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Abstract 

This thesis investigates how an organizational change can lead to an increased share 

of women at top management positions. Based on interviews at Sandvik, an 

organization that has received extensive attention for its efforts to increase the share 

of female executives, the study aims to understand how an organizational culture is 

changed in a way that will lead to more women at top management positions. The 

study also aims to give an answer to how the change process is implemented and what 

kinds of changes in content that are needed. The empirical findings are analyzed using 

a theoretical framework based on change management literature and female 

leadership literature. The results of the study indicate that actions to increase gender 

diversity should be integrated in the overarching company strategy. There are further 

indications that it can be enough to have a personal conviction from a prominent 

leader within the organization to start the change process. Commitment and support 

from top management is thereafter vital. A final indication is that the changes in 

content should be aimed at changing the mindset of the employees throughout the 

organization.    

 

Keywords: change, change management, organizational culture, cultural change, 

female leadership, glass ceiling.  
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1. Introduction  

1.1 Background 
A number of researchers have argued that gender has very little relationship to how a 

leader is behaving, and that there is no difference in leadership effectiveness between 

genders (e.g. Dobbins & Platz, 1986; Eagly & Carli, 2003; Northouse, 2013, p. 350ff; 

Powell, 1990). Despite assumed similarities in leadership qualities, it is a well-known 

fact that women all over the world are underrepresented in top management positions 

(Eagly & Carli, 2003; Northouse, 2013: 374). Sweden is one of the most gender equal 

countries in the world (European Institute for Gender Equality, 2013), but still female 

underrepresentation exists and only three percent of Swedish listed companies have a 

woman as CEO (Fleur, 2012). The lack of women at executive level is emphasized as 

being a major social, ethical and economical loss for companies and for society (e.g. 

Nielsen & Huse, 2010; Northouse, 2013: 363; Ragins et al., 1998). Having more 

gender diversity has been argued to lead to increased knowledge, more varied skills, 

more extensive discussions due to different perspectives and more varied problem-

solving capabilities (e.g. Nielsen & Huse, 2010; Northouse, 2013: 375; Watson, 1993; 

Yokota & Mitsuhashi, 2007). Although it is important to include women at top 

management positions for several reasons, women still remain underrepresented at 

such positions all over the world.   

Researchers have been trying to explain the lack of women at executive level 

for decades without coming to any definite explanation (Paustian-Underdahl et al., 

2014). However, there are factors that often are discussed as possible explanations 

and that have received both support and resistance. One of the most accepted 

explanations is the existence of stereotypes and bias (Carli & Eagly, 2001; Eagly & 

Carli, 2003; Northouse, 2013: 358ff). When the expectations on the leader role are 

incongruent with female stereotypes, it will become harder for women to emerge as 

leaders and to reach leader positions (Eagly & Karau, 2002). The idea that gender 

stereotypes is a probable explanation and that it can significantly influence how 

female leaders are perceived, has according to Northouse (2013: 360) received 

substantial empirical support. There does however exist other factors that have been 

used to explain the lack of women at top management positions instead. Another 

explanation that has been given a lot of attention is that women are expected to have 

less work experience and education than men. As a consequence there would not exist 
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a sufficient pipeline of potential female candidates that organizations could hire from 

(Carli & Eagly, 2001; Eagly & Carli, 2003). Northouse (2013: 354ff) however argues 

that since the share of women in education programs often is in majority, there should 

be enough women with the necessary background that organizations could hire or 

promote. In Sweden it is a fact that more women than men have a post-secondary 

education (Statistiska Centralbyrån, 2014). Weyer (2007) also claims that women 

today have the opportunity to collect the necessary experience that they earlier were 

assumed to be lacking.  

Another explanation that is regularly emphasized is that there are gender 

differences in leadership style. Northouse (2013) argues that writers in media often 

claim that there exist differences in what kinds of leadership styles women and men 

exercise. Academic researchers on the other hand express more contradictory 

opinions and more often argue that no gender differences exist (Northouse, 2013: 

350). The barriers are popularly known as the glass ceiling, which is a term used to 

explain why women often cannot move beyond middle level leadership positions and 

reach top management positions (Northouse, 2013: 353). Choudhury (2014) and 

Löfström (2008) argue that in order to understand why women cannot move beyond 

the glass ceiling, the research focus should be shifted to how the organizations act 

instead of being on how women behave or on how governments could create a change 

through laws and regulations. In 2008, Löfström stated that not enough research has 

been done on the importance that the listed companies have in getting more women to 

executive levels. Choudhury (2014) strongly suggests that it is the organizations that 

need to change in order for more women to be able to reach top management 

positions.   

1.2 Problem Discussion  
According to Edwards et al. (1999), some organizational changes could possibly lead 

to women getting easier access to top management positions. When organizations 

make changes in for example power structures, culture, career paths or methods of 

working it could impact the gender compositions at management level. However, 

Edwards and colleagues claim that decades of organizational changes have not been 

able to increase the amount of women at executive levels as expected. Despite 

organizational changes being made, women remain excluded from leading positions 

(Edwards et al., 1999). Some researchers claim that the changes that are needed to 
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break the glass ceiling are changes in the organizational culture. Male cultures in 

organizations exclude and create challenges for female employees. However, it is 

difficult to change an existing organizational culture (Itzin, 1995: 45ff; Rutherford, 

2001).  

All kinds of change initiatives can be difficult to implement and establish. It is 

common that change processes within organizations fail or that the outcome is not as 

desired (e.g. Appelbaum et al., 2012; Beer & Nohria, 2000:2f; Hirschhorn, 2002; 

Sirkin et al., 2005). Higgs and Rowland (2000) argue that estimations have shown 

that around 70 % of all change initiatives fail, while Whelan-Berry and Somerville 

(2010) suggest that the fail rate might even be as high as 80 %. Since it is common 

that change initiatives fail, it is important to understand how change can be 

implemented in a way that could lead to less failures (Beer & Nohria, 2000: 2f; 

Whelan-Berry & Somerville, 2010). It is necessary to increase the understanding for 

organizational change processes so that organizations can become more effective in 

achieving successful organizational change. Change processes are complex and there 

exist limited knowledge about how change can be planned and implemented (Whelan-

Berry and Somerville, 2010). Failure to implement change might have a major impact 

on many different stakeholders such as employees, customers, and investors but also 

on the organization as a whole (Whelan-Berry and Somerville, 2010).  

Creating an organizational change is generally considered to be a difficult task 

(e.g. Appelbaum et al., 2012; Beer & Nohria, 2000:2f; Hirschhorn, 2002; Sirkin et al., 

2005). Edwards et al. (1999) specifically suggest that it is difficult to create an 

organizational change that will lead to an increased share of women at top 

management positions. This is further supported by other researchers who argue that 

the barriers often lie in the organizational male cultures, and that it is difficult to 

change a culture (Itzin, 1995: 45ff; Rutherford, 2001). Yet there exist organizations 

that have managed to make organizational changes that have increased the share of 

women at top management positions, even those that traditionally have had strong 

male cultures. Investigating how such an organization has done this might give an 

indication of how organizations can reach a more equal share of women in top 

management positions in the future. Hence, the research question of this thesis is: 

 

● How is an organizational culture changed so that it leads to more women on 

top management positions?   
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To transform an organizational culture, two kinds of changes are fundamental. One is 

the change process, meaning how the change is to be implemented. The other is the 

change in content, meaning what is to be changed (Armenakis et al., 2011). Therefore 

the main research question is divided into the following sub-questions:  

● How is the change process implemented?  

● What kinds of changes in content are needed?  

1.3 Research Purpose and Contribution 
Implementing changes of any kind has been discussed to be a difficult process that 

many times fails, and creating changes that can lead to more women at top 

management positions has been exemplified as a particularly difficult task. For 

several reasons it would be of great importance to find a way to increase the share of 

women at executive level. The purpose of this study is therefore to develop an 

understanding of how organizations could implement change in a way that will lead to 

more women in top management positions. This includes giving deeper insights into 

both what kinds of changes in content that could be made and how the change process 

could be implemented.   

  The thesis contributes to the academic field of female leadership, and 

specifically to the research on removing the barriers facing female leaders. There is a 

further contribution to change management and cultural change literature by giving an 

understanding for how a complex change process can be implemented. As a practical 

contribution, the thesis will give valuable information to organizations that seek to 

create more gender equality at executive level. More specifically, enhanced 

knowledge in this field provides top management, HR-departments and other 

decision-makers in organizations with suggestions for what actions they could take 

and how they could implement changes that might lead to an increased share of 

women at top management positions.  
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2. Literature review  
This chapter begins with a section explaining how organizational cultures may be a 

barrier for gender equality at executive level. Thereafter follows a section where 

literature is presented regarding how to create an organizational change, with a 

particular focus on changing an organizational culture. In the last section there is a 

presentation of the changes in content that researchers most often suggest that 

organizations could do in order to increase the share of female managers at executive 

level.   

2.1 A need to change the organizational culture 
As stated in the problem discussion, some researchers see the challenges that make it 

hard for women to reach top management positions as being due to the culture of 

organizations (Itzin, 1995: 45ff; Northouse, 2013: 375:260; Ragins et al., 1998; 

Rutherford, 2001). Itzin (1995: 49) argues that discrimination based on gender is 

embedded in the culture of the organizations. She develops the concept of a “gender 

culture”, (Itzin, 1995: 30) which is an organizational culture where gender plays a role 

in every attitude, belief and behavior within the organization. The gender culture is 

not explicitly stated within the organization, but instead it is integrated in the way that 

things work (Itzin, 1995: 45ff). When organizations have a male culture, it makes it 

hard for women to move beyond low or middle-level positions and reach top 

management positions. In such cultures a variety of organizational practices can 

signal to women that they are not regarded as full organizational members. For 

example female employees might be excluded from networking events that are rooted 

in what the researcher call “male-oriented activities”, that the motivation language in 

the organization consists of “male-oriented metaphors”, or that it is a culture where 

long hours are expected of senior management which can be harder for women due to 

domestic responsibilities (Itzin, 1995: 47ff). Rutherford (2001) argues that an 

organization’s cultural barriers would need to be changed in order to overcome the 

situation of female exclusion. However, it is further stated that this might be difficult 

as there usually is a lot of resistance towards changing an organizational culture. The 

view that it is difficult to change an organizational culture is shared by Beer and 

Nohria (2000:15). They argue that the reason is that an organizational culture consists 

of belief systems and values that have developed over time. Simply changing 

structures or systems will therefore not change the culture itself.  
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2.2 The change process  
There are several studies in change management literature on how change best is 

managed but one of the most renowned models is the one of John Kotter (Appelbaum 

et al., 2012; Cameron & Green, 2012: 115; Pollack & Pollack, 2014; Whelan-Berry & 

Somerville, 2010). Kotter (1995) suggest that eight steps should be followed in order 

to successfully establish change within an organization. Kotter’s model is generally 

viewed as focusing on change in general, but it can also be considered as a culture-

based change theory since it involves the development of shared strategies and that 

organizational leaders will engage employees in the change process (Casey et al., 

2012). Kotter’s model has received some criticism, for example against the fact that 

the change process follows a linear sequence. Researchers argue that in reality not all 

organizations are required to go through all the steps (Appelbaum et al., 2012; 

Cameron & Green, 2012; Pollock & Pollock, 2014). Despite some criticism Kotter’s 

model has been supported and embraced, which still makes it useful when analyzing a 

change process (e.g. Appelbaum et al., 2012; Cameron & Green, 2012: 115; Pollack 

& Pollack, 2014).  

 

Step 1: Create a sense of urgency 

The first step of the change process is to create a view within the organization that the 

change implementation is necessary. If people cannot understand the need for change, 

they will not be motivated to participate (Kotter, 1996). In order to create a strong 

sense of urgency for the change and start a successful change effort, Kotter (1995) 

states that it is important to have a group of individuals that evaluate the current 

situation that the organization is in. One major problem to all change processes is to 

encourage people to get out of their comfort zones, and accept the need for a change. 

Kotter (1997) suggests that one way to enhance the feeling that the change is 

necessary is to hire consultants. This suggestion is supported by Armenakis et al. 

(2011), who argue that external recruitments can reinforce the change founder’s 

message and justify the change initiative. Communication regarding the change, no 

matter whether it is positive or negative, increases the urgency and thus improves the 

first stage of the change process (Jansen, 2004). 

To create a sense of urgency for the change is equally important when 

implementing actions aimed at changing an organizational culture. Beer and Nohria 

(2000: 15) suggest that it is essential that the management try to involve the 
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employees in understanding why a change of organizational culture is needed. The 

employees have to understand why the old ways are no longer those that seem the 

most suitable for the future. Armenakis et al. (2011) emphasize the importance of 

selling the message to those who will be affected by the cultural change to make them 

ready for the change implementation. It is essential that they understand why the 

change will be beneficial for both the employees and the organization (Armenakis et 

al., 2011).  

 

Step 2: Create a guiding coalition 

As a second step Kotter argues that it is important to create a group of influential 

people that will lead the change. No matter how big the organization is, there needs to 

be a team that guides the change. This team may merely consist of a handful of people 

during the initial phase but normally increases as the change progresses. A successful 

change implementation is often dependent on a strong line leader (Kotter, 1995). 

Commitment from top management is frequently seen as critical in order to achieve a 

successful change, but the implementation has also been argued to be heavily 

dependent on leadership support from all leaders throughout the organization (Whelan 

& Somerville, 2010). Kotter (1996) states that both the creation of a shared 

commitment and management’s ability to be understood and accepted by employees 

are crucial for a change process. Another prerequisite for a successful change 

implementation has been argued by Whelan-Berry and Somerville (2010) to be 

management’s ability to act in a way that is culturally appropriate to the organization, 

both in formal and informal situations. They further argue that management’s 

involvement and commitment to the change is also an important change driver from 

an employee’s point of view.  Kotter has been criticized by Cameron and Green 

(2012: 115) for the fact that the model only emphasizes the manager’s participation 

and energy in the early phases of the change process but does not require their full 

participation in the later phases. Cameron and Green (2012: 112) argue that in their 

experience the change process is challenging and difficult throughout the entire 

change process, which has not been emphasized in the eight steps proposed by Kotter.  

When it comes to creating a cultural change, it is emphasized by Alvesson 

(2002: 178) that it is important to have leaders who communicate the new cultural 

values in all their actions and in all they say. This view is shared by Armenakis et al. 

(2011) who consider having a credible leader in charge of the change process as being 
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crucial for making those affected by the cultural change support it. Armenakis et al. 

(2011) argue that it is the top leader of the organization that creates, enacts and 

transforms an organization’s culture.    

  

Step 3: Develop a clear shared vision 

The change will require a vision that describes the direction that the organization is 

moving towards (Kotter, 1995). Many researchers identify that having a clear vision 

of where the organization needs to go during a change process is vital (Thompsen et 

al., 2010; Wright & Thompsen, 1997). The vision should consist of an explanation for 

the desired characteristics and outcomes of the change (Whelan-Berry & Somerville, 

2010). The vision may be developed with or without employee involvement (Whelan-

Berry & Somerville, 2010). Nevertheless, Kotter (1995) argue that it is in the long-

term interest of the organization’s stakeholders, employees included, to have a 

desirable vision for the organization during the change process. 

 

Step 4: Communicate the vision 

Apart from having a clear vision for the change, there is also a significant need for 

communication of the vision during the change process. If the process is not 

communicated clearly enough there is a risk that the employees do not understand 

why the change is needed and hence will not make short-term sacrifices in order to 

complete the change (Kotter, 1995). Caldwell (1993) further argues that 

communication in the change process is important to inform, involve and motivate 

employees to take part in the change. Ansari and Bell (2009) also highlight the 

importance of communication and find strong support for it in their research. They 

find that decisions to have detailed communications plans have proven to be highly 

successful in change implementations. According to Cameron and Green (2012: 25) 

people react to change in a certain way depending on how they interpret the situation 

they are in. If change agents then successfully can transform the individual's thought 

processes, they can affect how the employees will receive the organizational 

transformation. This argumentation support Kotter’s (1995) line of reasoning on that 

the change agents need to use all possible communication channels in order to 

influence the employees so that they will accept the change vision. Jensen (2004) 

reasons in a similar way and argues that when employees discuss the change, that is 

an indication that the change is progressing. Kotter (1995) states that communication 
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consists of both words and deeds, and that sometimes the actions that people take 

speak louder than their words.  

 

Step 5: Empower people to act on the vision 

The change process may face some obstacles, and it is essential to try to remove these 

as much as possible. Examples of such obstacles brought forward by Kotter (1995) 

are the organizational structure or compensation systems that may force employees to 

choose between their own self-interest and the new vision. In order to overcome 

obstacles, employee empowerment is of utter importance (Kotter, 1996). Later 

research emphasizes that employees must accept the vision and consider it as being an 

opportunity for themselves and for the organization they are working for (Whelan-

Berry & Somerville, 2010). One way to make the employees more supportive of the 

change can be to allow them to actively participate in decision-making or problem 

solving along the process. Allowing participation in meetings to discuss the 

organizational change can help resolve issues that are hindering the process 

(Armenakis et al., 2011).   

    

Step 6: Create short-term wins 

One way to motivate the people being affected by the change is to generate short-term 

wins. Kotter (1996) argues that short-term wins prove to the employees that the 

change effort is paying off. Furthermore, the short-term wins help remove barriers to 

change and remind the employees what the long-term gains are (Kotter, 1996). 

Having short-term wins can help to maintain the change and keep it moving in the 

right direction (Pollack & Pollack, 2014). The employees being affected by the 

change must believe that it is beneficial for them to embrace the change. They should 

know what their personal benefit is. As an initial strategy it might be necessary for 

organizations to motivate the employees by extrinsic rewards, before the values 

become institutionalized (Armenakis et al., 2011).  

If there are no visible gains for the employees, they might give up and start to 

resist the change. Employees should thus be recognized when they get involved in 

making performance improvements. It is in the nature of humans to try to improve 

what they are being measured against (Mento et al., 2002). Ansari and Bell (2009) 

argue that besides Kotter’s model, other change models also promote that 

organizations should try to celebrate the small successes. However, the researchers 
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argue that this step might not be significant for all change initiatives as it instead 

might become counterproductive to the long-term perspective.   

 

Step 7: Consolidate and build on the gains 

During the last phases of the change process, managers might make hasty conclusions 

and see small improvements as change victory. Communicating measurable results is 

important as management might demand seeing that the change is progressing in the 

desired way (Pfeifer et al., 2005). Even so, there is a risk that the victory might be 

taken out in advance which may jeopardize the institutionalization of the change. It is 

therefore important to keep moving forward with the change even if it already seems 

to be institutionalized successfully. Kotter (1995) concludes that even though first 

signs of progress are motivating, new approaches and ways of working might be 

fragile. It is therefore crucial to change systems and structures that do not align with 

the new vision. By communicating the progress of the change process it is possible to 

convince the employees about the benefits. Committed employees are less resistant to 

change, and it is therefore important that the employees feel committed to the vision. 

This will lower the risk of returning to the initial position of the change (Jansen, 

2004).  

 

Step 8: Institutionalize the change 

The last of Kotter’s eight steps is to anchor the approaches in the new organizational 

culture (Kotter, 1996). The importance of institutionalizing the change has been 

strongly emphasized among researchers (Whelan-Berry & Somerville, 2010), and for 

example Appelbaum et al. (2012) state that a successful implementation of change 

can only be achieved if the change is sufficiently grounded in the new organizational 

culture. Kotter (1996) highlights two factors that are particularly important when 

institutionalizing change. The first one is to show how the organization’s performance 

has been positively affected by the new approach and behaviors. This limits the risk 

that people make their own links between what has affected different parts of the 

organization. The second factor is to invest a lot of time in ensuring that the top 

management personifies the change.  

To alter the recruitment process is an important step in order to succeed with 

organizational change. New employees need to be selected in alignment with the 

change vision in order for it to be achieved and maintained (Whelan-Berry & 
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Somerville, 2010). This is supported by Alvesson (2002: 178) who argues that when 

any cultural change that comes from the top is implemented, one way to help establish 

a change in the culture is to make new recruitment processes in a way so that new 

employees are expected to be supportive of the desired culture. He further suggests 

that another step towards anchoring a cultural change is to create new forms of 

socialization and training programs that signal the desired values and beliefs 

(Alvesson, 2002: 178). Training related to the change and encouragement of 

employees to participate in activities that are connected to the change are examples 

that Whelan-Berry and Somerville (2010) also suggest to be drivers that are of 

particular importance when it comes to successful employee adaptation of change 

initiatives.  

2.3 Changes in content    
Kotter’s eight step change model can be used to create a successful organizational 

change process. To make a change that will lead to an increase of women on 

executive level, organizations also need to consider what changes in content that are 

required. Researchers in the field of female leadership have proposed different actions 

that they believe organizations could take in order to increase the number of women 

on executive level. Alvesson (2012: 181f) argues that there are two schools of thought 

regarding how to create a cultural change for increasing gender equality. The first 

view is that structural and material arrangements should be used to create a change in 

people’s behaviors, and from that a cultural change will come naturally. Such changes 

should be aimed at creating a higher share of women in top management positions. 

The second view is that a cultural change primarily must come from a change in 

people’s ideas and values. Change will be achieved by a removal of biases and 

demasculinization of values and meanings. There is a debate regarding which of these 

views that is the most necessary for organizations in order to accomplish gender 

equality (Alvesson, 181f).  

2.3.1 Attracting and developing more women  
Avery and McCay (2006) suggest that if organizations want to have more gender 

equality, a first action to take is to alter the initial stage of the recruitment process. 

The aim should be to find more female candidates, and to be able to do so there needs 

to be an increased amount of women that apply for the jobs that are advertised. Avery 
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and McCay (2006) thus argue that one tactic to attract more female applicants is to 

change the recruitment ads. By conducting a meta analysis they found that 

recruitment ads could be formulated in a way that will increase the chances of women 

wanting to apply to the organization. When formulating the advertisement, the writer 

should try to promote policies of equal opportunity and show that it is a diverse 

organization where women are given opportunities for a successful career. If the 

organization works with diversity or have won awards for doing so that should be 

enhanced during the recruitment process. Avery and McCay (2006) further suggest 

that organizations should participate in job fairs and similar activities where they can 

find more diverse applicants, such as universities with high female enrollment.   

Another action to get more women to top management positions is for 

organizations to make sure they involve women in career development programs and 

formal networks (Northouse, 2013: 360). Ragins et al. (1998) suggest that one way to 

do so is to make managers responsible for the career development of their female 

employees. Getting more females to executive level could also be done by developing 

supportive mentorship programs (Northouse, 2013: 360; Ragins et al., 1998). Ragins 

et al. (1998) analyze the importance for women in having access to mentors. They 

find that many female executives have emphasized that it is meaningful to be given 

the opportunity to have a mentor as it makes it easier to be able to move forward in an 

organization, particularly when working in a male-dominated industry. The 

researchers also suggest that when organizations want to make it easier for women to 

reach top positions, it is important that the top management supports the idea. Getting 

the needed support could be achieved for example by having diversity training, focus 

groups with women, discussions, and by talking about diversity and inclusiveness 

aspects at executive training programs (Ragins et al., 1998).    

In conclusion, to be able to get more women on executive level, organizations 

can try to target their recruitments, involve women in career development plans and 

networks, give female employees mentoring opportunities, and try to educate the top 

management in diversity aspects. However, these actions are not directly aimed at 

reducing the most supported explanation for the glass ceiling, which is the influence 

of bias and stereotypes (e.g. Carli & Eagly, 2001; Eagly & Carli, 2003; Northouse, 

2013: 358ff).  
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2.3.2 Reducing reliance on bias and stereotypes  
The notion that employees of organizations are affected by bias and stereotypes is a 

popular explanation for why there are few women at top management positions (e.g. 

Carli & Eagly, 2001; Eagly & Carli, 2003; Northouse, 2013: 358ff). Many agree that 

in general people have a tendency to favor others who are similar to them and hence 

discriminate against those that are different (e.g. Ahmen, 2007; Bazerman & Moore, 

2013: 146f). Researchers have described this phenomenon using different names such 

as intergroup bias, in-group favoritism or in-group bias. Hereinafter we will 

consistently use the term intergroup bias. Gender is a common subject of intergroup 

bias. According to Bazerman and Moore (2013: 146f) intergroup bias refers to when a 

person favors some people because he or she can identify with them due to 

similarities in for example background or gender. By favoring people who are similar, 

one will consequently discriminate against those that are different. People tend to be 

more positive to those that are similar to them and more negative against those that 

are different. These discriminations can occur explicitly or implicitly (Bazerman & 

Moore, 2013: 146f). Members of a group who are not considered to belong there, 

called out-group members, risk being discriminated because the other members of the 

group will have favoritism or higher expectations for those that do, called in-group 

members (Ahmed, 2007).  

A particular situation where influence of intergroup bias is a major risk is in 

hiring contexts, where decisions for who to employ often are uncertain and the 

selections have to be made with limited information. It is often difficult to detect 

discrimination based on intergroup bias, especially if the candidates seem rather 

equivalent (Lewis & Sherman, 2003). It is suggested by Westphal and Zajac (1995) 

that when recruiting new employees for executive level, the existing CEO and board 

members will want to choose someone who is demographically similar to them. Even 

when the effort is to make an objective judgment of candidates, bias can influence 

who is hired (Westphal & Zajac, 1995). As a way to make hiring processes lead to 

more equal workplaces, Avery and McCay (2006) suggest that organizations should 

try to employ more diverse recruiters.   

Lewis and Sherman (2003) argue that even though the issue of intergroup bias 

has been studied and documented to a large extent, it is still difficult for organizations 

to avoid it from happening. Several efforts have been made aiming to discover ways 

that intergroup bias and reliance on stereotypes could be avoided, for example by 
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Galinsky and Moskowitz (2000). They find that it is not possible to suppress such 

thoughts, but that one strategy is for individuals to try to take on another perspective. 

This could be done through actively trying to consider alternatives and other 

perspectives, and trying to see oneself in the situation of the person that is under 

evaluation. Thereby it would be possible to identify more with the out-group, which 

could decrease the use of stereotypes (Galinsky & Moskowitz, 2000). Other 

suggestions for how bias could be avoided are discussed by Hewstone et al. (2002). In 

accordance with the argument brought forward above, Hewstone and colleagues also 

argue that individuals should attempt to overcome their bias by trying to show more 

empathy for out-group members. They also provide additional suggestions that could 

be used to reduce bias, such as increasing intergroup contact. By working with more 

people from other groups, they argue that the bias most likely should decrease. 

However, they also emphasize that it is very difficult to overcome bias, since it often 

is implicit, unintentional and subtle (Hewstone et al., 2002). Suggestions for how the 

managers and decision-makers in organizations could try to become less reliant on 

bias are assessed by Bazerman and Moore (2013: 216ff). The researchers mainly 

highlight creating awareness of the bias as an important action. They suggest that 

managers should be exposed to evidence showing that there exists bias that might 

affect the decision making. This could for example be done with tests and feedback, 

in order for the managers to understand that their judgment might be influenced by 

bias. Often a thorough explanation for why the bias exists is needed, including 

clarification of the phenomenon and an assurance that everyone sometimes act biased. 

Therefore training is necessary in order for the change to last (Bazerman & Moore, 

2013: 216ff). 

Based on these suggestions, one can see that it is difficult for organizations to 

avoid their managers and employees from making biased decisions. However, it is 

possible to limit the reliance on bias and stereotypes by having intergroup contact, 

more diverse recruiters, training the employees in taking another perspective, and 

creating awareness among the employees that their decisions might be influenced by 

bias.   
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2.4 Conceptual reasoning  
The literature review is based on the assumption that in order to analyze a cultural 

change in an organization that will lead to more women on top execute levels, it is 

required to consider two kinds of changes. These changes are interconnected and 

dependent on each other. The first kind of change is about how a change process is 

implemented. In the figure below follows a summary of the steps that organizations 

are suggested to need to go through in a cultural change process. The second kind of 

change is about what actions that are required to create a change, called the change in 

content. The figure below presents the main findings that often are considered in 

academic literature to be the most essential actions that organizations could take to be 

able to break the glass ceiling.  

 

 

Figure 1. Transforming an organizational culture. 
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3. Methodology  
This chapter provides an overview of how the study was conducted. It describes how 

and why a case study was selected, and how the data was collected. A discussion of 

the quality of the study together with a discussion about the study’s limitations is 

provided.  

3.1 Research Approach 
The purpose of this study is to increase the understanding for how organizations could 

implement change in a way that will lead to more women on executive levels. The 

study aims at gaining more insights into a specific matter and investigate a cultural 

change process that has not been studied before, and therefore an exploratory study 

was chosen (c.f. Saunders et al., 2009). As we are studying a change management 

situation, an exploratory study was found adequate since it gives the opportunity to 

observe, collect information and build explanations (Ghauri & Grønhaug, 2010). 

Exploratory studies have been criticized for not giving adequate answers to research 

questions with how (Yin, 2009), and therefore the exploratory approach was 

combined with a descriptive approach. A descriptive approach enabled us to more 

accurately describe the situation that was investigated (c.f. Saunders et al., 2009).  

         As a result of the study’s exploratory and descriptive approach, a qualitative 

method was chosen. The qualitative method is particularly suitable since it enables 

flexibility, and as the aim of this study is to understand a process of which little is 

previously known (Ghauri & Grønhaug, 2010). Yin (2009) argues that a qualitative 

research design enables the inclusion of social, institutional and environmental 

conditions, which are important factors to take into consideration in this study.  

3.2 Research design: single case study 
For a qualitative method with an exploratory and descriptive approach, it is suitable to 

perform a case study (e.g. Bryman & Bell, 2007; Saunders et al., 2009; Yin, 1994). A 

case study is particularly useful because of the study’s purpose to investigate a change 

process. Case studies allow exploration and gathering of rich insights from processes. 

It also gives the possibility to assemble insights from different kinds of management 

situations (Ghauri & Grønhaug, 2010). When investigating a specific change process 

in which the organization investigated is dependent on several stakeholders, the 

accuracy of the study relies on an investigation of the change process in its natural 
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setting. Therefore, a case study was a suitable research design since it enables 

investigation of a modern phenomenon in a real-life setting (Ghauri & Grønhaug, 

2010; Yin, 1994). 

         As we wanted to analyze a specific and complex change process that has 

developed over time, a single case study was chosen. Doing a single case study 

enabled us to get a thorough understanding of how the change had evolved. When the 

case is unique or different, single case studies are particularly useful since the case 

enables an observation of a phenomenon that has not been studied before (Ghauri & 

Grönhaug, 2010). The decision to analyze a change process that has been successfully 

implemented by doing a single case study has also been made by other researchers 

within the field of change management, such as by Paper et al. (2001) and by Ansari 

and Bell (2009). A reason for doing a single case study is according to Paper et al. 

(2001) that it gives the opportunity to deeply explore an organization’s experience 

with the change, and thereby be able to uncover how they achieved success. It is 

further useful as it provides rich data and thereof deep insights into a change process. 

Paper et a. (2001) further claim that change is a new and dynamic area of research, 

and therefore suitable to be explored using a single case study. It is in fact rather 

common to choose a single case study for this field of research. In both Appelbaum et 

al. (2012) and in Pollack and Pollack (2014) several examples are given of research 

where single case studies have been used to analyze changes in organizational 

cultures and to test change management models, including Kotter’s model.  

3.2.1 Case selection   
The case organization was selected based on two criteria. The first criterion was that 

the increase of women at executive level must have been a deliberate strategy for the 

organization. To be able to get sufficient data it was essential that both the change 

process and the chosen changes in content, that the organization had done, were 

results of a conscious strategy and documented implementation. As the thesis aims to 

study a cultural change process, the second criterion was that the organization 

investigated should be active in a traditionally male-dominated industry as we assume 

that the organization then has a male culture.  

Based on these two criteria, the company Sandvik was chosen as the case 

company.  During the last couple of years Sandvik has invested extensive resources in 

order to increase gender diversity. Several changes have been implemented which 
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have led to an increase of women at executive level. During the recent years the 

company has received extensive publicity because of the involvement in questions 

regarding female leadership, and the CEO has received awards for the achievements 

of increasing the female representation at executive level (Chef, 2013; 2015a). 

Sandvik’s focus on female executives has been part of a deliberate strategy (Battle of 

the Numbers, 2013; Ekelöf, 2013), which made the company suitable to study in this 

thesis. Bryman and Bell (2011) argue that in case studies it is the case in itself that is 

of interest. In this study the aim is to highlight the unique features of Sandvik, which 

have been in forefront when it comes to increasing gender diversity at executive level. 

 

Table 1. Profile Sandvik 

Description Engineering Group 

Business Areas Mining, Machining Solutions, Materials 
Technology, Construction and Venture  

Headquarters Stockholm, Sweden 

Founded 1862 in Sandviken, Sweden 

Employees 
Share of women (%) 

47 314* 
19,1%* 

No. members in group management team 
Share of women (%) 

12* 
33 %* 

*Figures from 2014. 

3.3 Data Collection 
The data in this thesis was collected through a combination of semi-structured 

interviews with employees at Sandvik and secondary data such as reports, business 

journals and internal documents.  

3.3.1 Pilot Study 
Before the case study interviews, a pilot study was conducted. The pilot study was 

made through an interview, which enabled us to test our set of questions and make 

sure that the intended area of research was covered by the questions that had been 

developed. This provided us with an understanding for how to use the interview guide 

and how well the questions were flowing. Bryman and Bell (2011) support this choice 

by arguing that testing an interview schedule provides the interviewer with experience 

of how to use it and enables the interviewer to understand what questions that are 

difficult to understand. The choice of organization for the pilot study was based on the 
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same criteria as for the chosen case study. The pilot study was therefore conducted at 

an organization in a male-dominated industry where the increase of women at 

executive level had been a strategic choice. After the interview, phrasing was clarified 

for questions where there appeared misunderstandings or insecurities, and some of the 

questions were slightly reformulated to better cover the areas of research for this 

thesis.  

3.3.2 Primary data  
The primary data was collected through personal interviews at Sandvik’s offices in 

Sandviken and Stockholm, and through telephone. The interviews were based on 

interview guides (see Appendix 1 & Appendix 2). All interviews that were conducted 

had a semi-structured format. This means that the interview questions were in a 

standard format, but allowed flexibility and the opportunity to ask further questions 

when needed (Bryman & Bell, 2011). Saunders et al. (2009) argue that this approach 

is desirable when having an exploratory approach. The semi-structured interviews are 

beneficial when the interviews need to cover certain specific areas (Bryman & Bell, 

2011).  

The interview questions were developed with the purpose to cover the changes 

in content that Sandvik had made to increase the share of women at executive level, 

and to cover the change process. For each step of the change process that is discussed 

in theory, a few open-ended questions were asked to understand the whole process. 

To fully be able to study the change process, there was a need to understand how the 

change had been received. We therefore tried to have open-ended questions where the 

informants would be able to express their opinions about the change. For the same 

reason a few questions were also asked about their personal viewpoints on the change. 

When questions were asked about what changes in content that had been made, the 

timeline was taken into consideration to simultaneously investigate the change 

process.  

The majority of the questions were intended to give insights about the cultural 

transformation. According to Armenakis et al. (2011), an organizational culture 

transformation is manifested at different levels. Some of these are in the visible 

structures and processes in the organization, and others are in the organizational 

practices such as strategies and goals. Both of these levels were covered in questions 

about the change in content and the change process. However, organizational culture 
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is also assumed to be manifested in beliefs, expectations and attitudes (Armenakis et 

al., 2011). To understand how this is embedded in the organization we asked the 

informants directly about their own perception of the organizational culture, and how 

they believed that it had changed during the work with gender diversity. The 

informants were further encouraged to share their experiences, opinions and stories 

they had heard related to the culture.  

The informants that were interviewed were working on different levels and 

positions in the organization. Therefore the questions were slightly altered, or new 

questions were added, prior to and during each interview. This was necessary in order 

to get as much information as possible from each informant to cover all aspects of 

interest for the study. One of the interviews was conducted at a later stage when most 

of the data had already been clarified. A different set of questions was created for this 

interview (see Appendix 2). The aim was partly to confirm and deepen the data that 

had already been collected. The informant further had a crucial role for the initial 

stage of the change process, and the interview questions were therefore also focused 

on his role and the beginning of the change process.  

The criteria for who to interview was that the informants needed to have a 

deep understanding for how the change process had evolved, what changes that had 

been done and why the change had occurred. The employees that were interviewed 

for this thesis had been working for Sandvik from 2,5 to 20 years, which enabled a 

broad understanding of the cultural transformation. As we wanted to get different 

perspectives it was essential that the informants were working at different levels 

within the organization. Two of the chosen informants worked for one of Sandvik’s 

business areas, Sandvik Materials Technology (SMT). This business area was of 

particular interest as it is the business area that has progressed the furthest in terms of 

gender diversity. For example, the business unit is the first one in Sandvik’s history to 

have appointed a female CEO. 

All the informants were found using snowball sampling, where one person 

recommended another. During the interviews in Sandviken there was one person that 

was mentioned by all the informants as a key influencer and as being essential to the 

change. Consequently, the person was contacted and asked to participate as an 

informant. All of the informants were contacted before the interview and informed 

about the overall objective of the interview. In Table 2 the profiles of the informants 

at Sandvik are presented.  
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Table 2. Profile of informants 

Position at Sandvik Level Interview type Length 

President & CEO Group Personal, Stockholm 30 min 

Global Manager Culture and 
Change 

Group Personal, Sandviken 90 min 

Country Manager Sweden Country Personal, Sandviken 60 min  

Country HR Manager Sweden Country Personal, Sandviken 90 min 

Manager Diversity and Inclusion Business Area, SMT*  Telephone 60 min 

Manager Process Development Business Area, SMT* Personal, Sandviken 60 min  

*Sandvik Materials Technology 

 

Below in Figure 2 is an organizational structure of Sandvik and the informants that 

were part of the data collection. The purpose of the figure is to provide a better 

understanding of how Sandvik is built and at what hierarchical levels the informants 

were working. 

 

 
Figure 2. Organizational structure of Sandvik and informants. 
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In order to produce a credible analysis, all interviews were recorded since it enabled 

us to go through each interview in its entirety in retrospect. This is supported by 

Saunders (2009) who argues that this kind of procedure will facilitate an accurate 

analysis. The transcribed interviews were printed and used as the foundation for 

analysis. Bryman and Bell (2011) state that this approach improves our memory with 

its natural limitations and control our personal interpretations of the interview. 

Transcribing the material also facilitated categorization of the different parts of the 

change process and made it easier to get an overview of the collected data, which is 

supported by Bryman and Bell (2011).  

3.3.3 Secondary data  
In the data collection process, triangulation was enabled through the use of secondary 

data such as corporate reports and strategic plans. Secondary data has also been 

gathered through collection of published articles in popular press and business 

journals. Triangulation was done to ensure that the collected data is reliable (c.f. 

Saunders, 2009). The secondary data was also used to examine whether actions 

described by the informants were strategic choices made with the motive to include 

more women at executive level. It was further utilized as a complement to the primary 

data in order to enhance the understanding of various aspects. Multiple data sources 

are beneficial in order to achieve a comprehensive case study research (Bryman & 

Bell, 2011). In this study, primary data from senior management who have been 

integrated and responsible for the change was combined with secondary data such as 

documents and formal plans. This is argued by Burn and Robins (2003) to be a 

recommendable choice for case studies since it can help reduce bias.  

The secondary data was collected either before or after each interview was 

conducted. When information from secondary data was mentioned during an 

interview the reference was noted. The data that was available publicly was gathered 

and the non-available data was received from Sandvik in retrospect. All sources of 

secondary data are presented in Table 3 below.  
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Table 3. Secondary Data 

Type of secondary data Purpose for use 

Business Case Vision, goals and arguments for gender diversity  

Lecture with researcher Scottie Page for 
Sandvik employees (video) 

Arguments for gender diversity, and how it is 
communicated to employees 

Annual Reports  Explicitly stated strategies, plans and actions  

Sustainable Business Report 2014 Explicitly stated strategies, plans and actions 

Business Journals Verify interviews 

 

3.4 Research limitations and quality of research 
The choice to use a single case study was made with awareness of the limitations of 

using such a design. Case studies have shortcomings in the difficulty to generalize the 

findings to be applicable to a larger population, in this instance to other organizations 

(Yin, 2009; Paper et al., 2001). Although the findings might not be possible to 

generalize, it was suitable to use a case study as this study aims to deepen the 

understanding of a unique context. The purpose of this study is not to produce a 

theory that is generalizable for all organizations, but to explain a change in a 

particular organization. The difficulty to generalize is not of significant importance 

when generalization is not the purpose of the study (c.f. Saunders, 2009).   

Research on a process where data is collected in an organization, have 

characteristics that can make it difficult to investigate. For example that in process 

research it is necessary to study how different parts of the process have evolved over 

time and why it has happened (Langley, 1999). This study investigates a change 

process and events whereof some have happened in the past. It also studies aspects 

that are of subjective nature, such as organizational culture. The data therefore is 

dependent on the memory of the informants and their impressions. To validate that 

what the informants said was an accurate reflection of the reality, we compared it 

against secondary data. It is beneficial to collect data both in real time, here the 

interviews, and compare against historical data such as documents. This enhances the 

accuracy of the data, and hence improves the credibility of the study (Langley, 1999).  

 One further limitation of this study is that even though we interviewed 

employees at different levels of the organization, they all had management positions. 

From the interviews it was clear that the male-dominated culture was most vivid at 

the lower hierarchical levels of the organization. Hence we did not investigate how 
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the culture has changed throughout the whole organization by using first-hand 

sources. This limitation was reduced by the fact that two of the informants did have 

knowledge about how the culture has developed at other levels as well. For the aim of 

this study, it did not appear relevant to interview a person at a lower level. It was 

essential for this study that all informants had a lot of knowledge about the work that 

Sandvik has done to increase gender diversity at executive level.   
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4. Case Findings 
The fourth chapter of this thesis begins with a presentation of the case company. 

Thereafter the chapter gives a thorough overview of the change process that the case 

company has gone through, followed by the key change actions that have been made 

to break the glass ceiling in the organization.  

4.1 Case company presentation 
Sandvik is a global engineering group with representation in 130 countries. The 

company was founded in 1862, and has since been active in traditionally male-

dominated industries such as mining, construction and manufacturing. Sandvik 

expresses on the website that the employees are an important part of their continued 

success (Sandvik, 2015a). The company works with a concept that is called 

“Diversity & Inclusion”. “Diversity” stands for differences in backgrounds, for 

example in gender and ethnicity. The second word, “Inclusion”, means that the 

differences should be respected and that there should be openness to learning from 

each other. The aim with “Diversity and Inclusion” is to utilize the benefits that 

different backgrounds and skills have for the company. The long term goals of the 

initiative are to have a diverse workforce, an inclusive culture and through that build a 

high performance organization (Business Case; Sandvik, 2015b; Chef, 2012).  

Sandvik is one of ten Swedish companies that participated in the project 

“Battle of the Numbers”. The project was an initiative developed by the managerial 

magazine “Chef”, which aimed to turn words into actions and increase the number of 

women in operative and decision making positions (Battle of the Numbers, 2013). 

The company CEO, Olof Faxander, has achieved a number of awards for Sandvik’s 

accomplishments in gender diversity. Most lately Faxander became “Diversity 

Manager of the Year” at Chef’s annual gala (Chef, 2015a). Between 2011 and 2013, 

the company increased the share of female managers from 9 to 18 percent (Chef, 

2013).      
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4.2 The development of Sandvik’s cultural transformation  

4.2.1 A conviction that change is needed  
Since Sandvik was founded, female employees have always been a minority at all 

levels within the group. Questions about gender equality and diversity have been on 

the agenda for many years. Prior to 2011 the focus was mainly on complying with 

laws and avoiding discriminatory behaviors. A few initiatives aimed at increasing the 

share of female employees did exist though. However, the initiatives were mainly 

projects with limited timeframes and predetermined end-dates. These early projects 

were not followed-up or measured in ways that proved any results. The projects were 

initiated separately at the business areas, and there was no corporate-wide strategy for 

how to develop or recruit more women. Sandvik’s business areas were at this time 

highly independent and each unit had their own objectives and responsibilities 

regarding gender diversity.  

To get more women on executive level was not a prioritized matter before 

2011. One formal goal to increase the share of women in the company did exist 

though, which is remembered by one of the informants. The Country Manager 

Sweden (CMS) explains that there were discussions at the time among employees that 

the goal was unrealistic, and that it lacked substance: “Then they [some of the 

employees] sat down and calculated on this. And we were supposed to achieve it 

within 3-4 years or something like that. They found that: -wow, even if we only hire 

women - only women - from now on, it will still be hard to reach the goal. We are 

probably going to have to terminate a few men too”.  

 All informants agree that there was a noticeable change in how the company 

worked with diversity questions and in its strategic importance in 2011, when a new 

President and CEO joined the company. The Manager Diversity and Inclusion (MDI) 

explains: “the big push began in 2011 when we got Faxander. It then became clear 

that we had to get better at this in order to achieve the long-term goals. Then we got 

started strategically at all levels”. CMS describes the entrance of the new CEO Olof 

Faxander in 2011 as a paradigm shift. The Global Manager Culture and Change 

(GMCC) shares this view: “I see a very clear starting point in our CEO replacement. 

In 2011 Faxander came to the company and as a new CEO he made a thorough 

investigation to be able to create his strategy for the development of Sandvik. It was 

then the lack of diversity was found”. The new CEO made an analysis of the current 
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division between men and women at different levels, and found significant 

inconsistencies (Chef, 2015b). The President and CEO (CEO) confirms that he 

thought that it was a major need for a change when he entered the company. There 

was a lack of women at top management level and at the same time there was an 

opportunity to create a change as a few of the existing management team members 

were about to retire. Even though the company had strong financial results and there 

did not exist any push from stakeholders to increase gender equality at top 

management positions, the CEO had a personal conviction that it would be beneficial 

for the company. The CEO stresses that: “Basically I am the CEO of a business 

driven organization. So the most important thing for me is that we utilize all our 

resources in the best way possible”. He argues that when new members who had a 

different view on diversity were recruited to the management team, the motivation to 

create a change came naturally. The CEO further emphasizes the importance of 

management supporting the change: “People have different values in these kinds of 

questions, and that will lead to that some managers need to quit if they are not ready 

to share the values that you want to run within the company. So you often have to 

replace managers in this kind of process”.   

 The commitment from the CEO and the management team has been 

highlighted by some of the informants as very important in order to make a 

sustainable change. Since 2011 there has been major changes to the gender 

composition at executive levels, which GMCC argues: “It is a lot of Olof’s doing. He 

has influenced the management team that he can influence, which is the group 

management team, and there we have gone from 0 to 4 women. [...] Something Olof 

has received a lot of attention for is that he appointed Petra Einarsson as CEO of the 

business area SMT, and it has never earlier happened in Sandvik’s history that we 

have had a woman as a CEO of a business area”. MDI believes that one of the most 

important presumptions for working with gender diversity the way Sandvik does is 

that the top management team is active and that they talk about it, measure it and 

follow up on it. MDI argues: “It isn’t possible to start this kind of change journey if 

the management team is not in on it, and that they are trustworthy. And that they 

always keep the focus on this and don’t let it go”. The CEO shares the view that the 

support from him and the operative management team has been essential to the 

process of creating gender equality at Sandvik. He believes that it is the decisions and 

actions of the management team that will show that the company is serious about 
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creating a change. The CEO further confirms that his own role has been crucial to the 

change process: “It has been very important. If you don’t have a top management that 

drives these aspects, then nothing will happen in the company. So you have to start 

from the top”.  

4.2.2 A strategy for reducing gender diversity is created  
One of the major changes that happened after the appointment of the new CEO in 

2011 was that aspects of gender diversity became integrated in a new overarching 

company strategy. The CEO started a major reorganization of Sandvik, and part of 

that was to implement new plans and policies aimed at increasing the gender 

diversity. For the first time in the annual report of 2012, it was officially stated that 

Sandvik is attempting to become more diverse. In the report it was also stated that a 

program had been initiated to increase diversity, particularly highlighting the effort to 

improve the balance between men and women in leading positions (Annual Report, 

2012). The process of working with the program called “Diversity and Inclusion” 

began with an initiative taken by the CEO in 2012. The same year, 25 people from 

different countries and levels of the company had a workshop where a strategy for 

“Diversity and Inclusion” was discussed. This gave different employees the 

opportunity to influence the creation of a new business case. Each of the five business 

areas within the company group were also asked to create their own action plans for 

working with “Diversity and Inclusion”. The Country HR Manager (CHRM) states 

that there has been activities where employees have been able to have a say in how 

Sandvik should work with equality aspects: “I know that there has been focus groups 

and similar things where we have involved for example female employees. And we do 

plans for equality that sometimes include interviews, surveys with employees and that 

kind of things”. 

Another of the CEOs early actions was to announce a new position called 

Manager Culture and Change. The focus for the new position was on how to increase 

diversity at Sandvik. The person in this position and the CEO are not the only people 

who have the possibility to come up with actions aimed at getting more women to top 

management positions. Apart from executive level, initiatives can come from two 

other directions. New initiatives can come from the HR-department, which is part of 

the change process as a more supportive actor. HR has for example developed policy 

documents and directives. Moreover, each business area also has the possibility to 
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develop their own actions in addition to those determined at group level. There is one 

person at each business area that is responsible for the development at their unit, and 

can together with management there decide upon business area specific initiatives. 

MDI has this position for one of the business areas, SMT, and describes her role: “I 

would say that I have complete freedom to come up with ideas and suggestions for my 

business area. [...]There is an enormous freedom to come up with activities to do. You 

can look at: what does the research say? What are other companies doing? What 

problems do we have? You can then come up with your own ways to close the gaps 

that exist”.    

4.2.3. Realistic and measurable goals are introduced  
After a new action plan and a strategy for how to work with gender diversity had been 

created, one of the first actions was to implement measurements and goals. The CEO 

believes in having measurable results so that the management team can see the actual 

progress of the work with gender equality in numbers. He describes the development 

of the goal: “We discussed it in the group management team; what we thought would 

be a good goal for us. And then we decided what was reasonable”. Sandvik’s 

measurable targets aim at increasing the number of females employees in general but 

also more specifically at leading positions (Ekelöf, 2013). The long-term goal and 

vision is that women should hold 30 % of all management positions. GMCC explains: 

“research has shown that 30 % usually is a tipping point, if a minority become 30 % 

things start to happen by themselves”. Sandvik today has 19 % female employees and 

the target is hence higher than the representation of women at the company. 

Apart from the group overarching goal, each business area also has the 

opportunity to develop its own goals. GMCC argues that the annual increase for each 

business area is set based on the specific business area’s opportunities that year. All of 

the goals and initiatives for gender diversity that exist within Sandvik are measured 

and followed up. The goals are reviewed at meetings that the group CEO and HR 

conduct together with each business area’s management team. The follow-ups are a 

way to motivate and to ensure that initiatives are being followed through.  

Some informants believe that key employees have had their financial bonus 

connected to how many women that they recruited. This system has caused internal 

discussions. Some informants criticize the bonus system, arguing that it does not 

require an actual change in attitude or culture. They claim that it does not result in a 
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genuine interest from the managers to improve a problematic situation, instead it can 

simply be done as a way to earn more money. MDI explains that this critique does not 

represent the actual situation: “There is a lot of talk in the organization about that, 

and even rumors that managers would get 30 000 SEK if they hired a woman. But that 

is not how it was”. MDI clarifies that in reality it was for one unit within the business 

area that the management team had a part of their bonus connected to the share of 

women in the unit. The goals were not personal, neither was the management team 

personally responsible for the recruitments. The goals were only there to work as 

incentives to make the management team at that unit focus more on gender diversity.   

A more corporate-wide tool that has been used to analyze if the gender 

diversity goals are making an impact has been to include questions about it in an 

already existing employee survey. The results of the survey are analyzed to see how 

the work with gender diversity is being received throughout different levels of the 

company. Most of the informants believe that it is important to get support throughout 

the company to be able to get more women on management positions. It has been 

particularly emphasized by most of the informants how much importance Sandvik 

places on getting the managers on board the change. The reason is that the managers 

often are the people who function as a gateway to other employees.  

4.2.4 Actions to increase awareness are implemented   
Aspects of gender diversity have been integrated in management training and 

workshops. There is a shared consensus among several of the informants that this 

action has been one of the most critical to increase the share of women at executive 

level. Information about the importance of getting a more equal workplace is now 

discussed at management training. In the Sustainable Business Report 2014 it is stated 

that a particular focus of 2014 was to educate and spread the knowledge among the 

employees for why “Diversity and Inclusion” is needed. Several of the informants are 

convinced that education is the way that Sandvik can increase knowledge and thereby 

reduce opposing viewpoints among employees. It is a shared view among several of 

the informants that creating awareness is necessary to make employees committed to 

participate in creating a change. CMS argues: “it is mainly about creating awareness. 

[...] What I think is incredibly necessary is to create insights and an understanding. 

Then a genuine commitment will follow”. A few of the informants are also certain that 
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the focus on spreading awareness has been done as an attempt to reduce bias and 

stereotypical thinking as well.  

The material that is used in the education was created based upon research that 

has shown that companies with more diverse teams will produce better results 

(Ekelöf, 2013). This is supported by several of the informants. GMCC explains the 

reason: “we are a company where 3500 of our employees work with highly qualified 

R&D, so for us it has been necessary to tie this to research”. GMCC further argues 

that it has been useful to present arguments for why gender diversity is needed by 

using facts and scientific research. This statement is based on the fact that a large part 

of the company’s employees are engineers and that there is a belief within Sandvik 

that people with an engineering background find facts and figures most reliable.  

The major focus up to this point has been to educate managers from the top 

down, but employees and managers at the lower levels have not been equally 

involved. Some managers that are not in the top have though been able to get training 

from the Sandvik management training program where diversity aspects have been 

included. The training is given to new managers at one occasion or to current 

managers if they move on to a new management position. Many employees at 

managerial positions stay at the same level, and will therefore not receive education 

about gender diversity. A large amount of managers were also given management 

training before aspects on “Diversity and Inclusion” were introduced on the agenda, 

and have therefore not received education about it. CMS points out: “If you make a 

career and step upwards, then you will receive new training. But most managers stay 

on pretty much the same level. We don’t put as much emphasis on developing them in 

their role as managers and leaders. So they might get overseen”.  

Since a large share of the employees do not have management positions, most 

employees will not receive management training, which is the primary source for 

information about gender diversity. To reach more employees, there is therefore also 

information about how Sandvik works with gender diversity and why it is important 

on the intranet. However, everyone does not have access to the intranet as some 

employees work at factories where there are no computers. It is not compulsory to 

view it on the intranet either, but it is available for those who have an interest to be 

part of it. One further way to communicate the importance of the work with 

“Diversity and Inclusion” has been through “Meet Sandvik”, a magazine that is 

distributed to Sandvik’s employees. It has been decided that each number should 
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contain one article that presents a positive example of “Diversity and Inclusion”. It 

has also been emphasized by a few informants that in all communication material, 

gender aspects should be taken into consideration. Pictures and texts in the magazine 

and website should not discriminate nor only be attractive to some.  

4.2.5 The recruitment process is changed 
To be able to reach the vision of having 30 % female managers Sandvik has changed 

their recruitment process and how they utilize their female high potentials. The CEO 

states that the company had old structures and norms that needed to be changed in 

order to look differently at who can become manager (Chef, 2015a). One of the 

changes that were made to the recruitment process was that Sandvik, together with 

researchers at a Swedish university, conducted a study on how different kinds of 

phrasing in recruitment ads can influence who applies for a job. Based on the results 

of the study, Sandvik changed the formulations in their ads with the aim to make 

more women apply for the jobs that Sandvik advertises. Several of the informants are 

certain that it had an impact on how many women that apply.  

Furthermore, there have been changes made to the later steps of the 

recruitment process. There is now an informal rule that there should be both suitable 

female and male candidates in the final step of all recruitment processes. If there is 

not one woman and one man in the final step the recruiters try to find more strong 

candidates using other channels. CHRM states that: “then of course it is possible that 

the recruitment process takes a little longer. That you may need to seek some other 

ways, or advertise a second time, or in another way make an extra effort. That is often 

what it is about”. The CEO for the business area SMT, who is the first female CEO 

for any Sandvik business area, argues: “if there should be quota introduced 

anywhere, it should be in the recruitment, at entry level, so that there are more 

women to choose from when filling a management position” (Wall Street Journal, 

2014). In all recruitment processes at Sandvik it is the manager that is responsible for 

the recruitments to their own teams. The HR department normally functions as a 

support in the process. The high goal of female managers together with the demand to 

have a female and male candidate in the final recruitment process has stirred up 

emotions within the company. The Manager Process Development (MPD) describes 

Sandvik’s way of increasing gender diversity as aggressive. She explains that: 

“Sandvik is not giving up until there is a female applicant and it tends to be a lot of 
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women that are being recruited”. MPD further states that it has led to that some 

employees, particularly men, have criticized and opposed the company guidelines. 

They are thus not as keen to recruit female employees as is needed in order to reach 

the vision of 30 % female managers.  

GMCC believes that recruiting people that are similar to yourself is a human 

instinct. The informant argues that having a more controlled and conscious 

recruitment process may help recruiters to be more neutral in their selection. At 

Sandvik there are both management training and workshops where stereotypes and 

the habit of recruiting people from your in-group are discussed. During the education 

and workshops there are also discussions regarding how to avoid biased behavior. 

According to GMCC, Sandvik has the potential to further develop the recruitment 

process in order to ensure that biased behavior is avoided. CHRM explains: “the idea 

is to spread knowledge from the education and improve the knowledge transfer, and 

challenge the managers. It is not until we have reached the 1100 managers that the 

main functions of the recruitments will work in a good way as well”.  

Many informants are convinced that there is a particular need to increase the 

number of women at lower levels in order for them to grow within Sandvik and later 

become managers. The CEO claims: “of course we want to increase the base of 

female employees in the company”. Most recruitments at top executive level are 

internal recruitments. The CEO states: “we try to recruit most managers internally. I 

don’t know the exact number but I believe that it is about 20 % or something that are 

recruited externally. But the vast majority are internal recruitments”. It is therefore 

crucial to build a talent pool of female employees. As one way to succeed with this, 

Sandvik has taken part in a program called “Tekniksprånget” where students at 

Swedish high schools are encouraged to apply to university programs within 

technology and engineering. Sandvik hopes that the program will lead to more female 

applicants in the future. During the interview, the CEO states that one of his driving 

forces is to be an attractive employer: “When you [the younger generation] are 

looking for which companies you wish to work for [...], I believe that a driven 

organization that is taking these kinds of questions seriously, that is an important 

criteria. And that people are becoming more and more value driven in their choices of 

companies to work for. So it is something I believe has great influence in order to be 

an attractive employer”.   
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Another action that has been made to increase the share of women at executive level 

is that Sandvik has started to plan who can replace the current executives if they leave 

their current positions. MDI explains that Sandvik now examines how many women 

that are included in the replacement plans for key positions globally: “By seeing how 

many women we have in succession planning, we can see how it will be in the future. 

Are replacements only Swedish men? Then that is how it will be in the future. We 

have tried to influence the target through this”. Furthermore, at Sandvik’s internal 

management development programs there has been an ambition to nominate an 

overrepresentation of women and other minority groups. In mentorship programs, 

women are paired with men and vice versa in order to learn from each other’s 

perspectives.   

4.2.6 Institutionalizing the change  
The strategic work related to increasing the share of women at executive level that 

Sandvik has had since 2011 has according to several of the informants begun to prove 

results. However, there is a consensus among the informants that even if the actions to 

break the glass ceiling has showed results so far, there is still a lot of work left to be 

done. As MDI explains it: “this will take time. I see it as a journey for 10 years, and 

we have only gone through the first three years now” (MDI).   

For the future, several of the informants emphasize the importance of not 

letting the work become a project. Instead it is agreed that it should be an 

incorporated way of working at Sandvik. For example CMS argues: “If it is a project, 

then other new projects will come. Something will have to be pushed away because 

we don’t have time for everything. So it needs to be integrated in our daily work in 

some way. Get it into our policies, our guidelines, our educations. Then it will become 

part of our business”. MDI agrees that it is important to keep focus on gender 

diversity in the future as well. The informant claims that focus can only be kept if top 

management remains engaged in the topic and keep setting goals and measuring it.  

Another area that is stated by several informants to be particularly important 

to focus on in the future is “Inclusion”. The reason is that it is seen as necessary to get 

a change in attitude in order to succeed with the goals that Sandvik has. There needs 

to be an inclusive environment that encourages diversity. GMCC highlights the 

importance of inclusion by saying that without inclusion there is no genuine reason to 

have diversity. If it is not possible to utilize and take advantage of the differences, 
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diversity will not make a difference to the future development of the company. She 

further argues that it is particularly important for Sandvik to utilize differences that 

come from having diversity, with the argument that it is a company that is built on 

innovation and therefore there is a need to have people who can think differently. She 

argues that this is a major challenge for the future and says: “I don’t see that we have 

an including environment in every way today, and that is not only on the production 

floor but also everywhere in the organization”.  

4.2.7 How the organizational culture has developed  
Sandvik’s organizational culture is perceived as strong because of its long tradition 

and close connection to Sandviken, the town where the company was founded more 

than 150 years ago. Most of the informants describe the culture in positive terms, 

however it is clear that the culture can be explained as typically male. CHRM argues 

that in a workplace where there is a majority of one gender, in Sandvik’s case men, it 

is hard for the minority to become a natural part of the group: “In our heavier 

production where there works 99 % men, and always has been so, it feels like in the 

military service [...] the fact is that if it is only women in one place, or only men in 

one place, it becomes incredibly special”. A shared view among the informants is that 

the culture is starting to change, and that the culture is now considered to be less male 

compared to a few years ago. The CHRM believes that the increased amount of 

management training where diversity is on the agenda has increased the awareness 

among the employees about gender aspects. This has in turn created a change in the 

mindset among employees. Since the concept “Diversity and Inclusion” was 

introduced, there has been a notable change in behavior. CHRM describes for 

example: “most of our employees have understood that as a woman, it is not 

appreciated when they enter the cafeteria and there is a stupid [sexist] calendar 

there. That it is not very respectful and inclusive, “no, let’s bring that down”. So the 

time when managers were walking around and tore the calendars down has passed”.  

GMCC can also see a trend in that the culture is becoming less male. The 

informant considered one of the major reasons for this to be due to the increased 

amount of women at executive level: “It has changed during the recent years since 

we have added four women in the group management team and now have a woman as 

CEO of a business area. We can see a positive trend there. But these kinds of changes 
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take time and it will take even more time before the change is noticed and is making a 

difference”.   

 The core values were changed as an action to alter the organizational culture. 

The idea was to make the culture more performance-based, and hence be able to 

utilize the full potential of all employees (Sustainable Business Report, 2014). MPD 

works close to the production sites where there is a large representation of men. The 

informant feels that it is a very strong masculine culture, but that is has gotten less so 

in the last couple of years, particularly at higher management levels. This is thought 

to be much because of an increased dissemination of information about “Diversity 

and Inclusion” in order to enhance the awareness, but also partly because of the 

change in core values: “We [Sandvik] have become much clearer about the core 

values, that we really live them and that they are evaluated in performance reviews”. 

It is stated in Chef (2012) that the new management team that was appointed 

by Faxander has worked hard to change the corporate culture into becoming more 

including. In the same article one of Sandvik’s new management team members 

explains that it is important to think about diversity in everything that Sandvik does. 

This has been supported by several of the informants in this study, who have seen the 

success of the change as being due to how well it has been integrated into the 

corporate plan, overarching company strategy and corporate vision. CMS states that 

before 2011, the actions that were taken to increase the number of women were less 

integrated in the business areas. The mindsets have changed since then, and it is now 

a stronger standpoint from Sandvik as a group. He further elaborates that it is a clearer 

outspoken strategy to become more gender equal, which is changing the 

organizational culture.   

4.3 Summary of Sandvik’s cultural transformation    

 
Figure 3. The development of Sandvik’s change process and changes in content.   



	   41 

5. Analysis  
This chapter analyzes the empirical findings in relation to the literature review. The 

first part discusses the implementation of the change process, and the second part 

discusses the changes made in content. 

5.1 Change process 
The empirical findings show that Sandvik’s change process towards becoming more 

gender diverse started in 2011 with the appointment of a new CEO. Even though 

Sandvik thereof only have been in this change process for a few years, the process has 

had concrete measurable results and the informants already argue that they see a 

change in the organizational culture. There is an agreement among the informants that 

the progress that Sandvik has made in increasing the share of women at executive 

level is the result of a change process. The reason for, and the success of, the change 

implementation is argued by several of the informants to be because of the CEO. 

Even if there was a lack of women at top management positions at Sandvik when the 

CEO entered in 2011, there did not exist any urgency for starting a change process 

since the company was doing well. Instead it was a personal conviction of the CEO 

that the change was needed and that there existed potential to create change. He 

believes that since the gender composition at executive level was not representative 

for the company as a whole, there were not equal opportunities for everyone. He 

further believes that it was in the best interest of the business that the full potential of 

all employees was utilized, and that it would make Sandvik a more attractive 

employer. Researchers have suggest that there needs to be a strong feeling of urgency 

in order to get employees motivated to participate in the change (Armenakis, 2011; 

Kotter, 1995; Kotter, 1997). Without the existence of urgency, the CEO at Sandvik 

still managed to get support for implementing the change and could for example 

include gender diversity aspects into the overarching company strategy. At Sandvik it 

was possible to motivate the employees without having urgency, which possibly 

could be explained by the nature of this specific change process. There exists a lot of 

research on the benefits for organizations in having gender equality. At Sandvik a lot 

of managers are educated engineers that to a large extent rely on facts and research, 

and information about gender diversity is spread from managers to the employees. 

One could therefore argue that it might be easier to convince employees about a need 

for this specific change without urgency, compared to other types of changes with less 
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scientific arguments. Additionally, it could possibly be easier to integrate this kind of 

change at Sandvik compared to other less research-oriented organizations.  

         The CEO was not only a major influencer of the change process in the 

beginning, but throughout the entire change process the commitment from top 

management has had an important part in driving the change. By integrating the work 

with increasing females at executive level into the overarching company strategy, 

making goals for gender diversity and changing the gender composition of the 

management team, the CEO and management team have proved to the employees that 

they are serious about the change. The informants find this to be very important for 

the progress, which confirms the importance of having support from the management 

throughout the whole process. This is emphasized by Cameron and Green (2012: 115) 

as an essential need and as a critique to Kotter’s focus on the importance of the leader 

in the initial steps of the change. The value of commitment from the CEO that is 

highlighted by the informants at Sandvik, is emphasized in academic literature as well 

(e.g. Kotter, 1995; Armenakis et al., 2011). Whelan and Somerville (2010) share the 

view of top leaders importance, and further suggest that a change process is 

dependent on support from all levels of leaders within the organization. At Sandvik 

the change has not been fully supported by all leaders at all levels. At the top there is 

a consensus that the change will be beneficial, but at other levels all leaders have not 

received training and information about the benefits, and there has even been some 

contradictions. Despite a lack of support from all levels of leaders, the change 

implementation has been viable and there has hence not been a need of support from 

managers throughout the entire organization. The discrepancy between theory and the 

empirical findings could possibly be explained by the fact that Sandvik has started the 

change transformation with educating from the top down. Hence, the support for 

change is strongest at the top where the recruitments for top management positions 

are made.  

 One of the first actions that Sandvik did was to create a goal and vision for the 

change; that 30 % of all managers should be female. This vision was created as there 

is a view at Sandvik that it is crucial to be able to follow the progress and ensure that 

the initiatives are having the desired results. In literature the creation of a clear vision 

has been argued to have significant importance for a change process (Kotter, 1995; 

Thompsen et al., 2010; Wright & Thompsen, 1997). However, there were some 

discussions about the goals throughout the organization, and it stands clear that it has 
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not only been beneficial to have goals. There is a need that the goals and 

measurements are realistic and that the employees approve them, otherwise they will 

not provide any results and instead counteract the vision.  

Furthermore, Kotter (1995) and Caldwell (1993) have both argued that 

communication to employees is essential to make them participate in the change and 

hence be able to complete a change process successfully. Sandvik has initially 

targeted the communication to managers, and the support has shown to be stronger at 

top levels. Managers at lower levels have even opposed the changes and refused to 

participate in actions they were advised to do. The communication channels that have 

been chosen to use when communicating the vision could possibly explain a reason 

for the lack of support for the change. To this point the focus of creating awareness 

for the vision has been focused on management levels, where the message is shared 

through management training. The message is also accessible on the intranet, but not 

all employees have access and it is not mandatory to take part of it. It is likely to 

assume that those that are not interested in questions regarding gender diversity will 

not be motivated to make an extra effort to find the information. Combining this with 

the fact that it to a larger extent is more male-dominated at the lower levels of the 

organization, it is likely that those that have the potential to be most skeptical towards 

Sandvik’s work with gender equality do not receive the information about the 

benefits. 

Researchers emphasize the need to make the employees involved and 

supportive of the change in order to secure that the new vision is acted upon (Kotter, 

1995; Kotter, 1996; Whelan-Berry & Somerville, 2010). Armenakis et al. (2011) 

suggest that involving the employees in the decision-making of creating the change 

can make them more supportive of it and hence reduce barriers. At Sandvik 

employees have been included in the creation of the business case and gender 

diversity strategy, and they have also had the opportunity to be involved later in the 

process as well. However, one can argue about the importance of having total support 

from the employees throughout the whole organization for this particular change 

process vision. When recruitments for executive positions are done externally, the 

need of support from lower levels might not be necessary. Sandvik recruits both 

externally and internally, but the majority of management recruitments are internal. It 

is therefore necessary in the long run that there exists female employees at all levels 

that can learn about the organization and later be promoted to more advanced roles. 
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Therefore it can be argued that for Sandvik’s long term vision it is of importance to 

have support from all employees at all levels.  

As a way to motivate managers to participate in the change, one of the 

business areas at Sandvik has created a bonus-system. Several researchers (e.g. 

Armenakis et al., 2011; Kotter, 1996; Mento et al., 2002; Pollack & Pollack, 2014) 

argue that it is beneficial for the change process to have short term wins. At Sandvik 

this has not been necessary for the development of the process, instead it rather seems 

to have been negative as it created complains and discontent against the entire vision. 

This is in line with Ansari and Bell’s (2009) argument that having short term goals 

can be counterproductive to the long-term vision. None of the informants implies that 

it is nor would be necessary to have short term wins. The focus has on the contrary 

been on the long term vision and goals.  

During the last years the change process has given Sandvik extensive attention 

and appraisal in media. The change at Sandvik has showed significant results, both in 

concrete numbers and in the development of the organizational culture. Kotter (1995) 

emphasizes that there is a risk that organizations that start to see progress and small 

improvements will feel satisfied too early and lose focus of maintaining the change. 

Some informants acknowledge that Sandvik has recently started the journey to 

become more gender equal and that the company still has further challenges ahead. 

This awareness can likely be explained by the fact that Sandvik still has not reached 

the goal. This would further illustrate the importance of having a realistic and 

reachable vision, since it can help maintain focus on the continuing change process 

(c.f. Kotter, 1995; Thompsen et al., 2010; Wright & Thompsen, 1997). 

The last step in Kotter’s change model is to institutionalize the change. For 

Sandvik there is still a need to increase the understanding throughout the organization 

to why the change is needed and also to increase the awareness of its benefits, in order 

for the change to be fully institutionalized. Since not all managers have gone through 

the trainings and workshops that are intended, there is a possibility that the support for 

the change will increase when the trainings are spread. Sandvik has made changes 

that they have seen the desired results from, so it can be argued that the change 

process has been successful up to this point. This has been possible even without a 

need for urgency or short term wins, which has been argued to be necessary for a 

successful change process (e.g. Armenakis et al., 2011; Kotter, 1995; Kotter, 1996; 

Pollack & Pollack, 2014). That Sandvik has managed to do a successful change 
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process without following all of the eight steps in Kotter’s change model is consistent 

with critique against the model, where researchers have argued that not all 

organizations need to go through each step (Appelbaum et al., 2012; Cameron & 

Green, 2012; Pollock & Pollock, 2014). In conclusion the process that Sandvik has 

gone through has, apart from these two steps, been consistent with research. The 

change process has followed all the other steps of the model all the way to the end of 

the change process where Sandvik currently is. However, transforming an 

organizational culture is not only dependent on how the process is implemented but 

also on what actual changes in content that are done.   

5.2 Changes in content  
When changing an organizational culture, Alvesson (2012: 181f) argues that either a 

change in behavior or a change in values often are considered as more important than 

the other. Through the empirical findings of this study there are reasons to believe 

changing values and behavior are of equal importance. In this case, Sandvik has 

implemented actions that were directed both towards the behavior of the employees, 

such as the implementation of measurable goals that have made managers obliged to 

rethink their ways of hiring new employees to their teams, and towards the employees 

personal values, for example through management trainings where discussions 

regarding bias and stereotypes are brought up. Through several actions, aiming both 

towards changing employees’ behavior and values, Sandvik has been able to increase 

their employees’ awareness in terms of gender diversity and start a change in its 

organizational culture. The combination of aiming to change both behavior and values 

within the company could possibly be one explanation for why the company has been 

able to make a noticeable change in the gender composition among managers.  

Sandvik has integrated the work with increasing the share of women at top 

management positions throughout the whole organization. The vision for the initiative 

has been communicated extensively throughout the organization on the intranet, the 

website, the corporate magazine, at workshops and in management training programs. 

It has also been considered when changing the overarching company strategy and the 

core values. Several of the informants highlight that it should be a part of how the 

company works in general, and not just a separate project. It is possible that the deep 

integration into the organization can be another explanation for why a successful 
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result has been seen in only a few years and also why the informants perceive a 

cultural change. 

During the change process, Sandvik has implemented several actions to 

increase the gender diversity at executive level. Because of the high employment rate 

of engineers that Sandvik argues rely on facts and research, most of the actions have 

been based on scientific research. That the actions are grounded in research explain 

why there is a general consistency between the actions that researchers most 

commonly suggest (e.g. Ragins et al., 1998; Avery & McCay, 2006; Alvesson, 2012; 

Bazerman & Moore, 2013; Northouse, 2013) and the actions that have been 

implemented at Sandvik. A major difference is that researchers normally suggest a 

few selected initiatives that relates to one type of activity such as recruitments, career 

development or education. Sandvik on the other hand has decided to carry out 

initiatives that are related to many different activities in the organization. Hence the 

organization has implemented the majority of the suggested actions that researchers 

believe are the most important changes in content to make. For example career 

development activities, specifically targeting women, have been implemented which 

is in line with several researchers suggestions for actions to break the glass ceiling 

(e.g. Northouse, 2013: 360; Ragins et al., 1998). As an example Sandvik tries to have 

an overrepresentation of women nominated for leadership programs, and they make 

sure women are considered in succession planning. Furthermore, the organization 

does consider the division of gender in mentorship programs, but not specifically by 

making sure that female executives have access to mentors as literature suggests 

(Northouse, 2013: 360; Ragins et al., 1998). 

One of the most prominent actions that was implemented was to include 

aspects of gender diversity in management training. This was done to create 

awareness and thereby align employees’ opinions with the overall purpose of the 

change process. This is consistent with Bazerman and Moore (2013: 216ff) 

argumentation that training increases awareness and reduces the risk of bias and 

stereotypes. However, the training is only available to those that are newly appointed 

as managers, and managers who decide to take on new management roles. As a 

consequence there is a risk that in order to fully implement the change, staff turnover 

will be necessary. The reason for this is that otherwise it might take a long time to 

spread awareness and reduce bias throughout the whole organization. In parts of the 

organization where staff turnover is low, there is a risk that the change vision will not 
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be given the attention that is needed to implement it. The decision to educate 

managers is thus in line with Ragins et al. (1998) argumentation that education of top 

management will make them more supportive of a change that will lead to an 

increased share of women. 

To increase gender diversity within the organization, the recruitment process 

was altered in a few selected ways. The texts in the recruitment ads were changed in 

order to enhance the chances of attracting female applicants. This is consistent with 

Avery and McCay (2006) who argue that recruitment ads can be written in ways that 

will increase the rate of female applicants. Changing the recruitment process by for 

example employing more diverse recruiters has further been argued by the same 

researchers as necessary to reduce bias. Sandvik has not specifically changed who 

hires new employees as a step to avoid bias, but instead they have focused on creating 

awareness among those that are responsible for recruitments. The strategy for gender 

diversity was described as rather aggressive and it has caused some managers to 

oppose the vision. The fact that managers are ultimately responsible for the 

recruitments to their own teams means that if managers oppose the vision and 

therefore refuse to hire women, Sandvik runs a greater risk to not achieve its vision. 

Consequently there is a great need that employees with recruitment responsibilities 

support the change vision. 

As stated above, Sandvik has implemented many of the suggested actions that 

are put forward in academic literature as most essential. However, within the most 

common suggestions for actions to change gender diversity, implementing goals and 

measurements have not been put forward as a necessity. Goals are explained at 

Sandvik as a crucial action that increases the motivation among employees to include 

women. To have goals and measurements have been important changes in content, 

which have enabled the company to progress in the desired direction. In change 

management literature on the other hand, measureable goals have been a natural and 

important part when implementing a change process (e.g. Armenakis et al., 2011; 

Kotter, 1996).  

In conclusion, Sandvik has implemented changes in content that are based on 

academic literature. Therefore, there is a general consistency between what has been 

suggested in the literature review as important changes in content, and the actual 

implemented changes at Sandvik. The company has also chosen to implement 

changes in many activities of the organization (e.g. recruitment process, career 
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development programs). However, most importantly the company has implemented 

changes that are directed both towards the behavior, and the values of the employees, 

which potentially has enabled Sandvik to make a noticeable change in gender 

composition.  
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6. Conclusions 
The final chapter presents concluding remarks and summarizes the key findings of the 

study. It highlights the contributions to academic research and managerial 

implications. The chapter ends with a discussing of the limitations with the study, and 

suggestions for future research.   

6.1 Concluding remarks and key findings  
The purpose of this study was to develop an understanding of how organizations 

could implement change in a way that will lead to more women at top management 

positions. To change an organizational culture for the aim of increasing the share of 

women at executive level is a complex process. However, there are a few key findings 

that have proven to be vital for this specific kind of change. 

The study indicates that when implementing a change that aims to break the 

glass ceiling, it is key that the change is not seen as a stand-alone activity in the 

organization. The study has found a potential success factor to be that the change is 

integrated into the overarching company strategy and goals of the business. There are 

indications that the change process and the changes in content that are implemented 

should not be considered as a project but rather a change in the core of the 

organization.  

The study has also shown clear indications that the commitment from a 

prominent leader within an organization is an essential part of the change process. To 

start a change process, urgency has not been found to be necessary. Instead it might 

merely be enough with a personal conviction of a prominent leader within the 

organization. Support from top management has also been identified as vital to 

implement a change process that aims to increase the female presence at executive 

level.  

To create a cultural change that will lead to more women at top management 

positions, the results of the study indicate that several tangible actions need to be 

initiated throughout the organization and that the actions should be aimed at changing 

the mindset of the employees. The changes in content should be made to increase 

awareness, establish commitment and create a change in attitude. When changing the 

mindset there is an increased chance that the change vision will be accepted and 

followed through without resistance. 
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6.2 Academic and managerial contributions  

The study provides an understanding for how a cultural change process evolves 

within an organization. The study also gives examples of what actions that are 

required in order to increase the gender diversity at executive level. 

From a managerial perspective, the thesis can provide managers with an 

understanding of the importance of integrating the actions that are made in order to 

increase the share of women at executive level with the overall business agenda. It 

further gives top management an understanding of the value of commitment from a 

prominent leader within the organization, and his or her influence on a successful 

change implementation. The results also show managers that actions made to increase 

the share of women at top management positions should aim at changing the mindset 

of the employees in the organization.  

From an academic perspective, the study contributes to the established 

literature on change management and cultural change by describing how an 

organization has managed a successful organizational change implementation. It 

further contributes to the previous research on female leadership, by additional 

research on what key factors that are necessary to reduce the barriers facing women 

that want to reach executive level.  

6.3 Limitations and suggestions for future research  
One limitation to this study is that empirical data only has been gathered from one 

case company. Therefore the results may not be generalizable to other companies. It is 

important to understand that the changes that Sandvik has made are shaped by the 

context of the company. All companies have a unique initial situation and 

organizational culture, and hence all companies would not be able to get the same 

results from implementing the same changes that the Sandvik has made. Further, it 

should be noted that the results of this study are impacted by the fact that the case 

company was selected as a best-practice case, meaning that they have succeeded with 

implementing the change. The findings are based on the assumption that each action 

made by Sandvik has contributed to getting more women to top management 

positions. It has not been possible to distinguish which actions that have made an 

impact, more than through an understanding of how the informants have perceived the 

results.    
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 For future research, it would be interesting to test if the changes made by 

Sandvik has been made by other organizations with male cultures as well, and what 

the outcome has been. It would also be interesting to investigate whether other 

companies that have managed to increase the share of women at executive level have 

made changes in a similar way as Sandvik. Future research could therefore be done on 

similar companies who have seen significant changes in their share of women at 

executive level. A larger selection of companies would give more generalizable 

results and could hence provide a more general recommendation for other companies 

wanting to get more women to top management positions. 

 Due to the fact that Sandvik relatively recently started the change process, this 

study is an example of research done on a change process before it has been fully 

standardized within the organization. It may be of interest to see how the change 

evolves after the initial phases and it has become completely institutionalized. 

Therefore we encourage future research to further investigate how an organization 

that has gone through a change process with the same objective works with gender 

diversity after the process has been institutionalized. Furthermore, as this study found 

the involvement of the CEO to be of immense importance, it would be particularly 

interesting to investigate how an initiated change process progresses if a new CEO is 

appointed. 
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Appendix 
 
Appendix 1. Interview guide 
 

Initial questions 

1. What is your position at Sandvik? 

2. How would you describe that Sandvik is working with gender diversity and 

with increasing the share of women at top management positions? 

3. For how long has Sandvik been working with this? 

4. Before Sandvik started to work strategically with gender diversity, how would 

you say that Sandvik has worked with issues related to gender diversity? 

 

The change process 

- Why is it important to increase the share of women at executive level? 

- How was the change implemented? Who was responsible? 

- Who was affected by the change?  

- Has the work with increasing women at executive level been communicated? 

- Have there been any attempts to try to motivate the employees so that they are 

convinced that the change is needed? 

- Are there any set goals or a long-term visions? 

- How has the strategic planning evolved?  

- Have employees at the company been encouraged to make inputs to how to 

work strategically with this question? 

- Has it been important that the initiative has been accepted by all employees? 

- Has the change met any kind of resistance? Is the change accepted by all 

employees? 

- How is the change measured? 

 

To change an organizational culture 

- How would you describe the organizational culture at Sandvik? 

- Have you perceived that there has been a need to change the organizational 

culture in order to increase the share of women at executive level? If yes, in 

what way? 
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Change stereotypes and bias 

- Has Sandvik been trying to work against stereotypes, discrimination or 

preconceptions that may affect who is being recruited to executive levels? 

- Who are responsible for recruitments at Sandvik? 

- Has the recruitment process been changed in any way? 

 

General questions 

- What is the long-term goal with the vision and how do you aim at reaching it? 

- Is there anything else you wish to share? 
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Appendix 2. Interview guide to President & CEO 
 

- When you started at Sandvik, what were the first actions that you took 

regarding gender diversity? Why? 

- How did the strategic planning evolve? 

- What motivates you? Why do you think this change is important? 

- How do you view the importance of your position and the influence that you 

have had for the change Sandvik has gone through regarding gender diversity? 

- Why did you create the goals and vision that you have? 

- How did you get the others members of the management team to agree that a 

change was needed?  

- Why was the “new” management team put together the way that it was? 

- What actions have you taken, and when during the process? 

- How was it decided that these actions were needed? 

- Do you think that it has been necessary to change the organizational culture? 

(How has this been done?) 

- Is it important that all employees accept the vision, and are integrated in the 

change?  

- What do you think is important for Sandvik to focus in in the future?  

  
  
 

	  


