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1 INTRODUCTION
1.1 Background

Today’s business environment is rapidly changing. Thus, the ability to react to new emerg-
ing trends is important to any organization because, without change, businesses would lose
their competitive advantage and their ability to meet the needs of their clients. So, a com-
pany that wishes to succeed must first learn to lead and manage change. (smallbusi-

ness.chron.com 2017.)

The main trend in business during recent years has been that offline is moving more and
more towards online activities. Especially in Case Company’s case, offline productions such
as print, and Point of Sale are not considered to be core anymore and are moving towards
being complementary to the online activities. These online activities include, for example,

creative and studio services and Case Company’s ERP-system. (Interviewee 1 2021a.)

Due to the COVID-19 pandemic, digitalization has progressed even faster, as was found
out in the macro economic analysis in the report written for Case Company (Santasalo,
2020). This, coupled together with the fact that the customers have higher demands for
Case Company to be able to provide these services, has led to Case Company having to
reconfigure their strategic goals to meet the requirements of the changed business environ-

ment (Interviewee 1 2021a).

Case Company’s new strategy and its strategic goals focus on increasing its creative ser-
vices capabilities. Also, Case Company’s future goal is to be a tier 2 supplier (Interviewee
1 2021a) Which, in this case means that it would instead of being a strategic agency, be
more focused on picking up a concept and design and move them into production (Liegl
2020).

Along with the new strategy, Case Company, which is an operational controlled organization
that has in the past acted mostly reactively to customer’s requests, wishes to transform into
a more proactive organization. This is because Case Company has identified that they need

to think ahead of its clients to deal with the changes in the market. (Interviewee 1 2021a.)

To reach this strategic goal, Case Company has hired new staff especially for their Creative
Services with relevant backgrounds. These include Art Directors and Senior Designers.
Currently, they are also looking for a Creative Account Director who can work in cooperation
with Case Company’s key accounts. This means that the changes in Case Company’s strat-
egy most heavily impacts its account department as most its employees’ backgrounds are

not in agency, but instead in production services and print. (Interviewee 1 2021a.)



This has raised a need for change management, which means creating change within an
organization by affecting the way the individuals within it think and act. The goal of change
management is to improve the business implementing it in some manner, for example, by

reshaping the strategy as in Case Company’s case. (Prosci 2021b.)
1.2 Thesis Structure

The thesis is divided into four parts. The first part of the thesis covers the background for
research as well as the research questions and methods. Furthermore, the limitations to the

research question will be discussed in this section.

The second part of the thesis is set to create an overview of the literature framework used
in the thesis. This means going through the analysis methods such as McKinsey’s 7s anal-
ysis and the VRIO framework as well as Kotter's 8-step model, ADKAR model and

Mintzberg’s theory on management.

The third part of the thesis is the empirical part where the case company’s current situation
will be analyzed through McKinsey’s 7s analysis and then compared to the desired future
situation. Additionally, the resources possessed by the case company will be analyzed
through the use of the VRIO framework. Furthermore, within this section the case com-
pany’s account teams are fit into the Kotter’s 8-step model to better understand their situa-
tion. These analyses use the interviews with a director from the case company as the base

for their data.

In the final part of the thesis the author gives recommendations for the case company based
on the data gathered in the previous section as well as uses deductive approach to use the
pre-existing data to create viable recommendations on what the case company should do
with their account teams to make sure they are able to follow their strategic changes. Finally,
this section analyzes the reliability and validity of the study, provides further research sug-

gestions, and concludes the study, ending the research in the fourth part.
1.3 Objective and Delimitations

The aim of this thesis is to help Case Company analyze the current state their company is
in through various internal analysis methods, such as McKinsey’s 7s and VRIO analysis.
This will then be backed up with Kotter's 8 step model of change, ADKAR model, and
Mintzberg’'s theory of management. This aims to create an understanding of the current
state of the company and to find out what changes Case Company needs to do to reach

their strategic goals. This leads to the objective of the thesis being to find out what Case



Company can do to make sure that the account teams are able to follow the new creative

services focused strategic changes.
The research question of the thesis is the following:

“What does APS Group Bv need to do from an organizational perspective to make sure the

new strategy is being followed and adopted by the account teams?”

The thesis sets on answering the research question from the perspective of the employees,
with the focus being, as mentioned before, on the account management teams. This is
because they are going to be the ones that will be affected the most due to a large portion
of their employee’s backgrounds being in print and manufacturing instead of agency ser-

vices (Interviewee 1 2021a).

In addition to the main research question, there are two sub-questions that are used to help

answer the main research question. These are:

“How does APS Group Bv’s current organizational situation compare to the desired future

situation?”

“What resource-based sources of competitive advantage does APS Group Bv have availa-

ble?”

As a research result, this thesis creates a list of recommendations on how to make sure the
account teams can follow Case Company’s strategic changes based on Kotter's 8-step
model and Hiatt's ADKAR model. Additionally, the analyses on Case Company’s current
situation and available resources will be used to provide more accurate recommendations
for the case company. Furthermore, the thesis creates two lists of key questions, first of
which Case Company can use as help in managing team composition and the second to

track the change process.

The research is delimited to creating an overview and understanding of Case Company’s
current state and finding out what they need to do to their account teams to reach their
strategic goals. This is done by using existing theory and analysis methods available. Also,
the thesis focuses only on the employee’s perspective of organizational operations, more
specifically on the account teams. Thus, it will not analyze how a company should lead their

change initiative on a larger level within the organization.



1.4 Research Methodology and Theoretical Framework

This thesis applies qualitative research methodology, which is a method of scientific re-
search. It seeks to understand the quality, properties, and meanings of an object holistically.

(Jyvaskylan yliopisto 2015a.)

The main method of gathering data is secondary research, meaning that data and theories
used in this thesis, will be gathered from pre-existing sources (Jyvaskylan yliopisto 2015b).
To back the secondary research and to ensure the viability of the data addressed in this
thesis, primary sources such as interviews with a director in Case Company are used to
gain a better understanding of Case Company’s current situation and its future strategic

goals.

The data that has been gathered in the thesis will then be analyzed through means of de-
ductive approach. This means that the findings made in the research will be tested based
on existing theory and then will be put into practice. In other words, the idea is to reason

from the general to the particular. (Business Research Methodology 2021.)

Figure 1 illustrates the application process of the deductive approach.

Observation/

Figure 1. Application Process of the Deductive Approach (Business Research Methodology
2021)

Test

As can be seen from the Figure 1, the deductive approach starts with defining which theo-
ries will be based on the research. A hypothesis will then be formulated based on the exist-
ing theory. This hypothesis then will be observed or tested against data available, creating
an outcome that is examinable to the author. This theory can then be modified in case the

hypothesis is not confirmed. (Business Research Methodology 2021.)



Since this thesis aims to analyze the Case Company’s internal situation and provide them
solutions on what they can do from an organizational perspective to make sure the strategy
is being followed and adapted by the account teams. The thesis utilizes a McKinsey’s 7s
analysis backed by a VRIO analysis to understand the internal factors affecting Case Com-
pany’s strategic changes. These findings will then be reflected on existing theories such as
Kotter’s 8-step process for leading change, ADKAR model, and Mintzberg’s theory on man-
agement. These are then used to provide recommendations for Case Company and an

answer to the thesis’s research question.
To summarize, this thesis uses the following books and articles as the base for its theory:

1. McKinsey & Company. 1.3.2008. Enduring ldeas: The 7-S Framework. McKinsey
Quarterly

2. Vuorinen, T. 2013. Strategiakirja — 20 tydkalua
3. Kotter, J. 2012. Leading Change

4. Hiatt, J. 2006. ADKAR: A Model for Change in Business, Government and our Com-

munity

5. Mintzberg, H. 1989. Mintzberg on management: Inside the Strange World of our

Organizations

These books and articles have been chosen as the thesis’ theoretical base because they
provide an extensive review to the models and analyses used in the thesis. Additionally, the
books and articles used in the theoretical base are the most up to date versions available
to the author. Furthermore, as the models used in the thesis, such as 7s framework and
Mintzberg’'s model of management have remained unchanged over the decades, the author

has decided to include them into the theoretical base.

McKinsey & Company’s article is about the 7s analysis and its parts. Vuorinen, in his book,
discusses the various strategies companies can use to implement change. One of which is
the VRIO analysis used in the thesis. Kotter's book Leading Change discusses the 8-step
process for leading change. Furthermore, Hiatt J's, ADKAR model will be used back the 8-
step model and to build a deeper understanding of the elements that successful change
requires. Finally, Mintzberg’s book introduced the Mintzberg’s model of management,

which’s theory is used in writing recommendations for the case company.



2 ORGANIZATIONAL EFFECTIVENESS
2.1 McKinsey’s 7s Analysis

One of the most traditional frameworks of analyzing how well a company has been posi-
tioned to be able to reach its strategic goals is the McKinsey’s 7s analysis framework. It was
developed in 1970’s by two consultants of the McKinsey & Company. The model creates
an overview of seven key elements that a company needs to align to be able to become
and/or remain successful. (Mindtools 2021b.) The seven key elements of the 7s framework
are: Structure, Strategy, System, Superordinate Goals (known as Shared Values in the con-
temporary version), Skills, Style, and Staff. The McKinsey’s 7s framework also emphasizes
coordination over structure in organizational effectiveness (Waterman, Peters, Phillips
1980, 18, McKinsey & Company 2008).

Figure 2 shows these elements and their interconnectedness.

Structure
Strategy / Systems
Superordinate
Goals
Style

[~

Figure 2. Original 7s framework (Waterman, Peters, Phillips 1980, 17)



2.2 Elements

These seven elements are then further divided into hard and soft elements. The hard ele-
ments are Strategy, Structure and Systems, while the soft elements are Shared Values,
Skills, Style, and Staff. Hard elements are usually the ones that can be identified by the
management with relative ease, but when it comes to the soft elements it is not as simple.
This is because the soft elements are usually less tangible and harder to identify. They are
also usually more influenced by the company’s culture. (Mindtools 2020b) More information

on what these elements consist of can be found in the following Table 1.

Strategy Structure Sustems

Al the procedures: the commparny
Lzes to keep itz business going.
Thesze include, For exarmple, ERP-
susterns uzed, email susterns,
training systerns and accounting
and budgeting procedures.

Haow the organization plans ko
reach itz goals and how to build
and raintain itz cormnpetitive
advantage. Alzo, strategu tells how
the organization plans to improve
itz pozition in the rarket.

The organizational structure of the
comparny. Eq. Who reportz to
whiorm and how the various
departrenz are structured within
the organization.

Shared ¥alues

The core values and the
Fundarmental ideas the organization
iz built upon. Used ko create
rmeanings for people.

Stule StafF Skills
sl vl 5 Iemalswslim & all of the emplnyeesl, including Actual s.kills, zkillzetz and
s Ale s ueks e mum thg!r_ demngraphlcs and competencies of the emplovees.
e e e g capabilities. &lzo, involves s_u:uFter Irju_:l_udes the ernplovees _
a2l & e g | el A elements_ su_n:h az morale, -_attltude, capabilities to adopt new strategic
: rnativation and behavior, approaches.

Table 1. Various Elements of the 7s Framework (Based on and modified from Waterman,
Peters, Phillips 1980, 19-25)

Strategy

At its simplest, strategy means how the organization plans on reaching competitive ad-

vantage and how its available to adapt to change (McKinsey & Company 2008). Strategy



analysis also includes research on the competitive pressure, customer demands and envi-

ronmental issues (Mindtools 2021b).
Structure

Traditionally structure in 7s’s context meant analyzing authority relations (McKinsey & Com-
pany 2008). However, in the contemporary version of the 7s analysis its focus has shifted
towards analyzing the way the departments and teams are structured. Also, the structure
also contains analysis on the lines of communication of the organization, how the decision
making is done and how the team members organize and align themselves. (Mindtools
2021b.)

Systems

Systems covers all the process within the organization. These can, for example, be human
relations, risk management and technical processes such as ERP systems. The basic idea
is to analyze the way the work is done within the organization (McKinsey & Company 2008).
Additionally, systems analyze where the system controls are and how they are monitored
and evaluated as well as if there are any internal rules to keep them in place and to keep
the teams on track (Mindtools 2021b).

Shared Values

Shared values element is aimed to analyze what the organization is trying to achieve with
the emphasis on the softer elements. This entails what the organization is trying to achieve,
its social missions and their effects on the organization’s reputation (McKinsey & Company
2008). Additionally, it contains the general work ethic of the organization and how the cul-

tural elements reflect the organizations core values (Mindtools 2021b).
Style

Style can also be considered to mean culture and the informal rules of conduct; thus, it is
hard to diagnose (McKinsey & Company 2008). It also means the style of the organization’s

leadership, team structure and the general behavior of its employees (Mindtools 2021b).
Staff

The staff section analyzes the demographics of the staff members as well as their intrinsic
talents. It also contains analysis on the staff skill diversity (McKinsey & Company 2008).
Additionally, the analysis of the monitoring and assessment of the staff’s skills belongs in
this element (Mindtools 2021b).



Skills

This section analyzes the institutional and individual skills of the staff members. This in-
cludes the analysis of, for example, skill acquisition strategies and outsourcing capabilities
(McKinsey & Company 2008). Furthermore, analysis on the positions and specializations

that are represented within the teams belong in this section (Mindtools 2021b).
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3 RESOURCE ANALYSIS
3.1 VRIO Analysis

The VRIO analysis’ framework was developed by Jay B. Barney in 1995. The idea behind
it is to seek competitive advantage through resource development, not by market position-
ing. (Vuorinen 2013, 150-157.)

VRIO framework is built on resource-based thinking, which in essence, is founded on the
thought that the performance differences of companies are determined by resources, not
by the specificities of the industry or any temporary distortions of the competition. Addition-
ally, creating a sustained competitive advantage depends on how well the company is able
to exploit its unique resources and capabilities in its business environment. (Barney 1995,
49-60.) In VRIO’s context, resources cover all possible factors of production, such as ma-
chinery, staff skills, patents, information systems and even corporate culture (Vuorinen
2013, 150).

3.2 Resources in VRIO Framework

Using the VRIO framework requires the organization utilizing it to be able to broadly analyze
its resources. According to Vuorinen in his book Strategiakirja — 20 tyokalua (152), this

means categorizing the organizations resources in the following way:

1. Valuable resource — based on the ability to lower costs and to increase profit. Re-
source cannot be deemed valuable unless it brings added value to the customer’s

process.
2. Rare resource — these are resources that can be acquired by only a few companies.

3. Costly to imitate — these are resources that the competitors cannot imitate, buy, or
substitute. For example, an effective R&D team or knowledge in supply chain man-

agement.

4. Organization — means that the company that is exploiting its resources is organized
in a way that it can take advantage of their resources and use them to create added

value.

For better understanding of how these resources work within the VRIO framework, see the

following Figure 3.
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Is the resource
or cabality...

Yes Yes Yes
Valuable? . Rare? Costly to .
imitate? \\‘ Is the company...
Organized to Yes
N No l No J' capture value?
o o Temporary
Competitive Competitive W No
Disadvantage Parity Competitive
Advantage

Temporary
Competitive
Advantage

Figure 3. Resources Within VRIO Framework (Adapted and modified from Rothaermel
2013, 91)

As shown in the Figure 4, by using the VRIO framework, the organization can identify valu-
able resources that they can exploit to create a sustainable competitive advantage and to
pursue their desired strategic goals. When VRIO framework is used, it is important to re-
member that the resources can only be considered valuable if they can lower the operating
costs and/or increase profits when compared to a situation where the organization is oper-
ating without said resources. When rarity is concerned, a resource is rare when competitors
in general do not have access to it. Additionally, for a resource to be costly to imitate, it
needs to be complex and connected to the organization in multiple ways. Finally, for a com-
pany to be organized to capture its value, it needs to be able to exploit it in its operations,

for example, by lowering costs or increasing profits. (Vuorinen 2013, 150-157.)
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4 CHANGE MANAGEMENT MODELS
4.1 What is Change Management?

Change management is the process, tools, and techniques to manage the people side of

change to achieve the required business outcome. (Prosci 2021b.)

In the Prosci’s article “Definition of Change Management” there are two aspects of change
management: project management and change management. Project management aims
to change the organization by applying a technical approach, when change management
focuses on the people side of things. Both, however, are aimed to move the organization to

the futures desired state by, for example, increasing efficiency. (Prosci 2021a.)

The key to successful change management is to focus on the people within the organiza-
tion. This means, supporting and guiding each individual within the organization that are
impacted by the change. In practice, this means that the persons running the change initi-
ative need to make sure that the people that are needed to participate the change make the
required adjustments to their day-to-day tasks. Thus, enabling the organization to reach its

desired goals. (Prosci 2021a.)
4.2 Kotter’'s 8-Step Model of Change

Kotter's 8 step model of change is a multi-step change management model developed by
John Kotter in 1995. The idea behind it is that the process of change within an organization
can be divided into 8 steps that need to be followed and completed in right order to ensure
successful change management (Kotter 2012, 22). These steps are illustrated in the follow-
ing Figure 4.

1. Create Urgency

2. Form a Powerful Coalition

3. Create a Vision for Change

4. Communicate the Vision
5. Remove Obstacles
6. Create Short-Term Wins
7. Build on the Change
N 8. Make the Changes Stick

Figure 4. 8-Step Model (Adapted from Kotter 2012, 23)
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Create Urgency

The first step of the process of change is to create a sense of urgency within the organiza-
tion. (Kotter 1996, 21) This is done to build the required motivation to get the change started.
This step can include processes such as identifying potential threats and developing sce-
narios accordingly. Also examining the opportunities that can be exploited and starting
discussion about what needs to be done are viable parts of creating urgency. (Kotter 2012,
37-51.)

Form a Powerful Coalition

After creating a sense of urgency within the organization, it is time to make sure that the
leaders and the key people of the organization are aware of the incoming changes and are
working together to lead them. (Kotter 2012, 53-68) These people should include the pop-
ular leaders of the organization as well as the key stakeholders. However, the change coa-
lition does not necessarily have to consist of leaders from your organization, but it can also
include people who are respected and listened within the implementing organization. How-
ever, the coalition should be made up of people from different teams and levels to ensure

that the potential weaknesses are minimized. (Mindtools 2021a, Kotter 1996, 57.)
Create a Vision for Change

When starting to conceptualize the change, it is important that it is tied to a vision that is
easy to understand and communicate further. (Kotter 2012, 69-86) This is because a clear
vision will help the employees understand why exactly they are doing what they are asked
to. During this phase, it is useful to determine the values central to the change. Additionally,
it is worth it to summarize the strategic goals of the company. Finally, to make sure that the
vision is clear enough, it should be made sure that the change coalition can describe it in a
very brief time. (Kotter 1996, 72.)

Communicate the Vision

It is not enough to create a vision for the company, but it needs to be made sure that it is
communicated across the organization as well. (Kotter 2012, 87-103) The created vision
should also be incorporated to the day-to-day decision making and problem solving to keep
it fresh in everyone’s mind. This is done to make sure that they will remember it and respond
to it. Furthermore, leading by example is a very useful tool of communicating the vision.
(Kotter 2012, 87-103.)
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Remove Obstacles

Removing the obstacles means, in this case, identifying and removing all obstacles that
stand in the way of achieving the company’s vision. (Kotter 1996, 21) These can range from
processes to systems as well as to staff members that are unwilling to change. In practice
this can mean hiring new staff members that are capable of driving the process of change
within the organization or remove or offer training to the ones that are not. Also, during this
step, the company that is undergoing change should also identify the processes and sys-
tems that are an obstacle and alter them to be in line with the vision. (Kotter 2012, 105-
120.)

Create Short-Term Wins

Creating short-term wins is a viable strategy for keeping the staff motivated on keeping up
with the change. (Kotter 1996, 21) It can also be an effective way to reduce the number of
critics and negative thinkers that may hurt the process. Additionally, it is also useful to create
multiple short-term targets for the employees instead of one long-term goal to keep them
focused and motivated. (Kotter 2012, 121-136) Finally, the company should not choose
important targets early on in the change process, because a failure there can potentially de-

motivate the staff members or even hurt the whole change initiative. (Mindtools 2021a.)
Build on Change

According to Kotter in his 1996 book Leading change, a lot of the organizations fail because
of declaring victory too early (Kotter 1996, 12-13). When implementing change, it is im-
portant to remember that the early wins are only a small part of the long-term change. During
this step it is important to analyze every victory and loss to define what went right, what
went wrong and what needs improving. This is done to make sure that the company is

building their change based on success. (Mindtools 2021a.)
Make the Changes Stick

To make sure that the changes are lasting, it is important to make sure that they become a
part of the core of the company (Kotter 2012, 153-165). This is because the corporate cul-
ture often determines what gets done and how. Additionally, it is important that the change
is made seen in day-to-day life in the company, because this way it better reinforced within
the organization. Furthermore, it is important to make sure that the members of the change
coalition and other leaders keep supporting the change to make sure that the things do not

start slipping towards where they began. Methods of making the changes stick include
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making sure that the successes are known and including the ideals of the change in new
hiring decisions. It is also worth keeping in mind that it is useful to have a plan in place in
case any of the key implementors of change decide to leave the company. (Mindtools.
2021a.)

4.3 Why Transforming Organizations Fail

In addition to discussing successful change implementation, it is worth looking into why
transforming organizations fail. According to Kotter in his 1996 book Leading Change (1-
16), organizations can fall victim to a number of pitfalls while implementing change initia-

tives.

The first listed reason for failure, and according to Kotter, the biggest mistake people make
when trying to change organizations is to plunge ahead without establishing enough sense
of urgency. This means allowing too much complacency for the staff members, who then
will refuse to go out of their way to change their habits due to no sense of urgency. (Kotter
1996, 4-5.)

Another source of failure is not creating a sufficiently powerful change coalition (Kotter 1996,
6). This because if the guiding coalition is not strong enough, there may be some changes
to the organizational structure, but they will not stick. Also, if the head of the organization is
not actively supporting the guiding coalition, it risks that the corporate culture will remain
unaffected. (Kotter 1996, 6.)

In addition to these, underestimating the power of the vision is another cause for failed
change initiatives (Kotter 1996, 7). This is because without an appropriate vision the trans-
formation effort can easily dissolve into a list of mutually incompatible, time-consuming, and
confusing projects. Without a clear vision, these projects also risk taking the company into
the opposite direction the change initiative originally intended (Kotter 1996, 7). For example,
without a clear vision company might spend multiple hours of worktime on projects that do
not matter, taking away worktime from places it actually matters. Also, a muddy vision in-
creases the risk of miscommunication, making the directions too complicated, ineffective,

or even impossible to follow (Kotter 1996, 8).

Under communicating the vision is a major cause for failure in implementing change (Kotter
1996, 9). This is to do with the patterns of ineffective communication developed in more
stable times. Kotter used an example of a situation where a manager under communicates
their vision, by only holding a few meetings about it, not explaining it clearly and then being
surprised then people do not understand it (Kotter 1996, 9) Another way of how under com-

municating vision might cause failure is when the head of organization spends a lot of time
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communicating the vision, but management remains silent. Meaning, that the information
of the change does not reach the workers. Finally, even if a lot of effort is put into communi-
cating the vision, the change initiative might fall short if the key personnel do not act accord-

ing to the changes, thus undermining the whole effort (Kotter 1996, 9).

Another reason for failed change initiatives is permitting obstacles to block the new vision.
This can mean anything from a manager reluctant to change or actively communicating
against the vision to problems in the corporate structure. These corporate obstacles are, for
example, too narrow job categories that do not allow the employees enough space to suc-

cessfully implement the changes. (Kotter 1996, 10.)

Furthermore, the failure to create short-term wins is a common cause for failed change
initiatives (Kotter 1996, 11). According to Kotter, most people will not show long-term com-
mitment unless they can see tangible evidence of the success in short-term which, in this
case, means within 6-18 months. Also, without short-term wins, many of the employees

may lose trust on the change initiative or even join its active resistance. (Kotter 1996, 11.)

Moreover, even though the organization may have achieved a few short-term successes,
declaring victory too soon will ultimately cripple the change initiative (Kotter 1996, 12). For
example, if the victory is declared too soon the first improvements may have only caused
minimal effect on the operations and left the corporate culture untouched. This means that

the changes will not stick and the company will revert to its old state. (Kotter 1996, 13.)

Finally, neglecting to anchor the changes firmly into the corporate culture is another com-
mon source of failure (Kotter 1996, 14). This means not making sure that the managers and
the other staff members understand and personify the new approach (Kotter 1996, 15). In
addition to this, Kotter warns about ignoring the importance of culture even though its softer
than financial data as it may cause the organization to revert to its original state if the new

generation of managers do not personify the company’s change (Kotter 1996, 15).
4.4 ADKAR Model

The ADKAR model was created by Prosci’s founder Jeff Hiatt. It is a change management
model aimed at guiding individual and organizational change (Prosci 2021b). ADKAR is an
acronym of five elements that need to be achieved to successfully implement change:
awareness, desire, knowledge, ability, and reinforcement (Hiatt 2006, 2). As is the case with
Kotter's 8-step model, ADKAR models’ elements are interconnected with one another and

all of them need to be in place for change to happen and to be successful (Hiatt 2006, 4).
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Awareness

The first step in ADKAR model is awareness. It is achieved when the person is aware of the
change and understands the nature of it. Meaning, why it is needed and what are the risks
included with not changing. (Hiatt 2006, 5) The most common factor to cause failure in an
organization’s change initiative, or resistance to it, is its employees lack of awareness of
why change needs to be made (Hiatt 2006, 5-16). A key factor in building awareness in an
organization is communicating why the change is absolutely necessary, meaning, providing

compelling reasons for change and highlight the risks of not changing (Hiatt 2006, 6).
Desire

After establishing awareness on why the change is necessary, a desire to change needs to
be built for the employees of the organization. According to Hiatt, the individuals within the
organization need to want to be a part of the change and endorse the change for it to be-
come successful. The desire, in this context means the motivation and the willingness of
the individuals to support the change initiative and the changes that come along with it. This
level of desire has been traditionally hard to build as it is very hard for an organization to
control the choices of individuals (Hiatt 2006, 18-22).

Opposite to building awareness, creating the desire to change cannot be controlled by the
management as it has to start with individuals themselves. For example, the individual can
be aware of the change, but because of different factors, they can choose not to participate
in it. Hiatt lists misunderstandings, lack of communication and even the personal situation
and intrinsic motivations of the employee as possible causes for refusing to participate in
change. (Hiatt 2006, 18-22.)

Furthermore, it is important to make sure that the employees are aware of the nature of the
change. Meaning, what it means in specific and how it will affect them (Hiatt 2006, 18). It
requires constant communication and reinforcement to keep the desire levels up and not
let the employees slip into resisting the change (Prosci 2021b). This is done because if the
employees’ attitude towards the change initiative is negative, the outcome is usually nega-
tive as well (Hiatt 2006, 20-21).

Knowledge

In addition to being aware of the change, willingly participating in the change, and having
the desire, the individuals of the organization need to have the required knowledge for any

change initiative to be successful. This means, that the individuals need to be aware of what
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needs to be done to successfully implement the change as well as what are the processes
required (Hiatt 2006, 23-30). The required amount of knowledge can be achieved, for ex-
ample, by providing training as well as information on the new roles and responsibilities
brought on by the changes. Additionally, it is important to make sure that the individuals
within the organization have the required skillsets to handle the processes, systems, and
potential structural changes. These need to be ensured so that the individuals are ready to
start the change process (Hiatt 2006, 23-30).

Ability

After making sure that the individuals have obtained the level of knowledge needed to be
able to foster the change, the next step is to find out if the individuals have the ability to
change. According to Hiatt, ability is achieved when the individual can implement the
change and achieve the performance level required to achieve that change. (Hiatt 2006,
31-36) When comparing ability to the previous step, knowledge, it can be thought like this:
knowledge is the theory that change requires and ability is putting said theory into practice
(Prosci 2021b). To successfully implement this step, the organization needs to make sure
that the pace of change is not too fast, its employees are trained accordingly and that feed-
back from them is being gathered. (Prosci 2021b. Hiatt 2006, 31-36.)

Reinforcement

Just as in Kotter's 8-step model, the final step in ADKAR is to make the changes created
stick (Kotter 1996, 21. Hiatt 2006, 37). In ADKAR it specifically means making the change
part of the organization implementing it and constantly reinforcing the change to make sure
it is sustained (Hiatt 2006, 37-39). Additionally, reinforcement builds momentum during the
transitioning period as well as works as a tool to create history that individuals remember
when changes happen again in the future. The change needs to be reinforced and cele-
brated in order to increase the readiness and capability for change. Finally, the reinforce-
ment can be thought to be successful if it is meaningful to the employees. To create mean-
ing, reinforcement can be linked to tangible accomplishments used in creating an absence
of negative consequences for desired behavior and to place mechanisms of accountability
accordingly. (Hiatt 2006, 41.)
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5 MINTZBERG’S MODEL OF MANAGEMENT
5.1 Definition

Another theory the thesis relies on is the Mintzberg’s model of management. It was first
discussed in Henry Mintzberg’s 1989 book Mintzberg on Management: Inside the Strange
World of our Organizations. By definition, the Mintzberg’s model of management is a list of
different roles that managers within an organization fill and how they are interconnected
with one another. (Mindtools 2021c.)

According to Mintzberg, the management within an organization can play ten different roles.
These roles are figurehead, leader, liaison, monitor, disseminator, spokesperson, entrepre-
neur, disturbance handler, resource allocator, handler (Mindtools 2021c). In addition to de-
fining the roles of the managers, Mintzberg discusses how they are interconnected with one
another, meaning, that the roles cannot be separated and they form an integrated whole
(Mintzberg 1989, 21).

In his book, Mintzberg emphasized that the real difficulty of team management lies within
the informational roles. This means that if full sharing of information is not possible, the team

management will break down. (Mintzberg 1989, 22.)

Mintzberg’'s ten managerial roles can be divided into three categories, which can be seen

in the following Table 2.

Category Roles

Interpersonal Figurehead, Leader, Liaison
Informational Monitor, Disseminator, Spokesperson
Decisional | Entrepreneur, Disturbance Handler, Resource Allocator, Negotiator

Table 2. Mintzberg’s Managerial Role Categorization (Adapted and modified from Mindtools
2021c)
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5.2 Role Categories
Interpersonal Roles

There are three team roles within the interpersonal category according to Mintzberg’s the-
ory. These are figurehead, leader, and liaison. Managerial roles in this category are the
ones that are providing information. The figurehead is a person in a managerial position
that is a source of inspiration and looked up by people as a source of authority. The leader
is a person who provides leadership to their team, department, or organization. (Mintzberg
1989. 15-17) They manage the performance and responsibilities of their team members.
When the liaison can be considered to be the networker and communicator that handles

both internal and external communications (Mindtools 2021c).
Informational Roles

Again, there are three roles within this category. Their main job is to process information.
The roles in informational category are monitor, disseminator and spokesperson. The first
role in this category is monitor. They are the ones that seek information within the organi-
zation, whether it be looking for changes or monitoring their team’s performance. (Mintzberg
1989. 18) The second role is disseminator. According to Mintzberg’s theory, they are the
ones that communicate the useful information across the organization to the various teams.
Final member of this category is the spokesperson. These are the people who speak for
their organization and transmit information about it and its goals to the external stakehold-
ers. (Mindtools 2021c.)

Decisional Roles

The decisional category consists of four team roles, all of whose jobs are to use information.
These roles are entrepreneur, disturbance handler, resource allocator and negotiator. The
entrepreneur is a manager who creates, and controls change within the organization. This
means solving problems and generating new ideas as well as implementing them. Another
role within this category is the disturbance handler. They are people who take charge when
the organization hits an unexpected opportunity. In other words, they are the problem solv-
ers of the company. (Mintzberg 1989. 20) The resource allocators are also a member of this
category. Their job is to determine where and how the organization can use their resources
most efficiently. Finally, negotiators are the managers who take part in various negotiations

that may arise within the organization. (Mindtools 2021c.)
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6 CASE COMPANY ANALYSIS
6.1 Case Company Introduction

APS Group was founded in 1961 as a mailing business in Manchester United Kingdom
(UK). Through the years, they have grown into a print management and creative services
company that is employing over 900 people. APS’s mission is to make more possible for its
clients. The core values of the company are open, honest, transparent, and passionate. In
the year 2017, APS Group was awarded the Queens Awards for Enterprise: International
Trade prize. (APS Group website 2020.)

APS has built their operations on a manufacturing background. This has led them to pos-
sess detailed knowledge of various steps through their supply chains. Additionally, the
growth that APS has experienced is mostly organic and not built on acquisitions. (Inter-
viewee 1 2020.) This thesis, however, focuses on APS Group Bv, which is an Eindhoven

based office operating under the parent company APS Group.

Traditionally APS Group has been operating mostly within the field of print management.
However, due to the changes in their business environment, such as increased speed of
digitalization, they have started shifting their strategy away from manufacturing to creative

agency and studio services. (APS Group website 2020.)

Today, APS Group BV’s key operations consist of print management and production as well
as content and creative services. In addition to these, they provide their clients branded
environment services, delivery and fulfilment, secure communications, and marketing tech-
nology. (APS Group website 2020.)

6.2 McKinsey’s 7S Analysis on APS Group Bv

McKinsey’s 7s analysis aims to analyze the internal environment of the organization based
on 7 internal elements that the organization needs to align to be successful in implementing
in its strategy. These are Superordinate Goals (called Shared Values in the contemporary
version (Mindtools 2021b)), Strategy, Structure, Systems, Style, Staff, and Skills. (Water-
man, Peters, Philips 1980, 18.)

Shared Values

The core values of APS Group are open, transparent, and passionate. These reflect APS’s
mission statement well, which is “Make more possible for our customers (by combining our

production heritage with creative talent).” These values are strongly represented within APS
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as their staff works on making more possible for the client and to deliver the desired result
(Interviewee 1 2020). These values also support APS’s new strategic goal, which is to in-
crease its creative service capabilities and to become a tier 2 supplier for its clients (Inter-
viewee 1 2021a). Also, due to the APS’s background being in manufacturing, it has been
able to etch the importance of relationships with both clients and suppliers into its corporate
culture (Santasalo 2020).

APS’s corporate culture is relatively informal. Also, the power hierarchy within the company
is low, meaning, that employees can get in touch with managers with ease. Furthermore,
APS makes sure that everyone is reachable to everyone and works on putting people first.
(Interviewee 1 2020.)

Strategy

The changes in the external environment, mainly the increased pace of digitalization and
the declining print volumes have forced APS to make changes into their overall strategy.
The new strategic approach puts APS in a position of a managed service provider or in
other words, a tier 2 supplier, instead of their older position as a print management com-
pany. Tier 2 supplier means in this case picking up from concept and design and rolling out
to production. Additionally, APS aims to become an end-to-end partner to their clients as
well as to increase the marketing of its digital services and client awareness. (Interviewee
1 2021a.)

Furthermore, the new strategic approach brings changes to the way APS group operates
as it aims to reposition itself as a more proactive than a reactive service provider. In practice
this means that APS is analyzing what is happening within its clients’ businesses, where
they have issues and provide them solutions accordingly. These solutions are provided in-
creasingly by creative services, instead of print management as was done in the past. (In-

terviewee 1 2021a.)

When it comes to the account teams of the APS, they are shifting into a more commercial
approach, for example, the traffic managers that have traditionally handled the workflow
from account services to production departments are now focusing more on being the link
between APS and the client. Additionally, the structure of the account teams is seeing some
changes as well as their account managers are picking up a more tactical approach while
the traffic managers focus on the more operational tasks. In short, meaning that the higher
ups in the company bring in the strategic view while their subordinates focus on the more
immediate operational tasks. These changes are being currently piloted within one of the

APS Group Bv’s account teams. (Interviewee 1 2021a.)
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Additionally, due the publics heightened concerns about the environmental friendliness of
the businesses’ operations, APS has taken steps to adjust their strategy to be more envi-
ronmentally sustainable. This means reducing the amount of print and emphasizing the
digital and creative services, since they are more environmentally friendly than the tradi-
tional print. (APS Group 2018.)

The printed products that APS still currently provides are being reviewed to see how their
CO2 emissions can be further reduced by, for example, through the use of substitute ma-
terials and production methods. Furthermore, APS has certifications such as ISO14001 in
place, which means the use of an Environmental Management System (EMS) to minimize
their environmental impact. Finally, APS also requires their suppliers to meet certain ISO’s

to make sure that their operations are on par with APS’s standards. (Interviewee 1 2020.)

The way APS intends to reach its strategic goals is by acquiring new clients with the help
of the business department and by quarterly revising their strategic goals in existing client
relationships. The revising of client relationships is done by creating and analyzing account
plans based on each client’'s needs. Furthermore, along with the new strategic approach
APS’s account teams are working in close contact with the clients to investigate which ser-
vices they could provide them to best be able to solve the issues they are facing. This,
however, does not end with the account teams, but all of the various departments are work-

ing together to reach the pre-set strategic goals. (Interviewee 1 2020.)

APS’s new strategy deals with competitive pressure by aiming to becoming a long-term
strategic partner rather than aiming for the cost-leadership position. In short, they aim to
become the best service provider available to their clients. The way APS decides if they
want to proceed to a long-term business relationship with a client is through a discovery
session, which means using their project solutions and account teams and their knowledge

to determine if the partnership is beneficial for both parties. (Interviewee 1 2020.)

Moreover, the changes in customer demands are handled through regularly held meetings
with the clients. These meetings are aimed to find out where the client is headed as a com-
pany and what services APS can provide them to help them reach their goals. Furthermore,
APS’s managers constantly follow what is happening internally as well as on the market to
keep up with whatever trends may arise that affects APS’s operations. These findings will
then be analyzed through account plans and further discussed in the commercial meetings.
(Interviewee 1 2020.)
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Structure

APS Group as a company, is divided into seven different areas, Technology Services, Cre-
ative Services, Secured Solutions, Project Solutions, Logistics & Fulfilment, and Print Man-
agement. The head of the company is the CEO Nick Snelson. Below him there is the exec-
utive board. Below that there are the Directors of Operations that are responsible for their

own regional markets, both operationally and financially. (Interviewee 1 2020.)

The case company APS Group Bv is operating under the APS Group’s UK headquarters
and reports to them. The APS Group Bv is split with the Creative Services Director, who is
responsible for all the studio work done and with the Client Services Director, who is com-
mercially responsible for the set of clients. Additionally, the Group IT Director, who is re-
sponsible for all the IT departments with the APS Group operates from APS Group Bv in
the Netherlands. (Interviewee 1 2020.)

The way these departments coordinate their activities vary by the size and scope of the
project. On the larger projects, the project solutions team is involved to keep a helicopter
overview of the project. This usually happens when implementing new clients or new inter-
nal business features. In case of single or smaller project that has technology, creative
and/or print involved, it is handled by the account and traffic managers and their team mem-
bers who are coordinating all the activities. This happens for example in case of managing
client budgets, planning, execution, and delivery. Additionally, to keep everyone involved in
the projects on track and to keep it ongoing, regular updates are being given. (Interviewee
1 2020.)

Along with the new strategy comes some changes to the way APS’s departments coordi-
nate their activities. The older, decentralized country-based model is being replaced with a
more centralized client-based model. This means, that one account team is going to handle
one client’s projects in various countries instead of the old way of dividing their clients on a

regional basis. (Interviewee 1 2021b.)
Systems

The main system APS Group Bv uses is the ERP-system called Marketing Operations
Suite. It is a comprehensive system that covers all steps of the supply chain from the sup-
pliers end to the client’s store. It is made up of nine modules that can be used by APS’s
staff members as well as their clients. However, the module that the account teams that this

thesis focuses on mostly use MOS’s module, Operations Manager. (APS Group 2021.)
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The Operations Manager is a general production and supply chain management module
that allows its users to manage them across all relevant channels. In other words, it is a
platform to manage and control production projects and to centralize communications and
project costs. It is also used by APS’s clients for e-procurement from approved vendors.
(APS Group 2021.)

Currently APS has new technological systems in development that are designed to meet
the requirements of the new strategic approach, including increased centralization (Inter-
viewee 1 2021b). In addition to this, APS Group Bv currently uses an accounting software
called Exact, while rest of the APS Group uses Sage for their accounting needs. The aim is

to shift to using Sage in all areas of APS’s operations.

The centralized system that APS is using in addition to Marketing Operating Suite is their
email system HelpSpot, which is currently in use in DACH, BE and NL regions. They also
have a system called ClickUp in implementation phase, which when ready will be used for

centralized data capturing, planning, and assigning tasks. (Interviewee 1 2021b.)

APS is currently planning on making the Operations Manager more creative focused to
better match their new strategy. Furthermore, in addition to the existing operating proce-
dures in place, APS is planning on increasing the alignment of its various departments and
projects. This includes increasing the amount of monitoring and tracking that cash flows

receive. (Interviewee 1 2021b.)
Style

The leadership style of APS is participative as their managers work to make their team
members part of their decision-making process (Santasalo 2020). Additionally, APS’s man-
agers use a coach leadership style (Interviewee 1 2021b), which means that the leader, or
in this case manager, is directly involved in the development of their subordinates to in-

crease their personal and professional growth (Considine 2019).

When it comes to the pre-existing teams within the organization, there are no changes
planned to the style of their leadership. The only thing, from current knowledge, that might

change is added staff members. (Interviewee 1 2021b.)
Staff

The current staff members of the APS’s account management teams all have the relevant
marketing and supply chain management skills to perform their tasks. However, there is a

gap in the team’s skillset of handling and analyzing data. (Santasalo 2020.)
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To fill the gaps in the current skillsets and the required future skills APS has decided to hire
new staff members. The new staff is for studio and thus, is agency based. According to an
interview with Interviewee 1, a director in APS Group By, this is because the lower-level
employees do not need the agency related knowledge to be able to perform their tasks,
whereas the managers and higher-ups need it to have the required strategic skills. (Inter-
viewee 1 2021b.)

Skills

Perhaps the strongest skillsets represented within APS have to do with their supply chain
management. This is due to their background as a manufacturer and because they have
worked with a large number of suppliers for a long time. Additionally, APS is great at keeping

up good relationships with existing clients. (Interviewee 1 2020.)

Furthermore, the employees that APS currently has are well qualified to perform the tasks
necessary to keep their operations going. However, since APS is planning on shifting their
business more into the direction of digital, creative and studio work, it is useful to hire man-

agers and director’s familiar with such topics. (Interviewee 1 2021a.)

In addition, APS monitors their employee’s skills to determine if they need additional train-
ing. An external system is used for skill monitoring. It tracks the employees work and com-
pares it to the yearly company goals that are based on the strategy. The same system is
also used to track the personal goals and development of individual employees. (Inter-
viewee 1 2020, 2021b.)

Finally, in addition to the skill tracking system, APS holds monthly meetings on progress
and goals with their employees. This is then backed by bi-annual meetings that are de-
signed to review how things are going. In addition to this, APS has a yearly end-of-the-year
performance review, which is an official review in which the employee’s performance is

discussed, and necessary measures are taken. (Interviewee 1 2020.)
6.3 McKinsey’s 7s Analysis Results

When comparing the current situation to the desired future situation brought on by the
changes in strategy gaps APS’s strategy implementation become visible. These gaps are
mostly related to their systems, skillsets, but there are also some gaps in the staff of the
organization. The following Table 3. illustrates the gaps with X marking a match and O

marking a mismatch.
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Shared Values Strategy Structure Systems Style Staff Skills

Shared Values X X X X X X

Strategy X X (0] X 8] (8]

Structure X X X X X X

Systems X 0 X X X X

Style X X X X X X

Staff X 0 X X X 0
Skills X 0 X X X o]

Table 3. McKinsey's 7s Matrix (Adapted from Mindtools 2021b)

As can be seen from the graph, APS has a gap in how their strategy and systems work
together. This is, because their new strategic approach brings a more centralized system
structure, but currently their systems remain decentralized. For example, different countries

may use different accounting and emailing systems.

Furthermore, when it comes to the account teams, they do not have the level of centraliza-
tion required by the new strategy. This can be noticed when looking at the clients that the
account teams are responsible for. Currently, different teams may be responsible for the

same clients in different areas, on the contrary to the new strategy’s approach.

In addition to these, the account teams are also lacking when it comes to the required staff
members as their management has gaps in their agency knowledge. Moreover, if the traffic
managers are expected to perform more operational tasks in the future, it should be made
sure that they have the required training to do so. Finally, there is a gap visible in the sys-
tems that the account teams use. Thus, further training is required so that they will be able

to use the new systems effectively.
6.4 VRIO Analysis

Traditionally, VRIO analysis has been used to create an understanding of the sources of
the firms sustained competitive advantage (Vuorinen 2013, 151). Some of the resources
analyzed are based on the analyses conducted in the authors previous research for APS
Group Bv (Santasalo 2020).

The resources analyzed in VRIO can be divided into four sub-categories. Physical re-
sources, economical resources, organizational resources, and staff resources. Physical re-
sources mean equipment, tools, raw materials etc. Economical resources mean, for exam-
ple, capital and liquidity. Organizational resources are organizational structure, processes,
patents, contracts, reputation etc. Finally, staff resources are, for example, employee skills,
motivation, and their capability to learn and adopt new methods. (Vuorinen 2013, 151)
When looking at the sources of APS’s competitive advantage, most of them fall into the

category of organizational resources or a mix of organizational and staff resources.
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Capability to Develop Own Technology

One of the largest sources of APS Groups competitive advantages is the capability to de-
velop its own technology. It is to be categorized as an organizational resource, although its
closely connected to the skills of APS’s staff members (Vuorinen 2013, 151). This source
of competitive advantage and how it fits into the VRIO framework is illustrated in Figure 5.

Is Own Technology
Development...

Yes Yes Yes Isthe
Costly to
o - \.‘.\\.\ Company-“
Organizedto [k
capture value?
Figure 5. Own Technology Development in VRIO Framework (Adapted and modified from
Rothaermel 2013, 91)

Own technology development can be considered to be a valuable resource because it al-
lows APS to conceive and implement strategies that increase its efficiency and effective-
ness (Barney 1991, 106). Also, the resource is to be considered rare because the same
strategy is not implemented by a large number of other firms (Barney 1991, 106). Further-
more, own technology development is also very costly to imitate since it is very closely
connected to APS Group as a company and is created over a long period of time. Finally,
APS Group is organized to capture its value as they are developing the software they are
using, thus improving their cyber security and their customization capabilities. (Vuorinen
2013, 153) These capabilities are made possible by APS Groups extensive network of part-

ners and specialist staff and their hardware (Interviewee 1 2021b).
APS Group Bv’s Reputation

According to an interview with a director in APS Group Bv’s, one of the APS’s sources of
competitive advantage is its reputation as a trusted, open, and transparent partner (Inter-
viewee 1 2021b). This falls into the category of organizational resource, although it is rein-
forced by the skills and actions of APS’s employees (Vuorinen 2013, 151). To further illus-

trate how it fits the VRIO framework, see Figure 6.
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Is APS Group’s
Reputation...

Yes Yes c Yes Isthe
” ostlyto |
Valuable - .\.\\ Company- .
Organized to Yes
capture value?

Figure 6. APS Groups Reputation in VRIO Framework (Adapted and modified from Rothaer-
mel 2013, 91)

Although reputation is an intangible aspect of business, it is to be considered a valuable
resource as it allows APS to exploit opportunities and neutralize threats in their environment
(Barney 1991, 106). Moreover, the resource is to be considered rare as, according to an
interview with a director in APS, it causes potential clients to choose APS over its competi-
tors (Interviewee 1 2021b), further reinforcing its position as a rare resource. APS’s reputa-
tion is also costly to imitate as it has been created and refined over a long period of time
and under unique historical conditions (Barney 1991, 107). Finally, APS is organized to take
advantage of their reputation as its whole organization is founded on the values of open-

ness, honesty, transparency, and passion. (Vuorinen 2013, 153.)
Supply Chain Knowledge

Another source of competitive advantage is the supply chain knowledge that APS Group
has developed over the years of its operations. It falls into the category of organizational
resources (Vuorinen 2013, 151). The supply chain knowledge is further illustrated in the
following Figure 7.

Is the Supply
Chain Knowledge

Yes Yes C Yes Isthe
= ostlyto |
Valuable : \\.\‘ Company .
Organized to ves
capture value?

Figure 7. Supply Chain Knowledge in VRIO Framework (Adapted and modified from
Rothaermel 2013, 91)

The supply chain knowledge, in APS’s case can be considered to be a valuable resource
because it provides them the chance to increase profits and lower costs (Vuorinen 2013,
152). Furthermore, it is also a rare resource because other competitors do not have access

to such knowledge developed over years of experience (Barney 1991, 106). In addition to
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this, the resource in question can be thought to be costly to imitate due to being developed
over a long period of time, or in other words, under unique historical conditions (Barney
1991, 107).

Also, APS’s company structure is organized to capture the value of the supply chain
knowledge due to their background of manufacturing. Furthermore, the managers of APS’s
account teams are closely linked into managing of the supply chains, further reinforcing the

classification as a source of sustained competitive advantage (Barney 1991, 115).
Large Base of Suppliers

Another source of competitive advantage is the large base of suppliers that APS has ac-
quired during its years of operation. However, since APS Group is moving from physical
print towards a more digital approach (Interviewee 1 2021a). The importance of their large
supplier base may diminish as they may not be able to respond to changed demand of APS
Group Bv. Again, this is categorized as a valuable resource due to the reason that it pro-
vides added value to the clients and lowers costs as well as increases profits (Vuorinen
2013, 151). To illustrate, see Figure 8.

Is the Large Base of
Suppliers
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Figure 8. The Large Base of Suppliers in VRIO Framework (Adapted and modified from
Rothaermel 2013, 91)

Again, the large base of suppliers is to be considered a valuable resource because it creates
added value to APS and its clients. Also, it is to be considered a rare resource because
APS’s competitors do not have access to such a vast number of suppliers. The large base
of suppliers is also considered a resource that is costly to imitate because it is a complex,
intangible and in many ways connected to the organization. Additionally, the fact that its
closely connected to APS’s staff members further reinforces its categorization as a costly
to imitate resource. (Vuorinen 2013, 151) Finally, due to APS being organized to capture its
value by, for example, including the suppliers in their ERP system, it brings the company a

sustained competitive advantage. (Vuorinen 2013, 153).
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Diverse Client Base

Furthermore, the diverse client base of APS’s account teams can also be thought to be a
valuable resource because it improves the account teams’ efficiency and effectiveness
(Barney 1991, 106). This is to be categorized as an organizational resource (Vuorinen 2013,
151). This resource, however, is difficult to fit into the VRIO framework. See Figure 9 for

further illustration.

Is the Diverse
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Figure 9. The Diverse Client Base in VRIO Framework (Adapted and modified from
Rothaermel 2013, 91)

As mentioned, the diverse client base is a valuable resource as it improves the efficiency
and effectiveness as well as creates economic stability for APS Group Bv’s account teams
(Vuorinen 2013, 152). Fitting the diverse client base within the VRIO framework gets tricky
when rarity of the resource is considered as many of the APS’s competitors have access to
a similarly diverse client base. This would leave the categorization as a resource that pro-

vides competitive parity (Vuorinen 2013, 154).

However, since the resource is costly to imitate and APS Group Bv and its account teams
are organized to capture the value of their diverse client base. Although, they currently make
most of their profits from print management services (APS Group 2019), thus not being a
perfect fit to the new strategic approach. This leaves it categorized as a source of temporary
competitive advantage instead of a sustainable competitive advantage. (Vuorinen 2013,
153.)
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Ability to Insource Staff at the Client

Another source of competitive advantage for APS is its ability to insource staff at the client.
This means having a dedicated account management team, on-site studio team or a com-
bination of both with the client (Interviewee 1 2021b). This is a mix of both organizational
and staff resources as it relies both on the flexibility of APS’s company structure as well as
the skillsets of their employees (Barney 1991, 106). However, for the sake of clarity it is to
be considered an organizational resource as it is a better match to that category. Following
Figure 10 further illustrates how the ability to insource staff at the client fits into the VRIO
framework.

Is Insourced Staff at
the Client...
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Figure 10. Insourced Staff in VRIO Framework (Adapted and modified from Rothaermel
2013, 91)

Again, the capability to insource staff is to be considered a valuable resource as it allows
APS to improve its effectiveness and efficiency (Barney 1991, 106). The resource can also
be considered rare because competing firms do not possess this capability (Barney 1991,
106). Additionally, insourcing capabilities are costly to imitate as they require the company
to shape their structure and strategy over the long run to be able to implement it successfully
(Barney 1991, 107). Finally, APS Group has organized itself to capture the value of in-
sourced staff as they have proven to be able to form long-term client relations with such
solutions (Vuorinen 2013, 153). These capabilities are made possible by APS’s flexible cor-

porate structure and the skills of their employees.
6.5 APS’'S Account Teams in Kotter’s 8-Step Framework

The change initiative in case company APS Group Byv started when it identified the need to
increase the amount of creative and digital services as well as move into a more proactive
approach when it comes to dealing with clients. This has led to APS hiring new staff mem-
bers, such as art directors and senior designers to bring the required skillsets to the account
teams. Additionally, APS Group is currently piloting the new strategy within one of their

account teams. (Interviewee 1 2021a.)
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APS Groups account teams can be thought to currently be between the fourth and the fifth
step of the Kotter’'s 8-step framework. This is the case, because the first step, creating a
sense of urgency (Kotter 1996, 35), has been completed by APS as they have had chal-
lenges that are visible to their employees (Kotter 1996, 43). Also, since APS Group Bv is
already piloting its strategic changes in their account teams it means that they have created
a guiding coalition to drive the change as well as developed its new vision and strategy.
This means, that the case company has already completed the second and third steps.
(Kotter 1996, 51,67.)

When looking at the steps four and five, communicating the vision and empowering em-
ployees on broad-based action (Kotter 1996, 85, 101), it can be seen that APS’s account
teams are currently going through these. This is because piloting the strategic changes is
part of communicating the vision and leading by example that are part of the fourth step
(Kotter 1996, 85, 95). However, APS Group Bv has already completed parts of the fifth step
as well. For example, to pilot a strategic change it means that they have started to align
their systems to fit the new vision and removing obstacles to change (Kotter 1996, 109,
112).

To reinforce the classification of the account teams being in between the fourth and the fifth
step, their situation can be compared to the sixth step, generating short term wins (Kotter
1996, 117). Since APS has only recently started piloting the strategic changes it means that
they cannot have started creating short-term wins yet as they, according to Kotter, are gen-
erated during the first 6-18 months. Additionally, if there have been wins, it is too early to
say if they are related to the change effort (Kotter 1996, 122), further strengthening the

classification of being between the fourth and fifth steps.
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7 CONCLUSIONS

7.1 Recommendations

The 7s analysis on APS Group Bv’s organizational effectiveness revealed gaps in their cur-
rent and future desired situation. One of the most noticeable being that their systems used
do not match the new strategic approach. This is seen in, for example, decentralized email
and accounting systems. So as a recommendation, if APS wants to increase the chances

of their successfully implementing their strategic change, these should be fixed.

Additionally, the new strategic approach aims to centralize the accounts that the account
teams are responsible for, meaning, that the same teams should be responsible for the
same client, no matter the region. Currently, this is not the case. To fix this, APS needs to

increase the effort they put to their centralization to achieve the desired results.

Furthermore, APS Group Bv needs to make sure that the staff members within the account
teams have the required skillsets to be able to participate in the strategic change. This
means that APS needs to hire new staff members or provide required training to the existing

ones to fill in the gaps in current and future strategic situation.

A number of sources of competitive advantage were identified for APS Group Bv, most of
which fall into the organizational resource category. Meaning, that they are enabled by, for
example, organizational structure, processes, patents, contracts, or APS’s reputation (Vuo-
rinen 2013, 151). Even though some of the sources of competitive advantage that were
identified during the VRIO analysis are closely connected to APS’s employees. For exam-

ple, the supply chain management.

This means that APS Group Bv should make sure that the sources competitive advantages
are sustained even with the ongoing strategic changes. When taking the account teams
perspective, a possible solution to this is to consider having specialist team or staff mem-
bers responsible only for their areas of expertise, for example, supply chain management.
These then could be used to work with all of the APS’s clients, further reinforcing their new
strategic approach of increased centralization and becoming a long-term proactive business

partner and solution provider.

Additionally, the VRIO analysis identified the ability to insource staff members to the client’s
end as a source of competitive advantage. Meaning that APS group should exploit this and
hire or train staff members to better be able to perform this task, leading to their new stra-

tegic approach being reinforced.
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The analysis’ on APS Group Bv’s organizational effectiveness and sources of competitive
advantage identified a possible need for restructuring the teams for them to be able to per-
form optimally during and after the ongoing strategic changes. The author consulted Dyer,
Dyer, and Dyers 2013 book Team Building — Proven Strategies for Improving Team Perfor-
mance (16) to create a list of key questions that APS Group Bv can use while planning the

possible restructuration of the teams and managing their team composition.
To help manage the team composition use the following list of key questions:
1. What kind of a team is needed?

2. What kind of processes can APS Group Bv use to select individuals for the teams

that are skilled and motivated?

3. What kind of processes can APS Group Bv use to develop the technical and inter-
personal skills of team members as well as their commitment to achieving the team’s

goals?
4. What are the skills the team needs to achieve its goals?
5. Are there any individuals within the teams that lack the required skills or motivation?

6. Is the team of right size to carry out its tasks? Is anything lacking or is there some-

thing that is not needed?

7. Does the team’s leadership match the tasks and team composition? If not, what

changes need to take place?

When the team leadership and general management is considered, the author recommends
using Mintzberg’s theory on management to find the set of managers that allows the optimal
flow of information. This means that the mixture of managers in the future should be struc-
tured so that there are managers from all three categories, interpersonal, informational, and
decisional. The emphasis should in APS’s case be on the informational roles as the team
management easily breaks down if there cannot be a full sharing of managerial information
(Mintzberg, 1989. 22).

Additionally, the importance of informational roles is emphasized especially in the first step
of Kotter’'s 8 Step Model for Change as establishing the sense of urgency requires that the
employees understand how big the problem is (Kotter, 1996 37). These roles remain as
important through the various steps of the ADKAR model (Hiatt. 2006, 6-41), meaning that

they should not be overlooked.
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Using the perspective of Kotter’'s 8 Step model for change calls for re-evaluation of how the
vision is communicated. The author recommends that APS Group Bv makes sure that the
vision statement is short and easily understandable by all of the staff members relevant to
the change initiative. This is because successful communication of the vision is key for
successful change (Kotter 2012, 69-86). Additionally, without a clear and easily communi-
cable vision, the transformation effort can easily dissolve into a list of incompatible and time-
consuming projects that lead the change initiative in the wrong direction or nowhere at all
(Kotter 1996, 7).

APS Group Bv should also make sure that their guiding coalition is strong enough and ac-
tively participates in tracking the pilots progress and results. When determining whether the
guiding coalition is adequately strong and able to participate in analyzing the results, APS
Group Bv can consult the same list of key questions used in managing the team composi-
tion. In addition to this, when designing the guiding coalition APS should make sure that it
is in a position of power, meaning, enough key employees are on board (Kotter 1996, 57).
Furthermore, it should made sure that the guiding coalition consists of credible members
that are respected within the organization. This is done to ensure that pronouncements

made are taken seriously by the employees (Kotter 1996, 57).

In addition to creating a strong guiding coalition the author recommends APS to build more
awareness and urgency for change. This is done to make sure that the change initiative

does not stagnate or revert its direction.

The author then recommends APS Group By to follow through with their account team pilot
project and further build on its results once they are thoroughly analyzed. The actions APS
should take after the pilot are removing all obstacles in the path to the desired strategic
situation whether they are staff members or systems in use. After that, the author recom-
mends APS to generate short-term wins for the account teams to build and keep their mo-
tivation for change. Furthermore, the author recommends APS to make sure the changes
stick by creating a detailed plan or roadmap on how to incorporate the changes to day-to-

day activities of the staff members.

Additionally, the author recommends APS Group to make sure that the individuals within
the account teams are taken into consideration. This means that APS Group Bv should
raise awareness of why the change is needed and to ensure that the individual team mem-
bers know why it is necessary. Moreover, APS is recommended to identify if the required
knowledge to create and sustain change is in place and which team members have that

knowledge before further expanding the change initiative.
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Furthermore, the author recommends creating interviews based on the ADKAR model to
track process. Also, APS Group Bv should carefully listen to the feedback from the team
members and make changes accordingly. This is done to ensure the account teams are
and remain on track with the planned changes. The author prepared the following set of key

questions APS Group Bv can use to track the change and to create the interview template.
Key questions to track the change process:

1. Are the staff members aware of the change, why it is needed and what are the risks

of not going through with the changes? How is it communicated?

2. Are the staff members aware of how the change will affect them? Can any obstacles

be identified to be in the way of team members desiring change?

3. How can the team members be trained to have the required knowledge to change?
Also, do the newly hired team members need training to be able to effectively fill

their role and reinforce the change initiative?
4. How is the change coalition going to monitor the change process?

5. How are the strategic and operational changes going to be entrenched to the day-

to-day activities of the account team members?

Finally, the author recommends using the account teams as a test ground for the strategy
implementation before moving into a larger scale. This is because the account teams due
to their smaller scale are more easily controlled than an organization wide strategic change

initiative.
7.2 Validity and Reliability

The validity of the research describes the applicability of the chosen research method to the
studied subject. Validity also aims to evaluate how well the chosen research method is able
to answer the research question. When the research results are considered, evaluation of
validity refers to whether the material used, the research methods and the results obtained
give a justification for the claims made (Hiltunen 2009, 3-7.) Reliability indicates how well
the chosen measurement or research method measures a certain phenomenon. Reliability

can be assessed, for example, by repeated measurements. (Hiltunen 2009, 9.)

Since the thesis utilized interviews as a form of collecting data from primary sources, it can
lead to issues with validity. This is because poorly constructed interview questions as well
as the interviewee giving the interviewer answers they want to hear can cause bias. To

prevent this, the author used questions directly aimed to answering the primary or the
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secondary research questions. Additionally, because there is genuine interest for the re-
search results from APS Group BvV’s side, the interviewee had no reason not to give truthful

answers to the best of their knowledge.

The thesis utilized deductive approach based on a source critical and diverse theoretical
base as its primary research method. The theoretical framework of the thesis uses multiple
peer-reviewed sources with their utility and timeliness being taken in consideration. Some
of the used theories are old, but the author has deemed them valid as they are still in use
today. The research only used models that have been proven useful in performing the rel-
evant analyses or creating the guidelines for change initiatives as this confirms their validity

and reliability.

The results and the conclusions of the thesis pay attention to theoretical framework of man-
aging change and thus it was able to apply the theory to the case company’s context and
provide applicable recommendations. The recommendations provided were matched to the

theoretical models used, meaning that the research methods validity can be justified.

The research was made specifically for the case company APS Group Bv. The recommen-
dations on how to perform change management in APS’s account teams were tailored to
match the APS’s situation as well as possible. This was ensured by analyzing the com-
pany’s current and future situation as well as their sources of competitive advantage. Mean-

ing that the research results are reliable.
7.3 Suggestions for Further Research

The thesis was delimited to creating an overview and understanding of APS’s current state
and how it compares to the desired future state. Additionally, its objective was to create
suggestions on what APS Group Bv should do to make sure their account teams reach their

strategic goals.

As further research, the author recommends APS Group Bv to carefully analyze the results
of their pilot program and use the suggestions provided in the thesis to help build a more
detailed change implementation plan. In addition to this, APS should create a new 7s anal-
ysis 12-18 months from now to track the strategic change. The same matrix as the one in

the thesis can be used.

Furthermore, APS Group Bv should further look into the sources of competitive advantage
and determine how they are formed and what can be done to promote them. Moreover, the
key staff members connected to the sources of competitive advantage should be identified.

Finally, since most of the sources of competitive advantage identified for APS Group Bv
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were organizational, the author recommends to further analyze the relationships between
APS and its suppliers, clients, and competitors. This is done because generally a great deal
of company’s value is generated outside of the organization borders (Vuorinen 2013, 157).
Thus, it is essential to identify the most important business partnerships and extend the

strategic management to external resources.
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8 SUMMARY

The purpose of the research was to provide a solution for the Case Company APS Group
Bv on what they can do from an organizational perspective to make sure their account
teams are able to follow the strategic changes. This was achieved by analyzing APS Group
Bv’s organizational effectiveness, sources of competitive advantage and comparing the ac-

count teams’ current situation to existing theory.

During the literary review books and articles on analyzing organizational effectiveness,
sources of competitive advantage, successful change implementation and managerial
styles and roles were chosen as the theoretical base of the thesis. These were backed by
interviews with Interviewee 1, a director in APS Group Bv. Due to the nature of the data
available, the author decided to conduct the study as a qualitative research that is utilizing

deductive approach.

The analysis on APS Group Bv’s organizational effectiveness revealed gaps in their current
and desired future state. These gaps were identified in systems, staff, and skills. Meaning
that APS’s systems do not have the desired level of centralization. Additionally, they lack
some of the employees and employee-related skills to achieve the strategic change. The
sources of competitive advantage that were identified were mainly organizational, such as
the ability to develop their own technology. However, many of them, like supply chain
knowledge were closely connected to APS’s employees. Furthermore, since the strategy
implementation is already ongoing, and the changes are being piloted in the account teams.
They were identified to be in between the fourth and the fifth step of Kotter's 8-Step Model
of Change.

Thus, the author recommended APS Group Bv to increase the centralization of their sys-
tems and to hire new staff members and to provide additional training to the existing ones
to fill in the gaps in implementation of their strategy. To successfully implement their new
strategy, the author recommended APS to further analyze their sources of competitive ad-
vantage to make sure none of them are lost during the change initiative. Furthermore, APS
was recommended to make sure that the coalition guiding the change is strong enough and
is able to communicate the required information effectively. To help achieve this, the author
created two sets of key questions. First of which APS can use in managing team composi-

tion and the second to track the change initiative within the account teams.

Since the research results were very account team specific. It is recommended that APS
carefully analyzes their pilots results and plans changes according to them as well as further

analyzes their sources of competitive advantage to make sure that they are sustained.
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