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ABSTRACT

IDENTIFYING AND
DEVELOPING A
CHANGE VISION
Preliminary report

SUITS –project

Identifying & developing the change vision for cities.
The analysis is based on the “trust questionnaire”
which was sent to all cities in the last couple of
months/weeks. The results demonstrate the key
values, levels of trust and risk attitude, motivational
climate for change and potential barriers of one
particular city. These findings allow us to develop a
change vision for your city regarding the
development of a capacity building programme to
enhance local authorities’ capacity into performing
mobility projects. Please note, this report is only
based on a very little number of questionnaires and
thus, any results have to be taken carefully. Further
answers of the cities’ departments/local authorities
are needed to get stronger results (work in
progress).
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1 Executive Summary
This benchmark analysis for SUITS is based on 25 received questionnaires (n=25) at
this stage of data collection. It shows the level of organisational trustworthiness
(competence and goodwill) and level of propensity to trust above or /below the
average of all direct partner cities. Furthermore, we identified for each city the level
of self-efficacy and the tendency for all cities to follow rather a mastery climate
instead a performance climate. Furthermore, the identified values for each city
demonstrate which factors, such as tradition, benevolence, openness to change
have to be taken into account when developing the cities’ shared change vision.
Note: This number of participants is not representative at the moment. A representative
sample is a small quantity of something that accurately reflects the larger entity. The use of
sample groups poses risks, as the sample may not accurately reflect the views of the
general population. One of the largest risks is developing a sample that is not truly
representative. This most likely occurs because the population group is too small.
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2 Structure of this (interim-)report
The results of our analysis are presented as a BENCHMARK STUDY to
demonstrate how each city is characterized and rated in comparison with the other 5
cities.
The structure of this report is the following:
In the first step, we will highlight the level of competence trust and goodwill trust in
your organisation which demonstrates whether you are convinced that your LA is
able to enhance capacity into performing mobility projects or not (support this
organizational change successfully).
In the second step, we will demonstrate whether your LA is already prepared to
become a learning organization or not. Self-efficacy (coping with new things) as well
as the climate is important beside a closer view on your LA’s values.
In the last step, we consider your organizational values to support capacity building
in the long run which includes e.g. openness to cope with change.
Note: All questions have been asked on a scale of 1-7 (do not agree – fully agree). Means
the higher the value of a factor, the more important the factor is; the more the participants do
perceive this factor. All questions can be requested by Professor Ann-Marie Nienaber.
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3 Level of organisational trust
As trust is seen as a key obstacle in regards to the acceptance of new technologies
by users and organisational change in general, we pay attention to the level of
organisational trust.
Organisational trust (individuals’ trust in an organisation) and organisational
trustworthiness refer to the willingness of being vulnerable based on positive
expectations, fostering risk taking (Mayer et al. 1995; Rousseau et al. 1998). The
components of trustworthiness ability, and benevolence/integrity (goodwill) lead
directly to trust (Mayer et al. 1995). Hence, trust can be and is often subdivided in
affective-based and cognitive-based trust. The former is emotion based and arises
from in interpersonal interactions experienced care and concern whereas the latter
originates from experienced peer reliability and dependability resulting from rational
trustworthiness assessments (e.g. Lewis, and Weigert 1985, McAllister 1995;
Nienaber et al. 2015). Nienaber and colleagues (2015) come to the assumption that
“positive expectations are more strongly related to cognitive trust while the
willingness to be vulnerable has stronger associations with affective trust”.

3.1 Organisational Trustworthiness – Ability/Competence

Organisa6onal Trustworthiness
Ability
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Figure 1: Comparison of organisational trustworthiness
Note: The higher the score, the higher the level of organisational trustworthiness. (Scale of 1 to 7)

SUITS–project
5

Cleaner and better transport in cities

January 2018

Key findings:
•

The local authorities’ trustworthiness is on average little above the average in
general (almost point 5 on a scale of 1-7).

•

Three cities are above the average of our sample – three cities are below the
average in regards to their organisational competence in coping with the
change. The lower the level of competence based trustworthiness, the less
the city departments (participants) are convinced that their city council is able
to cope with the organisational change in relation to their skill set (e.g.
experiences, technical skills, process management)! A low level of
competence trust means further, that these city councils need support in
regards to their skill set (e.g. training, mentoring).

3.2 Organisational trustworthiness: Goodwill

Organisa6onal Trustworthiness
Goodwill
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Figure 2: Comparison of organisational trustworthiness goodwill
Note: The higher the score, the higher the level of organisational trustworthiness. (Scale of 1 to 7)

Key findings:
•

The local authorities are seen as more competent than benevolent in general.

•

Two cities are below the average of our sample in regards to goodwill trust –
means employees are questioning that their LA takes their concerns and
needs into account. Such a feeling can be seen as poison for a successful
organisational change as employees will stop working efficiently and thinking
about options to move their jobs. Additionally, employees that are not
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convinced about their employer’s wellbeing start to talk negatively about this
organisation to their colleagues, friends, and social media. This could become
a real obstacle for these cities!

3.3 Propensity to trust
As the propensity to trust often times influences the level or trust in an organisation,
we further ask for the level of propensity to trust in each city to see whether we could
identify differences or not. The results further give an idea about the risk attitude
towards new technologies or change in general.

Propensity to Trust
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Figure 3: Comparison of propensity to trust
Note: The higher the score, the higher the level of propensity to trust. (Scale of 1 to 7)

Key findings:
The representatives of the local authorities seem to be relatively similar in relation to
trust propensity and show a relative high level on a scale of 1 to 7. This means that
people/local authorities are in general open for organizational change or new
technologies. This can be seen as quiet positive for a successful organisational
change.
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4 Learning organization
Being a learning organization is almost mandatory to cope with organisational
change from a behavioural perspective.

4.1 Self-Efficacy
Expectations of self-efficacy determine whether an individual will be able to exhibit
coping behaviour or not and how long effort will be sustained in the face of
obstacles. Individuals who have high self-efficacy will exert sufficient effort that, if
well executed, leads to successful outcomes, whereas those with low self-efficacy
are likely to cease effort early and fail.

Self-Eﬃcacy
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Figure 4: Comparison of self-efficacy
Note: The higher the score, the higher the level of self-efficacy. (Scale of 1 to 7)

Key findings:
All participants characterize their local authorities as relatively able to cope with
change as the score for self-efficacy is for all cities relatively high.
•

However, one city (city 2) shows a relatively high level of self-efficacy while
the others are rather below the total of all cities. That means this local
authority is sure that it can handle change.

•

One other city demonstrates a relatively low level of self-efficacy compared to
the other cities (city 6). This results in a rather challenging situation for this
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local authority as it does not feel comfortable at the moment to deal and
handle change.

4.2 Motivation Climate
In order to improve company performance, it is important to understand how to
improve the performance of the employees. If an organisation wants to increase their
employees’ motivation and performance it should not force them to compete with
each other but instead create a 'mastery' climate, based on commitment, selfdevelopment, learning, mastering tasks and, not least, cooperation. By concentrating
on fostering job-satisfaction, motivation and perseverance in the face of failure, this
type of climate will ultimately tend to improve performance and results. A
'performance' climate is characterized by comparison with others and the bestperforming and most talented people take centre stage, overshadowing other
employees (Nerstadt, C. several publications).

Mo6va6on Climate
Mastery Climate
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Figure 5: Comparison of the dimension mastery climate
Note: The higher the score, the higher the level of mastery climate. (Scale of 1 to 7)
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Mo6va6on Climate
Performance Climate
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Figure 6: Comparison of the dimension performance climate
Note: The higher the score, the higher the level of performance climate. (Scale of 1 to 7)

Key findings: All local authorities seem to follow more a mastery climate than a
performance climate – although differences regarding the intensity of a climate can
be identified.
In order to improve company performance, an organisation has to increase
employees’ motivation and performance. It should not force them to compete with
each other but instead create a 'mastery' climate, based on commitment, selfdevelopment, learning, mastering tasks and, not least, cooperation.
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5 Values of your city
Values have been a central concept in the social sciences since their inception. All
values are described as it is suggested by Schwartz (2012)
(Schwartz, S. H. (2012). An Overview of the Schwartz Theory of Basic Values. Online Readings in
Psychology and Culture, 2(1). https://doi.org/10.9707/2307-0919.1116).

Figure 7: General overview of values by Schwartz

5.1 Self-Direction
Defining goal: independent thought and action--choosing, creating, exploring. Selfdirection derives from organismic needs for control and mastery (e.g., Bandura,
1977; Deci, 1975) and interactional requirements of autonomy and independence
(e.g., Kluckhohn, 1951; Kohn & Schooler, 1983). (creativity, freedom, choosing own
goals, curious, independent) [self-respect, intelligent, privacy]

5.2 Stimulation
Defining goal: excitement, novelty, and challenge in life. Stimulation values derive
from the organismic need for variety and stimulation in order to maintain an optimal,
positive, rather than threatening, level of activation (e.g., Berlyne, 1960). This need
probably relates to the needs underlying self-direction values (cf. Deci, 1975). (a
varied life, an exciting life, daring)
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5.3 Hedonism
Defining goal: pleasure or sensuous gratification for oneself. Hedonism values derive
from organismic needs and the pleasure associated with satisfying them. Theorists
from many disciplines (e.g., Freud, 1933; Williams, 1968) mention hedonism.
(pleasure, enjoying life, self-indulgent)

5.4 Achievement
Defining goal: personal success through demonstrating competence according to
social standards. Competent performance that generates resources is necessary for
individuals to survive and for groups and institutions to reach their objectives. As
defined here, achievement values emphasize demonstrating competence in terms of
prevailing cultural standards, thereby obtaining social approval. (ambitious,
successful, capable, influential) [intelligent, self-respect, social recognition]

5.5 Power
Defining goal: social status and prestige, control or dominance over people and
resources. The functioning of social institutions apparently requires some degree of
status differentiation (Parsons, 1951). (authority, wealth, social power) [preserving
my public image, social recognition].

5.6 Security
Defining goal: safety, harmony, and stability of society, of relationships, and of self.
Security values derive from basic individual and group requirements (cf. Kluckhohn,
1951; Maslow, 1965). [healthy, moderate, sense of belonging]

5.7 Conformity
Defining goal: restraint of actions, inclinations, and impulses likely to upset or harm
others and violate social expectations or norms. Conformity values derive from the
requirement that individuals inhibit inclinations that might disrupt and undermine
smooth interaction and group functioning. [loyal, responsible]

5.8 Tradition
Defining goal: respect, commitment, and acceptance of the customs and ideas that
one's culture or religion provides. Groups everywhere develop practices, symbols,
ideas, and beliefs that represent their shared experience and fate. (respect for
tradition, humble, devout, accepting my portion in life) [moderate, spiritual life]
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5.9 Benevolence
Defining goal: preserving and enhancing the welfare of those with whom one is in
frequent personal contact (the ‘in-group’). Benevolence values derive from the basic
requirement for smooth group functioning (cf. Kluckhohn, 1951) and from the
organismic need for affiliation (cf. Maslow, 1965). (helpful, honest, forgiving,
responsible, loyal, true friendship, mature love) [sense of belonging, meaning in life,
a spiritual life].

5.10 Universalism
Defining goal: understanding, appreciation, tolerance, and protection for the welfare
of all people and for nature. This contrasts with the in-group focus of benevolence
values. Universalism values derive from survival needs of individuals and groups.
(broadminded, social justice, equality, world at peace, world of beauty, unity with
nature, wisdom, protecting the environment) [inner harmony, a spiritual life]
This following figure shows the values for all cities:

Values
POWER
SECURITY

ACHIEVEMENT

CONFORMITY

HEDONISM

TRADITION

STIMULATION

BENEVOLENCE

SELF-DIRECTION
UNIVERSALISM

Figure 8: Comparison of the values of the different cities
Note: The higher the score, the greater the relevance of the value for the particular city. (Scale of 1 to 7 (1 in the
core))
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Key findings: The results show that all cities – although they are all European cities
– are different in regards to their values. While some cities obviously are relatively
tradition-based, others seem to be more self-directed (yellow marks). A similar
picture can be found in regards to values such as hedonism, achievement, or
security – while for some local authorities these values are of great importance, other
local authorities identified these values of relatively little relevance. Taking these
results into account, it can be generally said that those local authorities that show
relatively high scores in relation to stimulation and self-direction are more open
towards change as others. These local authorities are characterized by creativity, the
idea of freedom and openness for new and exciting experiences. Thus, these local
authorities show useful values for coping with organisational change successfully.
However, also other cities have the chance to cope with the organisational change
successfully, the only important aspect is, that every city is aware of its values as
these values have to be taken into account when planning and managing
organisational change. A rather tradition-based city for example has to plan its
organisational change very carefully and may use more resources to communicate
the new developments, to deal with people, and to take the city’s history into
account. Often times, organisational changes take longer for those cities as for cities
that are rather open towards new developments.

A full reference list can be requested by Professor Ann-Marie Nienaber.
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