employees openly nurture a negative 

environment in the newly formed organization during their relaxed time. This can easily lead 

to a downwards spiral and further isolate the employees from the rest of the organization. When 

asked to summarize the opinion of the merger the employees echoed the sentiment that nothing 
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in their work life has gotten better but instead there has only been downsides to the merger for 

them. One of the interviewed subjects had this to say on the topic of dealing with frustration 

and how they experience co-workers dealing with frustration. 

 

“Yes, we talk a lot about it. Maybe less now than in the start but we’ve had [...] time where 

we’ve said everything we want and then shook it off and said let's do the best thing possible”  

Interviewee two.  
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6. Analysis and Discussion  
This chapter will discuss the findings, and how they relate back to the theoretical framework 

of Change Resistance and Merger theory. Furthermore, there will be a clarification of what 

type of Change Resistance (passive versus active) is present in the merger and an identification 

of different issues that can potentially develop into much larger problems unless addressed. 

Further, the practical, theoretical, and societal implications are brought up and discussed. 

6.1. Research aim 

 

The original aim of this thesis was to explore the impact of the merger between Region 

Västerbotten and Västerbottens Läns Landsting on the employees. As time moved on it became 

apparent that the authors would only get access to the employees of the smaller organization 

(Region Västerbotten). Therefore, the thesis goal shifted to looking at how the merger has 

impacted the employees of Region Västerbotten. While this only offers the perspective of one 

organization the authors still feel this thesis contributes to the literature of governmental 

mergers and the impact that mergers have on employees in situations as presented above. 

 

Looking at the results of this thesis government organizations should be able to see where 

issues occur in intragovernmental mergers and further attempt to rectify those issues to mitigate 

change resistance and employee dissatisfaction. As the gaps have been consistently pointed out 

by the interview subjects there is opportunity to learn from this merger and take what was done 

well and improve upon it and take the things done less well and fix them and attempt to mitigate 

problems that the employees feel haven’t been addressed by senior leadership. 

 

This thesis should also provide valuable insight into how the employees have experienced the 

merger and the impact it has had upon them. As at the time of the interviews there had been no 

attempts to discuss the impact the merger has had on the employees and how they feel the 

merger has been conducted. This thesis also offers the employees impacted by the merger a 

chance to get their opinions out in another medium and highlight the need for reflection by the 

organization. As one of the interview subjects has been involved in previous large scale 

organizational changes without ever being asked about how they felt the changes had been 

implemented, the impact it has had on the organization and themselves. It also highlights that 

governmental mergers and the follow up by organization after such mergers is something that 

should be looked into by future researches. 

 

6.2. Communication 

Looking at communication theory and the impact it can have on employee’s feelings about and 

towards an organization we can see that how an employer or government organization decides 

to communicate changes plays a big part. In the case of the Region Västerbotten merger the 

discussion ends up being about not how good the interviewed subjects felt the communication 

had been handled but instead about how bad the communication had been handled with all 

subjects feeling betrayed when it comes to communication, negotiations and promises made to 

them.  
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While an important way of staying ahead of competition is organizational change (Cohen, 

1999) this cannot be strictly applied to Region Västerbotten as it is a governmental organization 

with no direct competition. The underlying reason of needing to stay ahead of competition is 

however that you need to be more efficient and maximize resource use. This is however 

something that Region Västerbotten needs to do with cost increasing in healthcare so therefore 

the idea of Cohen still applies. The problem with the organizational change is however that you 

also need to change the communication to fit the new organization (Gilley et al, 2009). 

 

This merger showcases the textbook definition of ineffective communication by Goodman & 

Balle (2008) where important and pressing questions from employees are left unanswered 

which leaves the employees confused, frustrated and dissatisfied. These negative feelings lead 

towards two common consequences of dissatisfied employees. With both of the common 

outcomes of poor communication theory being bad for the organization (Goodman & Balle, 

2008) this can only be seen as a failure that should have been thought of before the merger and 

addressed in a proper manner. Having employees contemplating leaving the organization or 

only going along with the flow and not putting full effort into the new organization both results 

in the loss of competence utilized and results becoming worse.  

 

A basic concept taught in kindergarten is the golden rule in which one should treat others as 

you want to be treated yourself meaning that you should treat people with respect. This often 

seems forgotten as people grow up and money becomes involved but if the managers handling 

the communication for the merger had stopped and thought about how they would want to be 

treated a lot could probably have been different. Communicating bad news is hard but when 

done properly employees can be given a chance to understand why something is necessary or 

why something has to happen and it can offer as showcased in the work done by Schweiger & 

Denisi (1991) that is discussed earlier in chapter 3.5.3. Schweiger & Denisi (1991) also looks 

upon the effects of not communicating a merger properly and found that there were clear 

negative outcomes such as a decrease in job satisfaction and commitment and signs of 

absenteeism. In the examined case of Region Västerbotten merger the communication had been 

unclear and the picture presented to the employees with nothing changing and them being told 

they could keep working as usual only to have it changed last minute is a clear example of poor 

communication to the employees impacted by the merger. 

 

Looking at the merger from an outsider perspective it is understandable why the employees felt 

the communication had been poor from the interviews where not a single employee felt they 

had been given the information they needed or deserved. 

6.3. Merger 

Considering how the merger was executed, it is clear that all interview subjects share the 

opinion that the pre-merger information was enough and even good. So far the managers in 

charge of handling the merger has thus followed the steps in merger theory as outlined by 

Mcgrath (2011) in which employees and stakeholders needs need to be considered. All steps 

are not applicable as the case studied are two public organizations merging because of a 

government decision which means that the prelude phase was skipped.  

 

This leads to the merger process theory starting in the second phase with negotiations. The 

employees of the pre-merger Region Västerbotten felt like their needs were being considered 
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but when it came to the change of control step they felt their needs had not been taken into 

account. All of this has led to a troubled fifth phase in merger theory where the organizations 

are supposed to synergize and begin to harvest the benefits of the merger.  

 

As a governmental merger in Denmark and previously in Sweden has proved very successful 

(Gustafsson, 1980; Økonomi‐ og Indenrigsministeriet, 2013) the goal of the merger could be 

thought to be that the synergistic effects would be apparent.  

 

As the interviewees have been clear to point out they have felt no benefits from the merger it 

should be concluded that from their point of view there are no synergy between the 

organizations at all but instead it appears the organizations and incompatible. The organizations 

are aimed towards different target groups with the old landstinget (VLL) being aimed towards 

healthcare and has to take all the rules and regulations around that into account. On the opposite 

end of the spectrum is the pre-merger Region Västerbotten which had the goal of regional 

development and as such has openness and communication with the general public as a high 

priority. 

 

Forcing these two organizations to use the same ruleset and software infrastructure has caused 

complaints and loss of efficiency as gathered from the interviews with interviewees 

complaining about spending more time on administrative tasks and having less time to work 

with their core goals. 

 

As major changes within organizations have a very high failure rate (Beer & Nohria, 2000, p. 

88; Burnes, 2005, p.73) and mergers should be counted as a major change it appears that the 

merger has been a failure from the researcher’s perspective with the organizations gaining no 

synergistic effects but instead harming the efficiency of the smaller organization. As the larger 

organization has not been examined closely with interviews one cannot draw any solid 

conclusions about the effect on the larger organization from this merger but instead the 

researchers can only go on the word of the smaller organizations interview subjects. In their 

opinion the larger organization has been subject to extra work and interruptions because of 

problems with systems, while the researchers can conclude that the smaller organization’s 

efficiency has been impacted negatively it can only be vaguely hinted that the larger 

organizations has suffered the same effect. 

 

It should however be brought up as a reminder that the interviewed subjects are only from the 

smaller organization as  employees from VLL were unavailable or declined to be interviewed. 

As such the analysis and discussion are based on the smaller organization’s experiences and 

opinions of the merger. However as the smaller organization got none of their requests through 

and were forced into the systems and rules of VLL the employees of VLL likely didn’t notice 

much as interviewee three mentions that 

 

However, the employees did not feel like their voices were heard when giving feedback upon 

the given information. One example of this is that the employment contracts have considerably 

worsened for the employees (VLL). The changes in employment terms and the problems with 

technology in the merger has caused frustrations and with no remedies in sight the researchers 

question if these issues will be allowed to fester and grow until it causes noticeable issues in 

the workplace. 
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Touching upon how these decisions to conduct mergers of government organizations and 

moving branches from cities and regions are taken in a centralized place of political power with 

little reflection over how it will impact the regions that lose these organizations it must be 

mentioned that people have started to recoil. A recent example of this is the proposed move of 

the only office from Skatteverket in the inlands of Västerbotten which was demonstrated 

against and eventually changed (SVT, 2016). This example serves as a reminder of how 

political decisions can be considered thought through from one side but poses disaster for the 

other side. 

 

Looking at the adherence to the employee’s needs it can be seen that their needs have largely 

been ignored in the merger. This comes from the fact that in many situations the employees 

have gotten worse working conditions and their jobs have become more administrative leading 

to the employees doing administrative duties instead of their actual jobs of regional 

development. Having the employees lose freedom and benefits can also be seen as a disregard 

for the employee needs and in the end has made the employees less motivated and the employer 

has in extension become a less attractive employer. 

  

In the light of post-merger information and organizational follow up it can also be seen that the 

employees of Region Västerbotten feel left behind after the merger. Especially so when it 

comes to the flow of information. They have gotten no information regarding any evaluations 

of how the merger has gone and the information given to them when they’ve asked about IT 

problems has been disappointing, this is according to the picture painted by the interviewed 

employees. 

 

In the eyes of the researchers this merger has not reached the potential it had and the only 

positive aspect that the researchers can identify the organization’s that merged when looking 

at how it has gone is the idea that they can share some underlying services not directly affecting 

their work. Examples of these services would be the salary department and some management 

groups where more cooperation and understanding between for example the Region 

Västerbotten group for regional development in health and the healthcare could be beneficial. 

Looking at a more grand scale of the organizations, it appears from an outside perspective that 

there are little benefits to conducting this merger. The organizations are too different and aimed 

at different target groups to be able to work within the same ruleset. 

6.4. Change Resistance 

When discussing the empirical results of the research it becomes apparent that the employees 

of the smaller organization (the pre-merger Region Västerbotten) are not fully satisfied with 

how the merger has been handled and how their employment terms have changed. Still no one 

expressed active change resistance in the shape defined by Stanley et al., (2008) and Hultman 

(2006) where the employees actively try to counteract their new employer organization. The 

change resistance instead show displays of venting their frustration with the new organizations 

and the merger openly to their colleagues. 

 

While it must be seen as a good sign that there was no active resistance, the information that 

employees frequently vented their frustration over the new organization must also be seen as a 

worrying sign for the future. Will their frustration subside or will it remain and fester into an 

active change resistance over the years? The open venting of frustration gets even more serious 
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when one considers that the employees openly badmouth their own organization as they do not 

fully feel a part of it after the merger. 

 

Aligning the identities of the merged organizations should be a priority to increase coherence 

within an organization as the fifth step in the merger process by Mcgrath (2011). Having 

employees openly venting frustration showcases that the integration process and the fifth step 

of a merger has not gone through correctly. As a big part of the fifth step in a merger is focused 

on reaping the benefits of a merger through synergy effects the integration and coherence of 

staff is crucial. While this organizational merger doesn’t consist of two manufacturing firms 

merging to help their supply chain, it still involves two organizations that are dependent on 

each other’s work to improve. Failing to have staff invested in the organization and its goals is 

the reason why major changes have a failure rate of roughly 80% (Beer & Nohria, 2000, p. 88; 

Burnes, 2005, p.73). Given the opinions on employment terms, contracts and the general 

treatment the employees of the pre-merger Region Västerbotten felt the have been subjected to 

it shouldn’t be seen as a surprise to have them display some resistance as all changes bring 

resistance (Bailey & Raelin, 2015, p. 125; Davidson, 2002, p. 21; Maurer, 1996, p. 56). 

 

The change resistance highlights the importance of steps to undertake for the new post-merger 

organizations to attempt mitigating the change resistance (Bradutanu, 2015). As the steps start 

out with communication and allowing employees to give feedback this builds into the lack of 

post-merger organizational follow up that the employees feel they are missing. Taking this step 

and explaining the decisions and letting the employees voice their opinions and attempting to 

reach a common ground could go a long way towards mitigating the change resistance shown 

(Bradutanu, 2015). 

 

Another example of issues that might develop into further resistance is that the employees are 

worried that the new routines and systems they have to work with take up more time and makes 

their daily work less efficient. The time spent using the new tools and routines could negatively 

impact their intended work of developing the region. Furthermore, it was clear to the 

researchers that the subjects had a genuine interest in their jobs and developing their respective 

areas. With the respondents feeling worried that administrative burdens would consume more 

of their time there is a risk of lowered job satisfaction leading to employees moving on to jobs 

that can better satisfy them. The impact that this larger administrative burden can have on the 

development of the region, should not be disregarded since budgets are finite. Therefore, 

adding more time to administrative tasks inevitably takes time and money from other core 

activities. With Västerbotten as a region being geographically very large and employees 

needing to travel all costs matters. 

 

In 5.3.2 the employee’s frustration with the merger and how they have been treated is 

highlighted. The feelings of frustration and dismissal has lead to the above discussed venting 

of their frustration to coworkers and the risk that the employees feel unsatisfied in their jobs. 

Both of these things should not be taken lightly as they both breed change resistance (Prediscan 

et al., 2013.) and can lead to employees starting to show active change resistance.  As this is 

an alarming sign the newly formed organization should take care to mitigate this resistance 

while it is still at a small scale. The researchers believe that with more active interaction with 

the employees of the previous smaller organization that worked with regional development the 

resistance can be counteracted and some benefits from the merger can begin to be harvested. 

As healthcare is not a local question but a regional question the development and furthering of 
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healthcare and healthcare technologies should be able to cooperate with the regional 

development. As Västerbotten as a region suffers from great distances and many smaller 

municipalities and cities the challenges to keep healthcare up to the same standard at all places 

while managing costs is a challenge that will require the combination of many great mind and 

new solutions to problems.  

  

6.6. Summary 

Looking at the different areas examined by the researchers it is the opinion of the researches 

that there is much work to do with the merger to reap any benefits from it. As employees 

interviewed show signs of slight change resistance and display frustration and feelings of being 

ignored in the merger the need to look upon each of the examined areas is clear. As there are 

theoretical benefits that have not been realized but that can be seen by the researchers it should 

be in the interest of the new organization to capture these theoretical benefits. These benefits 

include a closer cooperation with the regional development and the healthcare part of the 

organization with the idea of incorporation more information technology in the organizations 

to help mitigate the costs of great distances and the need to keep healthcare and access to 

healthcare on the same level for everyone. A theoretical usage would be the use of web cameras 

to communicate with patients that live in smaller villages and cities from a distance as opposed 

to a medical professional having to visit the patients or the patient coming to a medical 

professional in a larger city. Having the different parts of the new organization share 

administrative departments should also help cut costs  

 

To finish off the discussion the authors would like to discuss what in their opinion should be 

studied further and what the author would have aimed to do with more time. As the interviewed 

subjects consists of four people employed by the pre-merger Region Västerbotten on different 

levels of management, the obvious addition would be more subjects and a chance for the larger 

VLL to answer complaints and opinions. The authors would also elect to contact the political 

leadership to gather their opinion on how they feel the merger has progressed and what could 

be improved. As this merger is a result of a political decision having their opinion on it and the 

different facets of the merger could be interesting as they were the ones to initiate the merger 

although they do not work directly in the organization with day to day activities and functions. 

Having people from the larger organization (VLL) would also add to the dynamic with them 

having less technological and administrative changes and it would be interesting to see if they 

had even noticed the merger as the interview subjects in this thesis suggested that the VLL 

employees most likely had no idea of their new colleagues and the merger other than the change 

of name for their organization. 
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7. Conclusion 
This chapter will outline the conclusions found from the findings and discussion chapters. The 

limitations of the study will also be introduced, as well as discussed as well the future 

recommendations for Region Västerbotten. Furthermore, the research question will be 

answered, and the research aim will be considered. 

 

The concluding remarks of this thesis is that the merger is still a very much ongoing process 

even five months after the official merger finalization date. This highlights the complexities of 

mergers and how common it is to encounter problems and integration failures. This complexity 

is heightened by the fact that the merger deals with organizations of very different sizes and 

the areas in which they work are loosely connected with regional development and general 

public healthcare being very different while simultaneously connected.  

 

One of the goals of this thesis was to offer insight into how government mergers are conducted 

and how the changes and change resistance impacts the employees in a large organization 

merging. The authors feel that this thesis does offer insight as it highlights the theoretical 

process of a merger and compares it to the experience of the employees within the smaller pre-

merger Region Västerbotten and how this merger has been conducted. As governmental 

mergers are becoming more common having organizations learn from previous situations and 

try to improve their merger process accordingly benefits everyone and this thesis should help 

in that analysis.   

 

7.1. Answering the research question 

After thorough discussion of the findings and comparison of previous research, the authors’ 

believe that the research question: How has the merger of Region Västerbotten and 

Västerbottens Läns Landsting impacted the employees of Region Västerbotten from a change 

resistance, communication and merger theory perspective? Has been answered.  

The short and sweet answer is simply that the merger of Region Västerbotten and Västerbottens 

Läns Landsting has negatively impacted the employees of Region Västerbotten. The negative 

impacts that are spoken of are a lack of transparency throughout the merger, as well as reduced 

perks and benefits in the new employment contract. Another major negative impact that the 

merger has had is the enforcing of previously unused systems and routines which has caused 

issues and negatively impacted the efficiency at which the employees at Region Västerbotten 

can operate. These factors have all led to passive change resistance among the employees. 

The combination of these negative factors has led to a form of passive change resistance among 

the employees. According to the researchers the negative sentiments towards the mergers and 

their venting of frustration could be seen as passive change resistance. The employees display 

a form of resistance when they vent to each other which could be seen as active, the way and 

degree that they vent leans more towards a passive resistance. 

Looking at the communication aspect of the research question the researchers deem the 

communication in the merger to be unsatisfactory from where the employees felt the 

information provided to them was poor which negatively affected their motivation and 

acceptance of the merger. 
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7.2. Implications 

As this is a qualitative study, there are a number of implications that should be considered when 

reading through this paper.  As such, the authors have chosen to discuss the practical, 

theoretical, and societal implications of this study. These topics were chosen in order to provide 

a detailed, and deeper insight into the outcomes of the study and the value provided by the 

research. 

7.2.1. Practical Implications 

The foremost practical implication of this thesis is for Region Västerbotten. The results of this 

thesis can greatly help Region Västerbotten manage the smaller pre-merger organizations and 

help incorporate them into the larger new entity Region Västerbotten. By doing so Region 

Västerbotten could greatly improve the efficiency of their employees, as well, as include them 

into the organizational identity. This would further provide Region Västerbotten with practical 

value, which is in line with social identity theory and change resistance.  

 

The second practical implication practitioners and proponents of large changes or mergers 

within government organizations. As this is something that is becoming more common with 

apparent examples in other Nordic countries. With increased amounts of governmental mergers 

the insight into what was done correctly, what was done incorrectly and implications of the 

mergers could be changed to better satisfy employees and keep their interests aligned with the 

organization's interests post-merger. The benefits of properly conducting mergers in a way that 

satisfies both employee and organizational interests, should be a top priority for change agents, 

decision-makers, and policy-makers. As governmental mergers are initiated by a political 

decision, ensuring that these decision-makers are aware of the implications of well aligned 

employee and organizational goals should also be a mission of the change agent to help support 

and improve their decision. The change resistance implications should also be considered, since 

it becomes clear in the findings section that employees do not consider the merger a good thing 

with everyone echoing the sentiment that nothing has improved and things have only gotten 

worse for them. This cannot be considered a healthy base to build the organizations’ common 

goals for the future. Therefore, avoiding effects such as these should be a priority for change 

agents within government mergers. 

 

A practical suggestion of something that the change agents should do after governmental 

mergers is give the employees a chance to evaluate the merger process and listen to employee 

suggestions regarding the workplace. Employees see things differently than change agents and 

managers and can thus offer unique insight that can improve processes and routines. Which 

can in turn improve their work efficiency and add to the value which Region Västerbotten is 

designed to provide. 

 

7.2.2 Theoretical Implications 

When it comes to theoretical contributions this study adds to the field of intragovernmental 

mergers which according to Bringeselius (2010) is underdeveloped, and therefore needs further 

exploration. Thus the study of contextual organizations in a governmental mergers matter 

greatly. Since the goal of this case study is to explore how the merger has impacted the 
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employees much of the effort has been spent on investigating how the employees have actually 

been affected in their work life by the aforementioned merger. The idea that context matters 

has always been in the back of the researchers mind and as the employees feel that they have 

been run over in the merger it can add a base for future research in intragovernmental mergers. 

 

The deep semi-structured interviews also provided evidence that there is a need for further 

research into governmental mergers. Specifically to research situations where employees feel 

bogged down by new systems and routines, and how this can impact their motivation and 

satisfaction from the work they do. As mergers within governments accompanied with cost 

cutting methods become more common this could eventually prove to be a problem. Since the 

motivations of public servants differ from those in private sectors these cost cutting methods 

might make them feel that they are able to do less good and negatively impact their motivation 

and drive. 

 

One major theoretical implication of this study is how it compares to previous research. A fairly 

relevant comparison can be made with Bringselius (2010) work. In Bringselius (2010) study 

she studies the symptoms of change resistance in the public sector. While her study is focused 

on change resistance and not change resistance in a government merger, it can still be deemed 

relevant to the topics of this thesis. The findings of Bringselius (2010) indicate that there is 

more vertical resistance to change, i.e. the employees show reluctance towards their managers 

that are implementing the changes. The main complaint found among the research participants 

in Bringselius (2010) study was that they felt like they were cogs of a machine and not people, 

i.e. they needed to be properly motivated and included in the decision-making process. The 

findings of this thesis seem to indicate the same trend, in this case it manifests itself as the 

employees and managers feeling left out and yet the issues stem from the same cause. Which 

is that there is a lack of motivation, and the employees are excluded from the decision-making 

process.  

 

Lastly this thesis also builds upon the merger and change resistance theory areas of research 

with the notion that no matter how well and on board your employees seem in the pre-merger 

stages you cannot leave them without information when the merger has been conducted. There 

is a clear need for follow-up discussion and feedback. The employees need to be kept informed 

and have their questions and suggestions listened to. As quoted by Michelman (2007, p. 3)  

“One of the biggest mistakes change leaders can make is to assume that resistance is without 

merit” change leaders need to listen to the employees and involve their opinions in the process 

to ensure the that the employees stay committed to the change intended by the organization. 

Continuing on this train of thought one could pose the theoretical question of how one can best 

keep employees on board with your suggestions while also making the necessary changes. 
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7.2.3. Societal Implications 

The societal implications of this thesis comes in the form of raising awareness for political 

decision makers and change agents within governmental organizations regarding the need for 

properly executed mergers and change programs. As it currently stands many changes to large 

government organizations are done by a centralized political power which fail to see the 

consequences of their proposed or mandated changes. Especially the consequences of said 

changes on employees and the region surrounding these organizations. Examples of previous 

political decisions that have not panned out and has had the public voice their concerns and 

force a change has been discussed previously in the previous discussion. Combining the ideas 

that the general public and employees might not like these changes that were conceptualized 

far removed from their cities or places of employment. This thesis might help showcase that 

decisions like these need to take the people it affects into close consideration as well before 

enforcing a political decision. 

 

Furthermore, if Region Västerbotten takes to heart what is suggested here, and acts upon it. 

Then the interviewees and the research participants may notice an improvement of the issues 

brought up in the study. These improvements as outlined in the findings and discussion chapter, 

should preferably be considered and implemented as soon as possible in order to inhibit the 

development of change resistance. 

 

7.3. Limitations 

The first major limitation that must be considered is the time limit set on this thesis. As the 

thesis is done during one semester, including the inception of an idea or a subject, the 

theoretical framework and in-depth interviews with subjects, conditions and quality would be 

greatly improved with more time.  As the original plan was to interview subjects from both the 

pre-merger Region Västerbotten and people from Västerbottens Läns Landsting (VLL) and 

compare the subject’s responses to see how both organizations feel the merger has gone. This 

plan proved impossible to follow through upon as VLL either didn’t respond to interview 

requests at all or stopped responding after interviews had been planned. While it can only be 

speculated upon why the VLL counterparts have been so hard to reach and interview. It has 

impacted the work and therefore the results as well. It also has to be noted that while the 

interviews paint a very similar picture the sample consists of only four subjects in an 

organization of hundreds. As such, their opinions, and views, might not be representative of 

the entirety of pre-merger Region Västerbotten. 

 

Another limitation is the low amount of research participants. Although, the researchers feel 

that they offer a good representation of the population within pre-merger Region Västerbotten 

and have discussed, and justified this in the methodology section. Continuing on this limitation 

is however the fact that this research is a case study and it involves a single case in a unique 

context in a fixed position in time. As one of the ideas about government mergers is that context 

matters. Only investigating one case study is thus per definition a limiting factor as it involves 

one context. It would be preferable to have further research into similar cases, given more time 

and resources this would even be feasible since there are currently more similar mergers (both 

planned and ongoing) in Sweden. 
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7.4. Contributions to prior research. 

Since the findings of this thesis shows different manifestations of change resistance compared 

to Bringselius (2010) study. In this study there is more passive change resistance where the 

employees are left feeling insecure and out of the loop. The results of Bringselius (2010) study 

indicate that there is more active change resistance. However, the issues presented in both this 

study and in Bringselius (2010) study seem to stem from the same underlying problem. This 

problem can be identified as the lack of communication between change agents and the 

employees, as well as employees being left out of the loop. This is clearly in line with social 

identity theory as well as the merger process (McGrath, 2011). It would appear that while the 

change resistance in this particular study is much more muted compared to Bringselius’ (2010). 

One could interpret Bringselius (2010) study as an indicator of how the change resistance in 

Region Västerbotten may develop if left unattended.  

 

As such one can argue that the findings in the study conducted in this thesis contributes to prior 

research by emphasizing the role of change resistance and how minor change resistance can 

lead to more significant change resistance in intragovernmental organizational mergers. This 

further strengthens the theory behind change resistance and merger theory, as well social 

identity theory and stakeholder theory (both of which are closely related to change resistance 

theory) by providing real life validity to them. The findings of this study correlate almost 

perfectly with the theory and the merger process outlined by McGrath (2011). 
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7.5. Future recommendations 

The future recommendation for Region Västerbotten is to help facilitate the new employees 

and sections that are now a part of Region Västerbotten.  Some of the interviewees clearly 

stated that more time should have been given to the merger, and that the organization should 

have been more transparent. As such the authors would strongly recommend Region 

Västerbotten to be more transparent in their actions and justify the changes imposed in the 

organization. The second and perhaps more important step would be to align the identities of 

the different organizations that now compose Region Västerbotten. Doing so would greatly 

decrease the passive change resistance, as well as complete the fifth step of the merger process 

as outlined by McGrath (2011). Another highly impactful measure that Region Västerbotten 

can take is to actually listen to the feedback they are receiving from their employees. By at the 

very least ensuring that the employees feel that their voices are being heard, it would greatly 

diminish the current passive change resistance. While these recommendations seem practical 

in nature, they are each based upon the theories and mostly focused on McGrath’s (2011) 

merger process.  
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Figures 

  
Figure 1. Graphical illustration of chapter 3.1.4 based on work by McGrath 2011. 
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Figure 2. Active and Passive Resistance. (Hultman, 2006) 
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Figure 3. A summary of the chosen philosophical perspectives. 
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Interview guide 

Table 1. Interview guide 
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