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Abstract 

The organizational change of the Swedish police force has become the victim of massive criticism due to 

the negative results that have continued since 2015. After the organization experienced a structural change 

that was something between a merger and an acquisition the operational results have continued to decline. 

One aspect that has been left out of the discussion has been the organizational identity change of the police.  

Previous research on organizational identity have been very interested in structural organizational changes 

and have found a vast number of results in different contexts. Identity ambiguity, who are we as an 

organization, have been present in many cases. Weakened legitimacy claims and changed operational 

activities have been noticed in many as well.  

This is studied with a qualitative methodology and an inductive research approach. Information from nine 

interviews with current and former members of the Västerås police department make up the data that is 

analysed.  

What is discovered is the emergence of frustration as an organizational characteristic. This is experienced 

through all levels of the organization and has resulted in superfluity and resignations. 

Keywords: Organizational identity, Västerås Police Department, Merger & Acquisition 
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1. Introduction  

Up until 2015 the Swedish police was organized as 21, county-based, regional entities where 

the head of the authority had absolute responsibility and decisiveness regarding issues within 

his/her separate authority. The authorities were governed seperately and could make their own 

interpretations of how to run their operations from national guidelines (Polisen.se, 2017; 

Polismuseet.se, 2017).  

What changed in 2015 was that the separate entities were clustered together into one 

authority, Polismyndigheten, where some functions, such as head of authority, economy and 

HR, have been relocated to the national level regarding responsibility and decisiveness 

(Polisen.se, 2017). 

This new structure was chosen to increase the organizations potential regarding qualitive and 

quantitative results, where it was believed as if the separate authorities halted these results. 

The new structure, and the way it is fused, is something that contains aspects of both a merger 

and an acquisition. The previous because many organizations of similar size are fused 

together and are given the potential for cross-organizational influences to and from each 

other, and the latter because this is done through a controlling mechanism from the national 

level (Ju 2010:09; Polisen.se, 2017).  

 While the operational activities are still present on the same level as the previous authorities, 

on county level, both a regional, as in several counties, and national level has emerged, where 

questions and issues such as cyber-crimes or trafficking are addressed (Ju 2010:09; Polisen.se, 

2017). 

While the authority has gained national governance and has relocated several activities, the 

goals it was designed to move towards have not been met, if anything something like the 

operational results have declined…  

 What was something of great potential has received negative attention in the public press and 

the amount of employees that left the organization, those that do so for other reasons than 

retirement due to age, in 2015 was higher than any number from this side of the millennial 

shift (Hjertén & Tagesson, 2016; Wierup, 2016).  

While many aspects, such as the resource deficiency, the low crime-solving rates and lack of 

possibility to conduct the operational activities, of the police have received attention and the 

view that has circled the organization has been dominated by negativity following this 

change, one area that has to my knowledge been left out is the organizational identity of the 

authority (Sköld, 2017; Lisinski, 2016).  

Organizational identity are the pillars within an organization that answers the question of who 

the organization is. It is defined as the members interpretations of the organizations central, 

enduring and distinctive characteristics (Albert and Whetten, 1985; Corley, 2006). When 

organizational identity uses that particular definition, and consists of those characteristics, 

changes it organizational identity means changes to/in those very concepts, i.e. changes in 

who we are as an organization or changes in the central, enduring, and distinctive 

characteristics of the organization. This has also received a great amount of scholarly 

attention and has almost received more focus than organizational identity, although the fields 

of course develop together. Much of the attention organizational identity change has been 

given comes from the limiting Enduring aspect of the organizational identity definition. As 
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this aspect shows identity as something permanent many scholars have argued around it to 

reveal what organizational identity truly consists of, without finding a more centralized 

definition then that already used (Corley et al., 2006; Gioia et al., 2000).  

The field of organizational identity change has received contributions where the changes have 

originated from different sources and has in these situations also generated different results, 

such as a merger resulted in two identities fusing after a period of resistance (Clark et al., 

2010) or a spin-off resulted in identity ambiguity (Corley and Gioia, 2004) . When the field 

has seen numerous different results because the processes of organizational identity change 

have been almost unique, we can only speculate in what would occur if a new context, such as 

one that contains aspects of both a merger and an acquisition, would emerge.  

 While the existing results in the context of a merger says that the identity of both 

organizations must undergo significant change in order to become compatible, previous 

findings within the acquisition ditto indicate that the acquired organization is forced to adopt 

customs and activities from the acquiring organization. Fusing these two would give a quite 

contradictory situation (Chreim, 2005; Clark et al., 2010; Empson, 2004).  

This is what this thesis will concern, the organizational identity change that has occurred in 

the Swedish police force following the organizational change of the authority, a context that 

contains aspects of both a merger and an acquisition. This is formulated through the research 

question: 

What has been the impact on organizational identity in the Swedish police following the 

organizational change of the authority?  

When the organization is controlled nationally while at the same time being heavily 

influenced by and influential of other organizations in its environment.  

 The purpose of this thesis is to examine whether the organizational change of the police 

authority has made an impact on the organizational identity as perceived by its members, as 

well as to what extent this has occurred.  

This is important from both a practical as well as a theoretical viewpoint. The practical one 

because the organizational change of the police has become victim of destructive critique and 

massive departures, identity can bring answers of why this has occurred in these two places.  

 The theoretical importance of this thesis is connected to the wide range of results that can be 

noticed in the organizational change literature due to the different origins of the changes. 

Almost every contribution that has been presented in the field has noticed different results and 

processes in organizational identity change, where this is a new context that could help bring 

some connection to different results.  

This will be studied with a qualitative methodology with an inductive approach and constant 

comparison of data. The thesis will take place on the Västerås police department, the seat of 

the policiary region of Västmanlands Län after the organizational change of the authority 

(Polisen.se, 2017) The thesis will be conducted with interviews of current and former 

members of the Västerås police department to gain a view of the prior organizational identity 

as well as the current identity, if changes can be noticed between these two. The 

interpretations of the members are used as data to establish two snapshots of organizational 

identity of the department, one from before the change of the authority and one of after the 

same.  
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2. Theory section: 

Organizational identity change in a merger/acquisition 

The following chapter will introduce previous research that will be reviewed for a better 

understanding of this thesis. To explore organizational identity changes of the Västerås police 

department, theoretical statements of organizational identity as well as identity change will be 

presented for.  

 The fusing situation of the Swedish Police Authority also contains aspects of both merger and 

acquisition, two similar lines of research that nonetheless contain unique aspects. A 

comparison of these two will be made to present a hypothesized image of what should occur.  

The end of the chapter then contains a summarizing of the arguments for the purpose of 

concluding the chapter of how previous research can aid us in understanding organizational 

identity changes in this context.  

 

2.1 Organizational identity 
Organizational identity is the members’ interpretation of who they are as an organization. For 

the identity to be believable and adapted by organizational members, they must agree that the 

organization has distinctive features, that those features differ from others over time and that 

these characterise the organization in different situations, like decision-making, actions and 

policies (Alvesson and Empson, 2008; Corley et al., 2006; Randel et al., 2009). 

Organizational identity represents the way which members define themselves as a group in 

relation to their environment and how they believe they are different from competitors. It 

works in two ways as it is assumed that members shape the identity and are simultaneously 

shaped by organizational identity, i.e. members of the organization develop and express self-

concepts within the organization while the organization is shaped and expressed through those 

self-concepts. Identity allows a partial answer to the question “Who am I?” as an individual 

while at the same time contributing a complete answer to the question of “Who are we as an 

organization?” (Alvesson and Empson, 2008; Corley et al., 2006; Gioia et al., 2000). 

The concept of organizational identity is defined as the central, enduring and distinctive 

characteristics of an organization as interpreted by their members (Albert and Whetten, 1985). 

Even though that definition is dominating, or exclusive, previous literature argue around the 

limitations it holds, mostly because of the enduring aspect of it. The enduring aspect requires 

the features to be rather permanent to gain acceptance as identity among the organizational 

features that distinguish them from other organizations, something that limits it in regards of 

development, and can cause rigidity and stagnation in the organization (Corley et al., 2006; 

Gioia et al., 2013b).  

 There has been a differentiation between endurance and continuity of organizational 

characteristics. While the previous indicated that the features of an organization contain 

permanency and remains the same over time, the latter shifts interpretations and meanings of 

its beliefs and values but retains its beliefs and values as such, over time and context. As 

identity is accredited to the stated values of the organization these should remain somewhat 

stable, while the interpretations of these values are not necessarily fixed (Gioia et al., 2013b; 

Pratt, 2012). 

While organizational identity when glanced upon looks similar to organizational culture there 

is an important theoretical difference. Organizational identity are the central, enduring and 

distinctive characteristics that answer the question of what the organization is, while 
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organizational culture is defined as the mental assumptions that define appropriate behaviour 

and guide interpretations and actions (Gioia et al., 2013b; Ravasi and Schultz, 2006).  

 

2.2 Organizational identity change 
While organizational identity is defined as the members’ interpretation of the central, 

enduring and distinctive characteristics that answer the question “Who are we, as an 

organization?” organizational identify change refers to changes in these concepts and changes 

in answer to the question of what the organization is (Albert and Whetten, 1985; Gioia et al., 

2000).  It is usually done with an in/out-group concept, where the organization is compared to 

another organization in its environment, something that strengthens the importance of the 

organizations distinctive features (Clegg et al., 2007; Corley and Gioia, 2004).  

There is a substantial amount of theories on organizational identity change from previous 

literature. Some reveals identity changes that resulted in alterations regarding the legitimacy 

of the organization, others reveal changes in the operational activities of the organization and 

a third group reveal organizational identity changes that resulted in an uncertainty of what the 

organization was. 

Clegg et al. (2007); Czarniawska and Wolff (1998); Karthikeyan et al. (2015) have all found 

organizational identity changes that affect the legitimacy of the organization. The first of 

which found that the identity holds importance in the organizations attempts to legitimize 

itself, and the entire industry, in an emerging field, that of business coaching. They noticed 

that organizations changed their identity to gain legitimacy and become competitive in the 

eyes of their clients, in comparison to business-consultants with whom they distanced their 

organization from. And to gain legitimacy the organizations highlighted their differences from 

business consultants by emphasizing the importance of their own traits, as being familiar and 

caring of their clients, which to them had deeper meaning than profit.  

 Czarniawska and Wolff (1998) instead found that a suitable identity is important to gain 

legitimacy within the field they attempt to establish themselves in, identity precede legitimacy 

where Clegg et al. (2007) found that attempts at legitimacy can change organizational 

identity. While one organization attempted to diverse itself and aim for uniqueness in its field 

they were noticed as an intruder and was quickly discontinued. Another organization, within 

the same industry although different geographical context, forged their organizational identity 

in line with what was customary within the field and got accepted by stakeholders as a 

respected entity. While gaining legitimacy is important in consideration to environment and 

competition, it is even more important in the eyes of their clients/customers/stakeholders, 

something new organizations have difficulty achieving (Snihur, 2016).  

 Karthikeyan et al. (2015) also made somewhat contradictory findings of organizational 

identity in consideration to legitimacy. This time because they noticed that organizations 

whose identity was closer to the operations had easier to legitimize their activities than those 

who were considered further away from those activities.  

We have also seen changes in operational activities following organizational identity changes. 

Dutton and Dukerich (1991) noticed alterations in how work was being conducted following 

organizational identity changes in the Port Authority. The organizations actions became more 

philanthropically oriented when their identity changed to counter their external image of 

being an irresponsible organization when they were blamed for an external issue of the 

organization. While they directly conducted some philanthropical activities following the 

issue, the organization also embraced the philanthropical mindset and had this in large parts of 

their activities.  
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 Another change that has been noticed in operational activities, and can be traced to 

organizational identity, is that of potential diversification of operations following legislation 

changes (He and Baruch, 2010). This allowed the borders between banking- and building 

society- operations to become blurred and the environment in which these companies 

operated to potentially expand, because some adopted to the banking world while others 

remained niched. As with the case of Dutton and Dukerich (1991) the way activities were 

conducted here was noted to have an alteration as the banking industry had a larger 

requirement of professionalism.  

 Silver (2009) also noted operational identity changes that eventually progressed into changes 

of operational activities. Organizations began spreading within the Swedish banking 

movement and adopted customs, traits and operational activities, such as corporate banking 

from commercial banks.  

A third major piece of the organizational identity literature is the notice of identity ambiguity.  

Corley and Gioia (2004); Gerstrøm (2015); Gioia et al. (2010) have noted identity ambiguity 

as the first result of identity change, although in different contexts. While all three 

organizations studied were forged with or separated from other organizations, i.e. victim of 

some kind of structural organizational changes, this was done in different ways, although 

identity ambiguity was present in the transitional period between the previous and the coming 

organizational structures.  

 What cleared this ambiguity was managerial sense giving (Corley and Gioia, 2004), identity 

adaptation after some time (Gerstrøm, 2015), and united identity that was built on prior 

identity (Clark et al., 2010), respectively.  

As can be noticed above in the massive field of organizational identity is a wide arrange of 

changes, both in the process and the results on organizational identity. The many results that 

has emerged comes from different contexts, where the results of He and Baruch (2010) came 

from legislation changes regarding building societies, Dutton and Dukerich (1991) noticed the 

changes coming from the image of the Port Authority from the public as the homelessness 

issue of New York grew and the changes of Corley and Gioia (2004) originated from a spin-

off.  

 Because different origins result in different changes of organizational identity, what would 

occur with organizational identity in the context of the Västerås police department can only be 

speculated in. These speculations may although be rather accurate if it follows the line of 

previous theories from mergers or acquisitions.  

 

2.3 What occurs in Merger/Acquisition 
Mergers and acquisitions are strategic options with significant consequences for 

organizations. They include processes that deal with sale or purchase of companies or parts of 

the same, where the change of ownership structure is the main characteristic. These strategies 

are adopted to achieve various objectives, including enhancing reputation or accessing talents 

or knowledge. What these strategies do is that they blur the boundaries of the organizations so 

that a new organization emerges that resembles the previous ones. (Maguire and Phillips, 

2008; Schade, 2014).  

While mergers and acquisitions have large impacts on the organization as such, it also affects 

the members of it. Feelings of stress have been noticed to emerge within individuals, 

something that originates from changes in various activities, such as managerial routines, 

hierarchy and work practices. The change in the structure of the organization and the 

members’ conditions also introduce an uncertainty that needs to be countered. The effects are 
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not homogenous but are very dependent on the receiving member (Mirc, 2014). A 

disregarding of these “soft-issues” have also been argued to be the most dominating reasons 

for merger failure (Maguire and Phillips, 2008).  

What stress results in have usually been employee resistance to change that prevents the 

emergence of a well-functioning organization. It has also been noted to lead to a high staff 

turnover and a lack of commitment. These issues can bring great losses of knowledge and 

negative impacts on productivity and quality (Mirc, 2014).  

The opposite can of course also occur, that the merger or acquisition inspires the members 

and productivity flourishes. That the new organization has positive influences on members’ 

mentality and responsibilities and can offer greater satisfaction and variety (Mirc, 2014). 

What has been noticed as the most important prerequisite of this is that the merging 

organizations are a proper fit, that the transitional period from several to one organization is 

limited. This has usually been noted to be the case when the identities and cultures of the 

organizations share similarities. The connection in identity between the organizations, 

between pre- and post-merger organization, has been noticed as important during a merger 

and members could more easily identify with the new organization if it was noted that the 

identity shared similarities with that of their previous organization (Buono et al., 1985; Mirc, 

2014).  

Another thing that has been noted to aid in progression in a merger is that the organization can 

build a common identity and not be focussed on keeping the old identity of the separate 

organizations. If there is a resistance to build a common identity it adversely affects the 

merged organization. And if there is no fusing resistance present it has become easier for the 

new organization to be productive (Mirc, 2014; Vaara, 2001).  

While organizational identity has previously been stated to have large impacts on the success 

of the merged organization a merger or acquisition also has major influences of organizational 

identity. And while the two organizational scenarios of merger and acquisition are clustered in 

large parts of the literature, when it comes to the impact on organizational identity the process 

and results share both similarities and differences (Mirc, 2014; Vaara, 2001).  

The organizational identity of both scenarios underwent a period of identity ambiguity. A 

merger immediately attempted to make the world view the previously separate organizations 

as one with unanimous organizational characteristics, something that was unsuccessful and 

made the entire merger receive criticism when these intentions were not converted into 

actions. The reason for this failure was the two different identities that were present in the 

merging companies, something they were proud of and had no interest in forsaking, and that 

both organizations failed to see the merged organization as a single unit and believed that 

their organizational identity would become absorbed by the other organization (Clark et al., 

2010). An acquiring company were instead careful not to change anything about their new 

acquisition, because they did not want to scare clients away, which was their initial interest 

with the acquisition. This instead resulted in no external questioning, although it later resulted 

in internal questioning when the changes eventually emerged, because of the lack of evolution 

(Empson, 2004).  

These scenarios although only experienced transitional periods of ambiguity. The merger did 

this immediately as management urged the two organizations to begin working as one for the 

success of the merger to be evident as quickly as possible, something that was noticed as a 

failure, while the acquisition experienced the transitional period after some time as they were 

careful not to alter too much initially.   
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The countering of ambiguity in these scenarios also varied in great deal. Because the merger 

was between two organizations of similar size none would be able to completely seize control 

of the other without massive resistance, because both organizations had legacies to protect 

that they considered as more important than their counterparts ditto. What eventually 

countered this was the emergence of a transitional identity in the united managerial group, of 

top-management of the two organizations, where they could begin working as one. This 

mentality then drizzled down into all levels of both organizations when the members noticed 

that the new banner, the transitional identity that had been established, was built on their 

former organizations and that their prior identities were taken into consideration (Clark et al., 

2010).  

 The acquisition was instead between a global company and a local company, where the larger 

company absorbed the other. After this absorption, very few things occurred that changed the 

absorbed organization something that with time grew into experiences of ambiguity due to 

lack of evolution within the organization. This was eventually countered through an 

integration process of the acquired organization into their acquirer, although it occurred too 

late in the eyes of the acquired organization (Empson, 2004).  

 What was noted that the transitional identity of the merger and the integration process of the 

acquisition became an answer to the question “Who are we?” at a time when the self-

perception was stagnating (Clark et al., 2010; Empson, 2004). 

Another noted similarity in the organizational identity process of the two organizations is the 

end result of scenarios, the presence of improved professionalism. Although it occurred for 

different reasons, the outcome in both scenarios was improved professionalism of the 

organizations.  

 Because the merger grew when two organizations were fused, the familiar issue was removed 

and the organization was professionalised. The acquired company was instead fused with a 

large company that was already professional in its operations and profitability, which was 

forced on the acquired organization after a period of integration process (Clark et al., 2010; 

Empson, 2004).  

 

2.4 Summarizing the line of argument 
While organizational identity has occurred in many contexts and from these resulted in 

different outcomes it is difficult to do nothing but speculate what would occur in the context 

we have before us. But as several outcomes have been reoccurring it can with more certainty 

be stated that these are likely to occur, such as identity ambiguity or a change in how 

operational activities are conducted. If this is taken in regard with what is present during a 

merger or an acquisition speculations based on a stronger foundation can be drawn.  

The context that is present here, the organizational change of the Police Authority, contains 

aspects of both a merger and an acquisition, which has several similarities regarding 

organizational identity changes, and that these changes would occur in this context is strongly 

suggested. Although we can impossibly be certain without an investigation of the situation… 
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3. Methodology 
This thesis will have a qualitative method with an inductive approach and constant 

comparison of data, something rather common in exploratory studies of organizational 

identity (Corley and Gioia, 2004; Empson, 2004). Organizational identity studies and 

qualitative methodology go hand in hand as organizational identity is centred around member 

interpretations of their organization and a qualitative method is exceptional in extracting these 

interpretations (Albert and Whetten, 1985; Strauss and Corbin, 1994). Furthermore, the 

inductive approach is more fitting than a deductive one would be as this is an exploratory 

thesis where the eventual findings are unknown and cannot be forced from previous theories 

(Glaser and Strauss, 1965). The constant data-comparison is also a vital aspect for the purpose 

of this thesis because organizational identity is a weighted average of what the organization is 

and this is extracted from member interpretations. These comparisons will aid in clustering 

the data extracted into concepts (Gioia et al., 2013a; Glaser and Strauss, 1965; Strauss and 

Corbin, 1994).  

 

3.1 Setting 
The thesis will be studied on the organizational identity following the organizational change 

of the Swedish police force and what this has meant for the organizational identity of the 

Västerås police department.  

During the years 2000 to 2010 the number of employees of the Swedish police force rose by 

more than 25% to roughly 28 000 employees, where more than 20 000 of them were 

policemen, and the appropriation to the entire authority was increased by roughly 40% up to 

19 billion kr in 2010. This causes the police force to become the biggest governmental agency 

in the country. Even though they have received a quite substantial increase in resources during 

the last 15 years the results of the agency have not reflected this increase. These results has 

even continued to decline since 2010. The quantitative operational goals of the agency such as 

solved crimes, which can be seen in the figure below, or operational results does not measure 

up to this increase in resources (Ju 2010:09; SOU 2012:13). 

 

 

Figure 1: Percentage of crimes solved in 2010/2015; statistics from BRÅ 
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In addition to these quantitative goals the government also wants several qualitative results to 

look significantly better, such as increased flexibility within the organization, getting closer to 

the citizens or higher quality of work. Because of this a governmental investigation was 

initiated in 2010 with the purpose of investigating whether the organizational structure was 

limiting the possibility of reaching these goals. If the investigation would conclude that the 

structure was limiting the possibility of goal-achieving the investigators also had the objective 

of suggesting a more appropriate organizational structure to reach the goals (Ju 2010:09).  

The investigation concluded was that the suspicions were correct. The investigation found that 

the organizational structure was limiting the possibilities of goal-achieving within the police 

because the agency had inexplicit distribution of responsibility, insufficient decision-making 

capacity, and many departments of various sizes. The investigation committee instead 

suggested a unitary Swedish police force, a so called unitary-authority. The purpose of the 

fusion is to achieve a richer control and leadership, to increase the flexibility of the 

operations, to gain a more efficient resource utilization, to gain higher levels of rule of law 

and to gain more unity of the entire authority (SOU 2012:13).  

The committee suggested that the National Police (Rikspolisstyrelse), the 21 police 

departments and the National laboratory of forensics (Statens kriminaltekniska laboratorium) 

was to be merged into a coherent authority, a unitary-authority to gain better possibilities of 

achieving the goals set by the government and to regain the credibility it lost due to poor 

results (SOU 2012:13).  

The Swedish parliament voted for the transformation of the police in the end of 2012 and the 

transformation of the 23 agencies into one national authority was to occur on January 1st, 

2015. The transformation would not solve all the problems the agencies had previously 

experienced, nor would it improve the operations of the authority overnight but it was 

believed that a unitary-authority would provide a higher potential of achieving these goals 

than the diverse agencies could (Polisen.se, 2016; SOU 2012:13). In practise this means that 

the organization has gotten fewer steps in the decision-making process, down to six, and that 

middle-management has been transferred within the organization to similar operational 

positions as they previously had although the entire organization was to become flatter than it 

previously had been (Statskontoret, 2016). 

It also means that the 21 local departments, the National Police, and the National laboratory of 

forensics now have the supporting activities on a national basis to provide assist for the daily 

operations. These supportive or administrative activities, such as economy, HR, and IT 

previously had their own sections and were performed within these 23 agencies. This means 

that the organization has gone from a long organizational hierarchy into a matrix organization 

where geographical divisions are combined with national functions (Polisen.se, 2017; 

Statskontoret, 2016).  

As of October 2016, it is stated that the police authority had gotten a national management, 

shorter decision paths, increased exchange of information and decision-making capacity on 

levels closer to the operational activities. Many problems however remained, and new ones 

had even emerged. Among these were unmanageable workloads, national priorities in too 

great extent, and ambiguous distribution of responsibility between the national groups 

(Polisen.se, 2016). 

The purpose of this change (to create possibilities for higher quality, increased cost-efficiency 

increased flexibility within the organization and significantly improved results of police 

operations) has achieved various success regarding various topics. Considering higher quality 

there are several aspects that can be considered and this has not achieved any unambiguous 
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increase, and neither has investigation results. If anything, these have declined further. Cost 

efficiency is another aspect that has not increased. Many of these problems are said to have 

occurred due to uncertain distribution of responsibility.  

 Flexibility regarding operations is the only area that has seen an explicit increase, and this is 

because of the simplification of transferring resources and cooperate between/across previous 

regional departments (Polisen.se, 2016) 

Even though the results of the police have continued to decline following the reorganization 

the work has gotten so far in the first years as one can expect and that much work around the 

organization remains. The results are even expected to decline further because of changed 

working conditions and newly appointed managers but there is still a dominating expectation 

that the new organization has larger potential for better results, with the proper management 

(Polisen.se, 2016).   

 

3.2 Sampling 
The interviewees for this thesis has been found through purposeful sampling as well as 

convenience sampling. As organizational identity, which comes from member interpretations, 

is the focus point of this thesis no member of an organization is better suited than another 

when it comes to being an interviewee, which makes convenience sampling a proper fit. The 

purposeful sampling was used to limit the respondents to employees of the police department 

while the convenience sampling took over and the respondents were then chosen from 

convenience. A snowball sampling was also used in combination with the other two, mostly 

in regard of getting access and finding respondents with the help of other members within the 

organization (Corley and Gioia, 2004; Strauss and Corbin, 1994).  

This begun by the author contacting people, not necessarily employees, that had contacts 

within the police department. While five interviewees were found through one contact, with 

help from those interviews, two were so by another and the final two were found through a 

third contact.  

The criteria for respondents was being that they had been employed and stationed at the 

Västerås police department at least since 31/12 – 2012 in order to gain retrospective data from 

the period before the organizational change, of what the organizational identity has been 

before. This was not always completed as many have moved between different regional 

departments both before and after 2015. The information that was extracted from those who 

were now stationed at the Västerås department was supplemented by interviews with prior 

employees of the Västerås police department, who had retired before the organizational 

change of the authority.  

Snowball sampling can be rather troublesome from an academic viewpoint as people that 

often meet and collaborate tend to share interpretations and standpoints. This would in 

extension mean that theoretical saturation is reached faster than it otherwise would when 

colleagues found through each other are interviewed. This was to some extent countered as 

several external contacts were used to get access to the police department, from different 

directions, where no previous connection between them was noticed (Corley and Gioia, 

2004). 
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3.3 Data collection 
The data was collected from two different sources: semi-structured interviews and written and 

electronic documentation. The interviews were the main source of the data while the 

documentations were mostly used to introduce the content in which the study would take 

place. 

 

3.3.1 Interviews 

The interviews were conducted with nine current and former members of the Västerås police 

department through face-to-face interviews. This was done to establish two snapshots of what 

the organizational identity is and how and if this has been altered by the organizational 

changes that occurred in 2015. The interviewees were on different levels of the organizations, 

five were conducted with operational employees, two with employees from supportive 

activities and two from managers within the organization.  

The interviews took place in convenient locations for the respondents, places of their 

suggestions, for their relaxation to gain their most sincere interpretations of the organizations 

identity. Most of the interviews were conducted in their work environment (the police 

station), although those with former members occurred in their home.  

For the interviews the interviewer followed an interview guide and introduced a topic for 

discussion and listened to the interviewees interpretation, where the guide is present in the 

appendix. This guide was under constant development between the interviews and the final 

version is the one presented. When something was uncertain or doubtful a follow-up was 

asked to clarify. Every interview was finalized with the question “Do you have anything more 

you would like to share about what the Västerås Police Force is?” as no information about the 

identity of the organization would be left out. This question was scarcely answered. 

 The interviews lasted between 25 to 75 minutes, averaging around 45 minutes. All interviews 

were recorded, with permission, so that no information would be lost. This simplified the 

process as the interviewer could focus on what was being said and make sure that no 

information was lost.  

The interviewees were also granted anonymity to make sure that their true interpretations 

would be presented and not a beautified image to please managers or the authority as such. 

Organizational identity is also a subject that has little interest in the identity of the individual 

and is interested in interpretations of the organization, and the granting of anonymity matters 

little for the end results (Gioia et al., 2010).   

 

3.3.2 Electronic documentation 

The electronic documentations and information mostly came from the police official website 

and was supported by other governmental publications. Examples of documentations of these 

kinds are the annual operational-plan or the referral of the organizational change to the 

council of legislation.  
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3.4 Data analysis 
While the data was being collected, it was also being analysed and categorized. After a few 

interviews had been conducted the author began to see patterns in the data. These patterns 

were reformed into relevant categories and grouped into concepts for revealing extracts of 

identity that would be used when presenting the data.  

The data was coded by hand, attaching the data extracted from interviews and documents to 

concepts that when clustered would show the organizations identity. In-vivo or first-order 

codes, labelling codes by names directly extracted from the data, were used whenever 

possible. When this was not possible a descriptive word was used to cluster the information, 

where this word was decided by the author. Following this was the use of axial coding for 

grouping and comparison of the data (Gioia et al., 2010). 

 

3.4.1 Conceptualisation of identity 

The questions in the questionnaire have been formulated from an in-/ out-group concept, that 

in order to establish the organizational identity of the Västerås police department, what the 

Västerås police department is as an organization, members can compare their own 

organization with that of others regarding several topics, both internally and externally. 

The answers from the interviews were then structured into several concepts. This was done 

through one of three ways. 

 The concepts of “Social”, “Familiarity/ Professionality” and “Frustration” were found 

through in-vivo coding, the concepts were taken as direct quotes from the interviews. 

 “Flexibility” and “Cooperation” were found through the Police website and documents 

addressing the organizational change where the members also had interpretations (Polisen.se, 

2016; Polisen.se, 2017).  

 Finally, “Passion” and “Proactivity/ Reactivity” were stated as suitable concepts by the 

author to describe an identity characteristic, from the information of the interviews. 

 

3.5 Trustworthiness 
The trustworthiness of the data can be argued as being rather high, mostly for two reasons. 

The first is that many interviewees are found through different sources that seem to have little 

or no prior contact. The lack of previous connection means that they have little chances of 

uniting to present a false image of the organization. This was also revealed in the interviews 

as many had different twists of what the organization was, although the core concepts were 

similar.  

 The second is that no technical information, such as information that would be classified, was 

of interest or uttered in the interviews and that the questions’ focus did not lie on sensitive 

information of any sort. When this is the case, it is easier for interviewees to share their true 

beliefs and interpretations of the organization as little of what is discussed would complicate 

things. They were also granted anonymity as a second step to ensure that they could share 

without causing any distress anywhere.  
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4. Data 
This section will concern the data extracted from the interviews and show what the 

organization has been/ is as interpreted by the members. Several concepts have been 

formulated and are used to explain the identity of the Västerås police force, where some are 

taken as direct quotes from the interviewees themselves, some from the police website and 

some have been formulated by the author.  

 

4.1 Prior to the organizational change  
The Västerås police organization was a cooperative, passionate, social, flexible, proactive, 

and familiar organization before the organizational change. These characteristics have been 

identified as the aspects of organizational identity of the Västerås police department. 

 

4.1.1 Cooperation before (the change) 

Cooperation is one of the most basic and essential pieces of the Police Forces’ identity. 

Without this the organization would not be able to function as there are many kinds of matters 

that demand cooperative attention. The cooperation of the Västerås police department can be 

divided on two axes, internal and external, where internal cooperation considers the ability to 

work between groups within the Västerås department, and also the extent to which this is 

done, while external cooperation considers that from the department to other organizations. 

Both have been present on both sides of the organizational change, although both have also 

seen changes in regard to the organizational change. 

Internal cooperation was before the organizational change strong, at least regarding certain 

topics. It has always been easier to give cooperative attention to something that is considered 

“fun” (by fun they mean interesting from a policiary perspective, such as a more serious crime 

or an incarceration instead of providing transportation). It is also rather dependent on who is 

asked to help as some are more inclined to do this than others, but overall the organization 

was rather cooperative. This was in some ways a prerequisite as the organization would not 

function without it, something that members were aware of (Interview 2, Interview 7).  

“It comes down to helping each other…” (Interview 9) 

The organization worked with six groups in shifts that worked on an operational level. When 

there were complications for any of these groups to fill their spots, they lent personnel from 

another group or department that had to spare. Several interviewees stated that this did not 

occur very often but when it did it was possible to fill the vacancies (Interview 2, Interview 5, 

Interview 9). 

The cooperation between different types of activities also worked well, when it needed to. 

Many policiary cases concern more than one section and different sections had a natural 

cooperation and worked together to solve the crimes and help each other.  One example of 

this could be when the youth- and traffic sections cooperated in a united raid against criminal 

endeavour of trimmed mopeds. The extent in which these crimes are resolved is determined 

by the ability to cooperate on a cross-sectional level (Interview 2, Interview 3, Interview 8, 

Interview 9). 
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The external cooperation of Västerås was also better when considering some aspects before 

the organizational change, while it in other was worse. The cooperation across the county was 

rather strong and the same went here, if someone needed personnel temporarily a department 

in the county that could spare personnel helped them out. However, some regional 

cooperation was a bit troublesome as the authorities worked with different computer systems 

and procedures (Interview 1, Interview 2, Interview 3). 

 There was also considerable cooperation between various sections and other organizations, 

such as other governmental agencies. Some examples of this is the youth-section that worked 

closely with social services and schools, or marine-polis that worked closely with the harbour 

(Interview 8, Interview 9).  

One thing that was found in several interviews was that the cooperation was strong because 

there were more policemen employed at the Västerås police department, which made it 

possible to transfer people whenever necessary. Another is that the resources were distributed 

and controlled by the Västerås police department, and that the organization was designed to 

function with consideration to the issues Västerås and Västmanland faced. It was previously 

easier to make the chain through the sections of the organization coherent and to get it pull in 

the same direction as the decisiveness of everything was in Västerås when it was a separate 

authority (Interview 2, Interview 3, Interview 5, Interview 7, Interview 8, Interview 9). 

Some interpret it as the cooperation and coherency was higher back then than it is now 

(Interview 2).  

 

4.1.2 Passion before  

Something that was seen as very important and an attribute the organization had is 

enthusiasm. Several interviewees stated that this was among the most important attributes and 

that many of their colleagues had this attribute (Interview 3, Interview 8, Interview 9). It was 

also stated that the organization was successful in doing what it was designed to do, which 

increased the job satisfaction (Interview 2, Interview 3). 

Many were very happy regarding their occupation, as policemen, and that they had been so 

the majority of their career. It had allowed them to follow their ambitions, whatever they 

might be, reach their goals and have been able to work with their interests. One even tried 

other things, career-wise, but went back to this. They felt as if it had been rewarding to work 

within the Västerås police department when they felt they could make a difference in peoples’ 

lives (Interview 2, Interview 8, Interview 9).  

“There was job satisfaction in the building, everyone was satisfied. This is my perception. I 

have always been proud to be a policeman, it has never been something I have been ashamed 

of.”  (Interview 9) 

As any other occupation, this also has negative sides but considering the big picture, the 

interviewees were satisfied in their occupational role before the organizational changes and 

liked their job as such. It is also stated that it had always been very rewarding and useful in 

other situations (Interview 5, Interview 8, Interview 9). 
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4.1.3 Social before  

Another important attribute for the organization was social competence, as those you worked 

with were people deep down. In order for the organization to flourish the proper connections 

were required and that these connections needed to be nourished. These could both be 

connections with those the organization worked with as well as those they worked for, i.e. the 

public (Interview 5, Interview 7, Interview 8, Interview 9). 

Some interviewees stated that they had a genuine interest for what they worked with, which 

was people, and that this was the most important attribute for their section. They could often 

talk to complete their tasks of crime prevention or find a criminal. This was usually stated 

from those who worked on different kinds of youth-sections (Interview 8, Interview 9). 

 But because the policemen work with the public, for the public and are managed by 

politicians it was important to be able to talk to many different people (Interview 8). 

How people interacted with policemen has also been stated to depend on the policeman’s 

approach. When they patrolled alone people usually came up to the with questions and to talk, 

something that scarcely happened when patrols were being conducted in groups, which they 

believed was because the public did not want to disturb them (Interview 9). 

 Another thing that was visible was the violence that some were involved in. It was stated that 

some policemen fought all the time while others were more pacified (Interview 9). 

 

4.1.4 Flexibility before 

The Västerås police department was rather flexible prior to the organizational changes when 

considering some aspects, while it was inflexible in others. One flexible area was mandate 

and resource distribution.  

 As the organization was a separate authority the head of the authority had absolute power 

about his/her organization, every decision about that authority was made inside its borders 

and there was a clear description about who had mandate for various areas (Interview 3, 

Interview 5). 

Some areas where it was inflexible was in both operational activities and regional work. The 

different sections were many times limited to solely working in their respective fields and 

they excelled at this but were limited when they needed to conduct other types of work, when 

this occurred.  

 On a regional level it was difficult when various things that required attention from multiple 

authorities emerged because most of them worked with different computer systems and with 

different guidelines and documents.  

 

4.1.5 Proactivity before 

The police could in a rather great extent work with preventive measures of criminality, much 

because of how the organization was structured. Many people worked as policemen and 

several could reveal themselves to the public through patrolling, both on foot and by car, to 

discourage the public from acting unlawfully. It was also stated that the organization 

contained more policemen before the organizational change in comparison to the population, 

that they were less controlled between emergency calls and could engage in “free hunting” 

(Interview 2, Interview 5, Interview 7). 
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As shown by this quote: 

“We could be something like 7 or 8 people that were out patrolling the streets in the evenings, 

I have patrolled very much in my days and you saw many policemen out in those days. When 

people thought about doing anything unlawful and then they saw a policeman I think they 

reconsidered.” (Interview 9) 

Patrolling was believed to be a very important step in proactive crime prevention as few 

people commit crimes in the presence of policemen. There was also a respect for the police 

and when someone shouted or harassed them they would be brought into the station 

(Interview 9).  

The social work for crime prevention was also seen as important and something they could do 

before the organizational changes. It was stated that it took many years to form the bonds and 

connections that were necessary to deter the public from committing crimes, mostly with 

young people in schools (Interview 8).  

 

4.1.6 Familiarity before  

The authority was as some perceived as an amateurish organization that was led by a group of 

old friends before the organizational changes. It was technically, educationally and 

methodologically speaking underdeveloped in some areas while it was up to date in others, 

which made it unstable. Some technical methods that was used originated from the nineties 

while the use of applications (for phones) was present as well. 

 Regarding methodology are some modern organizational aspects present on paper but not 

applied in operational activities, such as using the same methodology in every case or having 

a stable framework of operations (Interview 4, Interview 5).  

It was by some perceived as an amateurish and anorexic organization because it had to gather 

the available people for certain tasks and not have a set group for them. Even though these 

problems were present the organization was still customized to the need of Västerås, 

regarding criminality, which made it “flourish” (Interview 4).  

 Another aspect of amateurism was that when something occurred that needed instant and 

cross-region attention the employees contacted a friend within that region, something that 

limits the coverage of the organization as it would peter out into nothing if the contact was 

unavailable (Interview 4, Interview 5).  

Other activities were also more drawn towards the familiar side. The intelligence department, 

for one, was not very controlled and did not work as intelligence agencies usually do, 

although they were successful regarding results. Before the organizational change this 

particular section worked closely with major crimes section and the operational level. They 

were more oriented towards their goal than the process before the organizational changes 

(Interview 3).  
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4.2 After the organizational change 
Now the organization has become a reactive and professional organization although it has 

kept its cooperative, passionate, social and flexible characteristics. An organizational 

frustration has also been noted to emerge, something that was conceptualised as another 

characteristic of the organizations identity. 

 

4.2.1 Cooperation after 

What has happened since the organizational changes of the Västerås police department is that 

some interpret it as an increase in both internal and external cooperation while others interpret 

it as a decrease in both. The increase comes from a situation where it is difficult for the 

departments to function alone and that distributions of personnel are done whenever possible. 

Some sections that have the possibility aid others where there is a lack of people. One section 

that often have a deficiency is the community police, a group that needs help from other 

sections to fill the shifts. (Interview 1, Interview 4).  

Another area where cooperation has improved is on the external level, both with other 

regional police departments and with other organizations. This was also interpreted as 

something that was improving continuously as the work with other social actors occurs in 

greater extent than before, and that the police only hold one of several parts in fixing social 

problems.  

 It is also interpreted as the organization has been given the potential of regional cooperation 

from this organizational change, that this has become clearer and easier due to unitary 

methodology, structures and systems (Interview 4, Interview 8). 

Others argue that the extent in which the cooperation occurs should not be overrated and that 

more areas than only the community policemen experience the issue of personnel deficiency. 

That the organizations slogan of improved cooperation and unitary-authority has a long way 

to go, mostly in the region and inside the specific building. This is shown by the following 

quote:  

“Different specializations should be able to cooperate more.” (Interview 6) 

It has perhaps improved in some extent but the hopes that were on the new organization were 

much higher than what has been achieved (Interview 3, Interview 6).  

The possibility of cooperation between the organization is by others seen as rather ambiguous. 

While it has always been strong as it is part of the esprit de corps, it has been strengthened by 

the changes because of unitary systems and methods. It has at the same time decreased as the 

possibility of lending resources between levels has become limited (Interview 5).  

 The ability of cross-sectional cooperation is also dependent on the kind of case that is 

present. As shown by the following quote:   

“It is easier to get people involved if there is a funny case. It is funnier with a car chase than 

with paperwork or if something special has occurred. This also makes it easier when the case 

is passed along to investigative services or another level.” (Interview 7). 
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4.2.2 Passion after 

Enthusiasm is still considered one of the characteristics of the organizations identity and 

something that is still incredibly necessary in the organization, even more so because of the 

organizational changes, as shown by the following quote: 

“The problems that emerge are solved because there are enthusiasts that always agree to 

help.” (Interview 1) 

This attribute has become even more important because the job is demanding and contains 

several negative aspects. Many members have left the organization because of these negative 

sides and those who remain have this attribute (Interview 1, Interview 6). 

The employees of the organization are stated to be industrious, competent and interested in 

their work, both on operational, supportive and managerial levels. While some members are 

of course less enthusiastic than others, the majority of the organization is industrious and 

supportive, attributes that are highlighted when acute matters appear (Interview 3, Interview 

4).  

Many of those who remain state the same as before the changes, that they enjoy their job 

although they simultaneously state that they sense some decline in the enthusiasm. Some feel 

like the overall level of enthusiasm has been lowered, even though the enthusiasm is a core 

concept of the police, and that they no longer have the energy to remain passionate. Some 

even go as far as to say that they recommend something else as an occupation to other people, 

even though they still consider their job to be fun and interesting. While they enjoy their job 

other aspects of it is less satisfying, such as the organizational structure or certain recruitment. 

They feel like they need to get more things out of it than they currently are (Interview 1, 

Interview 5, Interview 7).  

“The (energy) plug has lifted” (Interview 5)  

 

4.2.3 Social after  

This is still an important attribute for the organization to possess, perhaps even more so after 

the organizational change that had “closer to the population” as one of its slogan (Interview 5, 

Interview 7). Whether this has been reached has been ambiguous. Some state that they have 

always worked closely to the population in their role: 

“I have worked outside, connected and worked with people… I have always been close to the 

population” (Interview 8) 

And emphasize that the population can be reached in different ways. The police have begun 

using social media to describe their work-day and get the public to understand their task as 

another way to get closer to the population (Interview 8).  

Others state that the only way to reach the population is through being seen, that social media 

and other technical advances are good but that the population cannot be reached from behind 

a desk or through a telephone call. At the moment it is felt as if the recourse situation 

complicates this, that they are not allowed to show themselves and asked in the extent 

possible. They also feel like they should be able to provide security for the community, 

something they fail to do now (Interview 7). 
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As this is mostly done by operational levels of the organization and that they feel like they fail 

to do this at the moment, they state that there is a skewness in the organization. That the focus 

should lie on attempting to “push” the organization closer to the population through 

distribution of resources to this level, while the focus at the moment lies on higher levels of 

the organization (Interview 1, Interview 5).  

 

4.2.4 Flexibility after 

Many things have changed following the organizational changes regarding the flexibility. The 

operational activities have become more flexible as many people are now forced to work with 

a wider variety of tasks, sometimes outside their usual activities. This has made them capable 

of completing a wider arrangement of tasks, even though they are originally trained for these 

tasks as well (Interview 1, Interview 3, Interview 5, Interview 8). This is by some stated as 

something that limits the organization as no one can excel at anything as they are forced to 

practice everything (Interview 4). As revealed in another way:   

“We are flexible as we do things that we should not do, such as transports, but I don’t know if 

this is a good or bad thing.” (Interview 6) 

“One second being a traffic policeman while in the next conducting a child interrogation, you 

will become better at conducting child interrogations if you are allowed to do that, 

continuously, all the time.” (interview 4) 

It has by some been stated as ignorance that nothing is done about the problems that has 

emerged on the operational levels. Several mentioned the resource situation as a reason for the 

problems on operational level, although they notice no attempts to solve these issues. They 

also state that the organization functions at the moment but will inevitably crash and that 

much of what is conducted on managerial and administrative levels is a paper-product that 

they fail to follow through (Interview 1, Interview 5, Interview 6, Interview 7). 

Politically however, has the organization become inflexible. Much of this originates from the 

fact that the decisiveness of the organization has been moved to a regional level and now 

focusses on what is best for the entire region, not only Västerås. Many decisions have also 

been pushed to the regional level, because that is where the mandate is. This is something that 

has resulted in a roadblock that causes the organization to halt. Some view this as something 

that makes the organization less flexible. What has occurred is that the structures that were 

built to meet the needs of Västerås have been broken when they built structures to meet the 

needs of the entire region and strived for unitary national authority (Interview 3, Interview 4, 

Interview 5). 

Something that was stated by some interviewees was that nothing about police-work has 

changed, they are still chasing criminals and preventing crimes, but the organization has 

changed in a great extent. While attempts to make the organization more flexible has been 

conducted, few of them have reached their goals. This change was also something several 

interviewees were looking forward to as they believed the organization had begun to stagnate. 

What occurred was that the organizational change brought even more rigid bureaucracy to the 

organization where massive amounts of documents have been produced but no one has the 

time to read them or that the same thing occurs several times without the issue being taken 

care of (Interview 5, Interview 7):  
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“You have to look over the organization, some employees do that same thing over and over 

again for no good use. This is academical, but the question whether the police is academical 

needs to be asked. I interpret us as more artisanal.” (Interview 5)   

It is perceived as this inflexibility causes the organization to fail at its task, which is serving 

the public. Because the organization looks nothing like a “regular” work-place it also needs 

other kinds of focus and situational awareness:  

“On Friday afternoon 12-15 people begin their workday while 450 finish theirs. We need 

more situational awareness! We need to divide it so more people work in the evenings. Not 

everyone needs to be here at 8 because not that much occurs at that time. We need to be able 

to serve the public so that they don’t need to change their ways.” (Interview 5) 

To be able to provide for the public, one interviewee argue that the organizational structure 

has become the problem: 

“We don’t need another grand national colossus, we need a narrow organization” (Interview 

5) 

“This (the flexibility) has always been considered an important aspect as this is no office-job 

and no two days are alike, you should like the variety it brings.” (Interview 5) 

 

4.2.5 Reactivity after  

What has occurred is that the organization has become rather reactive in their work with crime 

prevention. The Västerås police department are experiencing a time where a lack of personnel 

is forcing the organization to only work with acute countermeasures of criminal activity and 

makes it unable to work with long-term crime prevention. They have no possibility to use 

preventive measures such as foot-patrol where people notice the policiary presence and are 

instead forced to only work with “fire extinguishing” where they must rush when felonies 

have occurred. The focus of the organization lies on getting the operational activities to 

function, there is no time for anything but priority matters (Interview 1, Interview 3).   

“We don’t have time to do this usual, crime preventive work. There is no time for that…” 

(Interview 1)  

Although the organization has been forced to prioritize on crimes that have already been 

committed, some state that their ability to do this has not improved. It has been stated that the 

police have always been successful at countering what occurs this moment. It has more 

difficulty with long-term preventive work but is good at acute work that needs attention now 

and resolve these matters. The organization has perhaps improved its ability for long-term 

preventive work through the organizational structure of one authority as the resources can be 

distributed in another way but this has not been noticed yet (Interview 4).  

Much of what is considered the issue for the crime-preventive work are the resources. The 

lack of personnel means they must focus on the short-term work and have no time for other 

measures. The same goes for any harassment the members receive in their work. As they are 

usually on their way to some acute job they have no ability to do anything about this.  

 While their main assignment is to prevent crime they now only have the possibility of doing 

things when a crime has already been committed (Interview 7).  
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4.2.6 Professionality after 

While it is still underdeveloped in several areas the methodology has improved as national 

guidelines that emphasise the work as a process have been published. The organization has 

analysed its methodology and unitary control documents have emerged, and some have been 

improved. What should be done in each situation has now have become clearer, in some areas 

(Interview 3, Interview 4, Interview 5).  

The intelligence department, for one supportive section, now work more as a “normal” 

intelligence department. What is important now is the understanding of the mission, that they 

are now oriented towards the process and how things should be done and not in the same 

extent as to what they accomplish. Another important detail is to know who is the receiver of 

what is produced and how the intelligence will be handled. It has not fully professionalized 

but it is on the correct path (Interview 3). 

 The professionality that has emerged will make methodology structures clearer and hopefully 

make the organization more successful, in its tasks (Interview 4).  

One thing that has been noticed since the organizational change to a unitary-authority is 

regional contact now goes through functions in a greater extent than before, when it was 

usually through personal contacts. This has made it possible to give the matter the urgent 

attention it requires in greater extent and the coverage is expanded to larger parts of the day 

(Interview 4):  

“It is amateurish to call an old acquaintance while it is more professional to call a function 

with readiness. (This is) something that grants larger coverage.” (Interview 4)  

Even though this professionality has been stated some perceive it as smaller policiary 

departments have it easier to keep the familiar side than larger ones, where Västerås is seen as 

a smaller one. It is easy in small departments to do things that policemen are not supposed to, 

which complicates regular policiary work in a smaller city. The organization becomes more 

professional when the “everybody knows everybody”-factor is removed.  It is seen as better 

when it is removed as they are forced to cooperate for real (Interview 6).  

 Others see this as a negative thing as it is easier to escape responsibility if the organization 

becomes too big. It is more difficult to hide and stay anonymous in a smaller organization 

(Interview 7). 

 

4.3 Frustration has emerged 
What has been the most prominent change in organizational identity has been the emergence 

frustration in the organization, which was something stated by many interviewees. The 

division between three organizational levels must be drawn here although all three experience 

this frustration and it originates from the same source, the organizational change (Interview 1, 

Interview 3, Interview 5, Interview 7).  

The operational personnel are frustrated due to the skewness that came the organizational 

change. While the upper levels of the organization began moving towards something new, the 

operational activities have been left behind and had their interests ignored. They feel as if they 

are unable to influence anything in the organization at the present and were unable to 

influence anything in the planning stages as well (Interview 1, Interview 3). 

 The frustration has also emerged due to the resource deficiency that impacts operational 
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activities. They notice that they are severely understaffed and feel like their organization is 

draining their energy. Even though it was stated that the organization would become flatter 

and the focus would lie on getting closer to the population, large vacancies are visible in the 

operational activities after new managerial positions have been created and needs to be filled, 

which is mostly done with operational personnel. Operational personnel also feel like they are 

unable to achieve what they should in the eyes of their employer (the public). This was not 

emergent before as they could serve the public in greater extent, while they at the moment are 

unable to help the public with their issues (Interview 1, Interview 3, Interview 5, Interview 7).   

“This is a service job and we serve the public. That means we need the resources to do our 

assignment and don’t have time with administrative or statistical works, it is only important 

for politicians.” (Interview 7) 

The managerial level experience a similar frustration, although it is targeting something else 

in comparison to operational personnel. They experience a lack of mandate for decision-

making following the organizational changes. While middle-management were previously 

able to make decisions that concerned resources, working hours or focus of work they are 

now dependent on decisions from the regional level as the decisiveness has been pushed to 

another level than it concerns. They also have to compete with other departments with their 

questions which makes the organization rigid, something that increases this frustration further 

(Interview 3).  

Supporting activities also experience frustration, this time targeting the resource deficiency of 

the operational activities. As they work in consideration to the needs of the operational 

activities they have trouble fulfilling their task when the operational activities are unable to 

formulate these needs. This almost puts supportive activities in a vacuum and members 

experience feelings of superfluous-ness when their work is ignored on several levels as they 

are unable to focus on what is prioritized. As they work with cases of long-term prevention 

they have a difficulty achieving something with the intelligence they produce as they have a 

difficulty getting something out of their intelligence and the work they present is often 

ignored due to lack of mandate for decision (for resources) and lack of time for intervention 

(Interview 3, Interview 4).  

The resource deficiency of the operational activities causes feelings of rigidity within the 

entire organization. More sections become rigid when the focus of the entire organization lies 

on getting the operational activities to function properly and no line between levels or sections 

is present to receive the work that is produced. The frustration these sections experience is 

almost equal in size, although it originates from different sources of the main issue, where the 

main issue has been the organizational change (Interview 3, Interview 4).  

Another problem that has emerged, and complicates this further, is that the “coffee-room” talk 

of the members has become present to the public. While the police, as many other 

governmental authorities, have been an organization where little or no information about 

feelings or reactions have leaked out these experiences of frustration have lately been shown 

to the world (Interview 4).   
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5 Analysis & Discussion 
The data extracts some interesting points for the purpose of this thesis and show some 

answers to the research question stated. Limited changes have been noticed in some 

characteristics while more substantial changes have been noticed in others.  

 The following section binds together the findings of the data from the interviewees with 

previous literature in attempts to find traces that have been noticed in both.  

 

5.1 Identity changes in the Västerås Police Department 
We have seen several identity changes in this study. We have seen the emergence of reactivity 

as a characteristic of organizational identity when it is failing to work with preventive 

measures and its resources are limited to acute countermeasures of criminal activity. One 

major change that came from the organizational change has been the way the organization 

conducts its work. While they could previously liberate resources for long-term preventive 

measures they now only have enough personnel to work with the emergency calls when 

crimes have been committed.  

We have also seen a shift towards professionalism within the organization because of the 

organizational change. The organization has received national documents for guidelines of 

how operations should be conducted and these are followed in greater extent than before. The 

documents that have emerged provide less room for individual interpretation and has been a 

step towards a national unitary authority. The organization was interpreted as becoming more 

process-oriented as well, where it was previously results-oriented. Whether this is a good or 

bad thing and whether this is a step towards professionalism or not will be left open.  

 An issue has also emerged in this process. While larger organizations were interpreted to 

have higher levels of professionality it was simultaneously stated that they make it easier for 

individual members to avoid responsibility and become “anonymous” within the organization.  

These changes are also something that has been occurring in previous literature. Although 

reactivity has not been stated as an organizational characteristic itself but that of changing the 

way operational activities have been conducted have been noticed (Dutton and Dukerich, 

1991; Silver, 2009). While it was, by previously literature, noticed that the organization 

worked with one line of operational activities and because of an identity change altered this to 

another line, the case of the Police Department has seen changes in how the activities are 

being conducted. It has always worked with criminality and safety for the population but the 

way these operations are conducted have been altered. While it previously worked with 

familiarity and proactivity in their operations, such as patronage and long-term crime 

prevention, this has been altered to now be conducted with more professionality and 

reactivity, such as cooperation through official sources and acute countermeasures, where 

similar occurrences have been noted in previous literature (Clark et al., 2010; Empson, 2004).  

What can be noted although is that reactivity has not increased in the organization, it has only 

become more visible following the organizational changes. As some stated that the 

organization has always been good at the instant work that is required to follow special events 

(they mention the terrorist-attack in Stockholm in the beginning of April) it is now stated by 

the members that they are unable to work in any other way than this instant work because they 

lack the resources for anything else. In one way has everything that has happened when the 
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phone rings become a special event, when considering the resources and personnel that can be 

liberated… 

While the legitimacy, that was noticed in previous studies (Clegg et al., 2007; Czarniawska 

and Wolff, 1998), of the Police is hard to question as it operates in an environment without 

competition, the public credibility of the organization as well as the new organizational 

structure has taken a serious toll recently because it has failed to live up to what it is designed 

to do. It was considered that the organizational change would turn around the decreasing 

operational results that have been present through much of the 21 century, something that has 

not been met since the years of its emergence. This has marked the change as a failure in 

public eyes and something that has weakened the organization with a large amount of 

resignations (DN.se, 2015; Aftonbladet.se, 2015).  

Limited changes in other identity traits were also identified, such as cooperation that has both 

become easier and more difficult at the same time after the organizational change. The unitary 

authority concept that has begun, which has resulted in regional control of the departments 

have made regional cooperation easier through national methodology and unitary computer 

systems. This cooperation should however not be overestimated as it only occurs in a limited 

extent because of the resource situation. 

We have seen similar changes in the flexibility of the organization, where the skillset of the 

personnel is broadened, almost daily when employees are temporarily transferred between 

different sections, while it politically has become more limited. While they now can complete 

a wider arrangement of tasks, they are simultaneously not given the possibility to excel at 

anything, something that might halt the organization.  

 Politically speaking has the organization however become more inflexible. When the 

decisiveness regarding the Västerås department has been transferred to the regional level the 

focus now lies on the entire region, where it previously was specialized for Västerås. Another 

result of pushing the mandate for decisiveness to the regional level is that a rigidity in 

decision-making emerges. It was stated that it is easier to control a tinier vessel than a large 

one and when several local authorities have been clustered into one regional the result has 

been something that takes long to steer on the right path. 

Ambiguity is another thing that has been noticed in large parts of previous literature following 

many types of organizational changes, although it was not noticed here (Clark et al., 2010; 

Corley et al., 2006; Empson, 2004; Gerstrøm, 2015; Gioia et al., 2010). This was interpreted 

to be because the organization has always had a good sense of what it is, what is expected of 

it and what its activities should be, which is why no ambiguity has emerged during this 

structural change.  

Frustration has instead emerged as an organizational characteristic. While the experiences of 

frustration are similar and originate from the same source within the organization, the 

expressions of it contains some differences. Operational activities experience the frustration 

for two reasons: the resource deficiency and the skewness of the organization. Much of the 

focus before the organizational change was to have operational levels as the core of the 

authority, to make a unitary authority and to make that authority flexible, while the result has 

been almost the opposite. Both of these sources drain the operational personnel and while they 

have previously been able to conduct their work with feelings of pride and enjoyment many 
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now feel as if they are unable to achieve what is expected of them. The frustration has led to 

resignations and sickness, something that drains the operational personnel further. 

 

Supporting levels also notice a frustration that has been emergent since the organizational 

changes and name this as what is halting the organization. Because they are dependent on the 

operational activities to be able to conduct their job they have trouble when that level “fails” 

to do theirs. Supporting levels work from the demands of operational activities and are put in 

a vacuum and almost become superfluous when no demands are made. While they still have 

tasks to finish, and these tasks are finished, the frustration grows because they perceive it as if 

these tasks seldom lead to anything.  

A similar frustration has also emerged within managerial levels. The organizational change 

has moved much of the decisiveness regarding resources and work-focus to the regional level 

and that middle management within the Västerås police department have little possibility to 

impact these decisions. Another thing that has occurred when resources have been moved to 

other levels than where they are used is that a rigidity in the resource distribution emerges. 

While the Västerås department previously had absolute power over the resource-distribution 

on a local level they now make requests to the regional level, an institution that must consider 

the needs of the entire region, where the Västerås department must compete with similar 

requests from other local departments within the region.  

 This has caused feelings of superfluity in managerial levels. 

Whether the frustration that has emerged or the ambiguity that is present in previous studies is 

better for the organization I leave open for external discussion… 

 

5.2 Reasons for identity changes  
While the similarities of previous identity changes regarding either an acquisition or a merger 

are easy to recognize it is in the data presented a bit more difficult to trace the origins of the 

identity changes presented here. One question that can be raised following this is where these 

organizational identity changes have come from, if they follow influences that would be the 

situation of a merger or if they are a result of demands, as usually follows an acquisition.  

Regarding the operational activity changes in the beginning of the analysis, these can be 

traced both to influences and demands. If we label the resource deficiency as a demand, 

thanks to it originating from the organizational change, it can be argued that the reactivity that 

has emerge is a result of it. The organization is forced to work with countermeasures of 

emergencies and have no time or resources for long-term preventive work, the type of work 

that the interviewees stated to prefer. The organization is limited to performing acute work in 

emergency situations, although the result and image of the authority would probably improve 

if it could work on a longer term. 

The emergence of professionality following this organizational change has instead been due 

to influences. Professionality was something that had been previously noted in other districts, 

mainly larger ones, and this mindset has been brought to Västerås through both personnel 

transfers and regional cooperation. Some interviewees stated that they previously saw the 

Västerås department as less professional than their former employers, which was the 

Stockholm or Örebro department, although they also saw that the department was improving 

in this aspect. It was also stated that the Västerås department previously did things it was not 
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purposed to do in greater extent than it is now, this was both between sections in the 

department as well as for other organizations, i.e. various sections conducted basic operations 

due to comradery both internally and externally in regard of the organization.  

 It was also stated that different sections noticed after the organizational change that they 

worked differently than their counterparts in the region and that they through the cooperation 

that has transpired since the organizational changes have both influenced and been influenced 

by each other. A section for supportive operations stated that they noticed that their 

counterpart in Uppsala worked more process-oriented than results-oriented and the Västerås 

section have since the organizational changes moved towards a more process-oriented 

approach, while they previously were results-oriented.  

As the unitary-authority concept, that has not quite been reached yet, was the main idea of the 

organizational changes much of what has occurred to cooperation and flexibility have been so 

by national demands of produced documents and structures. The organization is better at 

regional cooperation because the country has been structured in six regions, something that 

was decided on a political level. The flexibility, or lack thereof, that has emerged is also a 

result of political demands. When the mandate for decisiveness was moved upwards in the 

organization the inflexibility that followed made the organization rigid, a connection that is 

easy to make, because the decisive vessel has now grown to take the entire region in regard.  

 The flexibility of the personnel, that they have broadened their competence is also a result of 

demands from a controlling level, that the distribution of resources has forced them to expand 

their competence to meet these demands. In this case there is however a step missing, that of 

the resource deficiency that was another result of the organizational change, which has led to 

the demand for operational flexibility.  

The frustration that has emerged has also mostly been due to demands after the organizational 

change, where it is most closely connected to the resource deficiency. As stated above: the 

operational personnel experience frustration for two major reasons, the skewness of the 

organization and the resource deficiency that is present. The skewness comes from two 

sources: that the change originated and was customised by and for high levels in the 

organization while the interests of the operational levels were ignored and that many 

managerial positions have been created in the organization that are draining the operational 

personnel since these positions needs filling and are so by operational personnel. The 

skewness was illustrated as an upside-down pyramid or a tipping axis.  

 The resource deficiency can again be traced to the organizational change as both personnel 

and monetary resources are drained for the implementation of the organizational structure, 

something that still occurs. The resources have also been moved to other levels and not 

enough focus is put on operational personnel, in their liking.  

Supportive personnel also feel the resource deficiency that is present within operational 

activities, something that influences these sections negatively. When they are unable to work 

in the way they are designed to, the feelings of superfluity emerge and grow into frustration.  

The managerial levels of the Västerås department instead feel frustration due to other sources. 

When the decisiveness regarding resources and work-focus have been moved to the regional 

level and that middle management within the Västerås police department have little 

possibility to impact these decisions this frustration has become eminent. The rigidity that 

comes, both regarding decision-making and resource-distribution, has from moving these 

processes higher into the organization also aided in developing these experiences of 

frustration.  
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5.3 Conceptualisation of organizational identity  
Another thing that can be argued around is whether it is appropriate to conceptualise the 

identity of the Västerås police department by those characteristics that have been identified in 

this thesis. While other studies previously have only mentioned the organizational identity in 

terms of uncertainty as to what they were or by making a comparison with another 

organization and identifying one aspect that separates them, this thesis has attempted to find 

several characteristics that the members perceive are at the organizations core, and have been 

quite successful in it if I may say so.  

The cooperation within the organization was mentioned by all members as one of the most 

important aspects of the organization and since the organizational change has the regional 

cooperation emerged and evolved, although some mention this as something that should not 

be overrated, i.e. this characteristic has been altered and neither emerged nor vanished.  

The social aspect is another that was stated to be very important as the organization mainly 

works with people and a pride was noticed in the interviewees when stating this. Because the 

organizations activities were described to perform a service-job for the population it was 

stated as important for the organizational members to possess this attribute.  

The flexible aspect was however found from national documents and was not so from in-vivo 

coding of the data, like many others were. This is also the weakest of the characteristics when 

considering its centrality and endurance. While the organization is in limited extent seen as 

flexible after the organizational change it was more so in the period before, when the 

decisiveness and responsibility remained within the studied organization. This has also been 

altered slightly as the potential of flexibility has been said to emerge but has been 

unsuccessful in doing so.  

Passion was used as a descriptive phrase by the author to describe an organizational 

characteristic. This seemed fitting as the organization, and members within it, was described 

to be passionate about what it did and how it was done. While many members have left the 

organization in recent years those who remain, at least those interviewed, take great pride in 

their work and being part of the Västerås police department. 
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6 Concluding remarks 
The findings of the thesis have revealed an emergence of frustration as an organizational 

characteristic of the Västerås police department, something that is visible in all levels of the 

organization. Other changes of organizational characteristics have also been noticed, such as 

reactivity and professionalism, although these have not emerged only because of the 

organizational change but of other reasons as well.  

 Several minor changes can also be traced to the organizational change. Among these are 

changes in the flexible and cooperative manners of the organization. Although these traits 

have not lost their place as major organizational characteristics, they have been victims of 

slight alterations due to the organizational change of the authority.  

 

6.1 Contribution and limitations 
While the purpose of this thesis was to examine whether the organizational change of the 

police authority has made any impact on the identity of the organization, the results presented 

here have been able to give an answer to this thesis’s research question. The results reveal that 

structural organizational changes make an impact on the organizational identity and that the 

extent in which this has occurred is quite large. What this does for the field is that it reveals 

that we will be able to find new aspects of organizational identity changes as long as we are 

able to locate new contexts in which this can be studied.  

 It also means that there are still findings to present in organizational identity research as the 

frustration that has been noted in the Västerås police department has not been located 

elsewhere in the literature. Legitimacy, organizational change and ambiguity make up the 

results of a large amount of previous literature but none of these can be mistaken for an 

organizational frustration. 

This thesis also revealed that some changes emerged due to demands of the national authority, 

what has been stated as an acquisition characteristic, while others have been so by influences, 

which is common during a merger. This reveals that the context presented here has an 

interesting impact on the identity of the organization.  

While previous studies have found identity ambiguity present in many cases, this thesis finds 

frustration as an emerged identity characteristic. Ambiguity might although have been present 

in closer proximity to the organizational change than what has been studied here, as it has 

previously been noted as the initial result of structural organizational changes. If the time-

lapse since the organizational change have been too long this might have been overcome and 

not taken into regard by interviewees. 

Even though these results can be generalized to mean something for the organization, the data 

extracted is still limited to the members interviewed. If another set of interviewees would be 

chosen for another study the results might differ in great deal. Qualitative research is always 

connected to its source and results may vary when the sample is altered. 

 If the members interviewed would come from other departments or sections in the Västerås 

police department their interpretations of the organization might differ from that which has 

been presented here.  

The same goes for the regional setting. If Uppsala or Örebro would have been the studied 
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department the question studied might have revealed different answers, because of different 

influences and interpretations from other regions and members.  

 

6.2 Suggestions for future studies 
With that being said, it is easy to counter the limitations of this study.  

 One interesting aspect that emerges from this is whether different regional departments have 

noticed different development of their identity following this change. If the frustration that 

has emerged is more limited in Uppsala or vice versa, or if it is limited to Västerås.  

A cross sectional study would also likely reveal some interesting results, both when 

considering within departments, identity changes of operational activities compared to 

supportive activities, as well as among departments, identity changes in Örebro in comparison 

to Uppsala. This would give an aspect that this thesis has failed to present, to reveal potential 

changes both between departments and between different times. 

While much of the negativity that was presented by the data is revealed to emerge from the 

organizational change, another potential future study would be to really trace the identity 

changes back to its origins and investigate if the sources from where the changes have 

emerged are due to influences or demands, which would be a hypothesis within this context, 

or something else entirely. While influences or demands between departments is a hypothesis 

these may come from other entities of the environment and not only from the collegial 

organizations.  

The context that has been presented here is also excellent for other types of organizational 

studies. When the local departments were clustered into a unitary authority much changed 

regarding documents, mandate of decisiveness or organizational levels, all of which make 

excellent arenas for other studies.  
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Appendix  

Interviewguide 
Before 2015: 

Who were the Västerås police before 2015? How would you describe to someone what you 

were? 

What was it like to be a Västerås policeman before the fusion to Polismyndigheten? (before 

2015) 

How did you work internally in Västerås? 

How did you work externally with other geographical departments?  

 Did you notice differences in yourselves and those other departments? Was there any work 

with any organization that was more different than others?  

What attributes were important in this organization before the organizational change?  

 Are there any tips you would give to someone who recently had started in this organization? 

What was it like to work in the environment that was present then? 

 

After 2015:  

Who would you say that the Västerås police are now? 

What is it like to be a Västerås policeman now? 

How do you work internally in Västerås now? 

What does the external working situation look like now?  

 Do you experience any differences when comparing the Västerås police to another 

organization when considering what you are now? 

What attributes are of importance for members of the organization now? 

 What tips would you give a new member now? (Would you give other tips after the 

organizational change?) 

What does the environment you work in look like now? 

 

Supportive questions: 

In what terms would you describe what the identity of the Västerås police was and also in 

what terms would you describe it now? (Of who the Västerås police are as an organization) 

What did you see as the primary features of the Västerås police back? What features do you 

see now? 

 

Finish: “I have found some slogans of what should come with the organizational change. 

How do you relate to the following statements: Closer to the citizens, better cooperation and 

more flexible organization?”   


