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Abstract: 
This report looks at adaptation time 

of new employees. More specifically, 

adaptation time in integrated 

architectural design companies 

where many design disciplines are 

working under the same roof. For a 

newcomer to act according to 

company’s identity and direction 

takes anywhere from three to 24 

months. Thus, this shows a great 

potential to shorten this period or 

use fewer resources to deal with it. 

The report covers basic theory of 

organizational socialization. 

Moreover, it contains a case study of 

Bryden Wood - an integrated design 

company, based in London, UK. The 

results are used to identify several 

adaptation factors and time 

consuming aspects to see what the 

employees struggle the most with 

while adapting and what takes the 

longest to understand. Based on that, 

a comprehensive onboarding 

solution is offered allowing 

employees to adapt at their own 

pace while taking off the stress of HR 

and other company resources. It is 

then followed by perspectives and 

discussion on validity and reliability 

of the research. 
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 Preface 

Preface 
This Master Thesis is written by students in their 4th semester Master Programme “Management in 
the Building Industry” at Aalborg University, in Denmark. The report topic and research are designed 
in accordance with the semester curriculum. The student team writing it consists of two members. 
The period of writing is from 1st of September 2017 to 8th of January 2018. 

The research topic of the Master Thesis is concerning the speeding up of employee adaptation 
in integrated companies. The authors aim to assist companies in the building industry, therefore 
the report is also written from company's interest perspective. The main body starts with pointing 
out the research area and current state of the topic. The main contribution of the Master Thesis is 
developed through a case study based on the company called Bryden Wood. The case is developed 
and thereafter analyzed to discover the specific processes of adaptation with the time consuming 
aspects (TCA) employees experience, which hold back the company from developing faster. After 
these aspects are identified, the most slowing-down ones are targeted and aimed to be sped-up 
within the adaptation process frames. A whole coherent solution is formed which the team considers 
as a new better practice. The thesis concludes by considering if the coherent solution would speed 
up the adaptation process in Bryden Wood and if it is possible to have a broader generalization of 
the solution so it can speed up the current practices for adaptation in similar integrated companies.   

Enclosed besides the main body of the Master Thesis are the appendixes (documents produced by 
the team members) and annexes (already existing materials). The annexes and appendixes are 
numbered sequentially. Some of the data from the case study has been uploaded as Digital Annexes 
and Digital Appendixes The information about pictures used is located in the Table of Figures.  All the 
abbreviations used are presented in the List of Abbreviations. Resources, such as books, articles, 
reports, websites and other sources of information, are mentioned throughout the text and later 
listed in the Bibliography chapter. 

Acknowledgements 
The authors of this report would like to express their gratitude to Henrik Sørensen for the supervision 
and encouragement given throughout the Master Thesis writing period. The researchers appreciate 
the opportunity to have worked with Bryden Wood Ltd. Special thank you to Paul O’Neil, Steven Tilkin 
and Nadine Mohammed for being open to sharing information and key-insights about the case study 
company. Without these people, the report would have been very different. 
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 Introduction 

1. Introduction 
There is an extensive amount of companies operating around the globe. Researchers as Kaplan and 
Norton, 2000 or Donaldson, 1985 defend the concept that the reason they exist is to bring money. It 
is characteristic for the industrial age that companies were looking for ways to optimize the 
production outcome and its processes (Toldbod, 2017) so it is more cost leading or differentiated 
which are part of the generic company strategies (Porter M. E., 1980). However, in the information 
age, due to technology and fast news, it is a lot easier to copy the already developed solutions. So, 
even if one company discovered a revolutionary product design, that design may not be a sustainable 
capability (Johnson, Whittington, Scholes, Angwin, & Regner, 2014, ch. 3) for them for a long period 
of time to keep them ahead of other companies. Michael Porter is one of the people that started 
looking for more sustainable strategies through the whole ‘fit’ of a company (Porter M. E., 1996), or 
how everything the company does works as a system and is coherent. Another very popular work is 
the one from Kaplan and Norton, 2000. They use previous research linking the financial aspect to 
another three  company perspectives. The product of their work is the Balanced Scorecard which 
claims that if you want to perform economically well, you should also look into the customer, internal 
company, and employee learning and growth perspective. 

It has been argued if companies should look just into these four perspectives. However, it is 
undeniable that the employee learning and growth perspective is something that can improve the 
company performance and thereafter its financial performance. Furthermore, the employees and 
intellectual capital are intangible resources which are hard to copy, if even possible (Johnson, 
Whittington, Scholes, Angwin, & Regner, 2014, p. 82, Darroch, 2005, p. 111). Thus, a large part of the 
competitive advantage of the company is made up of certain combination of people. This should 
drive companies to look for particular skills that people have.  While finding the right people and 
hiring them is a topic on its own, another important aspect is to get this new force up to speed in the 
new environment and get it accustomed to the peculiarities of the company. Having this in mind, the 
authors of this report considered that looking at the adaptation period of new employees is relevant 
to companies since it is the first learning and growth experience newly recruited people have. Finding 
a way to utilize new intellectual capital to the current company identity and direction faster, would 
lead to the company reaching its goals sooner. 

Additionally, the authors of this report have been observing throughout previous companies they 
have been working with that new employee adaptation is a challenge for prospering companies 
(Koleva, Fazekas-Ghinea, Shrestha, Ólafsson, Stavrovská, & Milovidova, 2017), (Millers, Bagdonas, 
Mikutas, Vepstaite, & Zafeirakis, 2017). 

Because of the general theory about the value of learning and growth employee perspective and the 
practical observation of companies struggling with adaptation, great value proposition has been 
identified to have adaptation as the topic of this Master Thesis. The next chapter will further 
argument the research question and the reasoning for it. 
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 Research question 

2. Research question 
The research topic for this Master Thesis is employee adaptation. The specific questions to be 
investigated can be found in the 2.1 Problem formulation chapter, whereas the assumptions and 
limitations are specified in chapter 2.2 Problem delimitation. 

2.1 Problem formulation 
The Balanced Scorecard together with its employee learning and growth (Kaplan & Norton, 2000) 
are pointing to the value of employees skills, knowledge and their contribution to an organization. 
Moreover, the intellectual capital a company has is considered the ‘micro foundation’ of companys’ 
capabilities (Coff & Kryscynski, 2011). Considering the external company environment, how the 
employees work for the organization is a sustainable competitive advantage, due to it being valuable, 
rare, and imperfectly imitable (Johnson, Whittington, Scholes, Angwin, & Regner, 2014). The external 
company gains are greater due to the internal value contribution each employee has. Adaptation is 
what unlocks that asset to a company. It is what makes the new employee act according to the 
specific company identity and direction. Good adaptation practices as onboarding and orientation 
lead to increased employee commitment, job satisfaction, job engagement, performance, 
motivation, productivity, quality of work, identification with the organization and more (Lisbon & 
Welsh, 2017). 

As noticeable, there are many positive sides and need of adapting employees to an organization. 
Nevertheless, the process takes resources (Klein, Polin, & Sutton, 2015) and perhaps the most 
significant one is time. Most, if not all, companies need to invest organizational and individual time 
and effort to transform a newcomer into an adapted employee. For example, Chapman, 2009 points 
out three important issues for successful orientation - checklists, support from supervisor, and a 
peer/buddy/mentor. Even here it is visible that the HR, supervisor and the mentor have to take their 
focus away from their general job responsibility in order to unlock a new asset for the company. Also, 
it takes time for an employee to become fully productive. Therefore, the adaptation process can be 
considered time consuming. 

Looking at optimization considerations, when a resource is used in one place only, it is assessed if 
there are opportunity losses compared to the alternative places the resources could have been used 
(Haimes, 2004). For example, if the supervisor could use less time on employee adaptation, they 
would be able to invest it elsewhere yielding other benefits to the company. If the employee could 
adapt faster, the company would be able to gain new potential opportunities in the time saved, and 
etc. In other words, ‘.. the sooner and the extent to which newcomers can learn firm specific 
knowledge, understand the culture, and recognize other unique aspects of the organization, the 
sooner and the extent to which they can contribute to the success and competitive advantage of the 
organization’ (Klein, Polin, & Sutton, Specific Onboarding Practices for the Socialization of New 
Employees, 2015).  

Additionally, global statistics show that ‘adoption of BIM in different countries is increasing day by 
day’ (Shaikh, Raju, Malim, & Jayaraj, 2016). In the building industry there is a shift towards 
BIM  (Perez-Sanchez, Mora-Garcia, Perez-Sanchez, & Piedecausa-Garcia, 2017) with its implied 
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 Research question 

integration of disciplines. Since the authors of the report aim to introduce a better concurrent and 
perhaps future practice for employee adaptation it would need to correspond with the BIM or in 
other words - the integration methods of work. 

The discussion of saved adaptation time, opportunity gain and BIM enhanced integration  lead to the 
following question: 

How to speed up the adaptation process in integrated companies? 

Sub-questions: 

• What are the company identity and direction, procedures and processes new employees 
adapt to? 

• What are the adaptation factors (AFs) and time consuming aspects (TCAs)? 

• What is a potential new TCAs speeding up best practice concerning employee adaptation 
for Bryden Wood and other integrated companies? 

From here on the report is going to focus on finding answers to these questions. Chapter 3. 
Methodology includes the information about how the problem formulation is approached and 
tackled. But before that, the next chapter specifies the limits in the scope of this research work. 

2.2 Problem delimitation 
The research main question and relevant sub-questions have been formulated and much can be 
written about each one of them. However, in order for the report to be more focused, it is necessary 
to delimitate the scope of work. 

First, the students look into the Bryden Wood mission, vision, culture, organization values, and 
strategy as they are, assuming that they are optimal and aligned throughout the organization. The 
authors of this report have been developing these analyzing skills during their previous semesters 
and further analysis would be a drift from this research topic. Therefore, it is considered that by 
reducing the scope for the company identity and direction analysis would yield more in-depth 
adaptation learning outcome in addition to having a more focused research. 

The understanding of Bryden Wood’s identity and direction comes from an interview with an 
architectural director, together with provided documents about the company. Concerning the 
company adaptation processes and procedures, they would be based on a another interview with 
the HR manager and a questionnaire for the new employees. The two interviews with the documents 
and other found resources are considered enough to have triangulation and thereafter verification 
of data, making it trustworthy. 

The case study investigates many different specialties. Each discipline has its own unique value 
contribution or more characteristic fit in the organization. However, the students focus more on the 
company overarching common identity and direction. Thereafter, the solutions in this report would 
be more generalizable for all the employees and possibly other integrated practices. 

Last but not least, the students do not dwell deeply  on the human background and how that might 
or might not influence the way an employee adapts. The psychological aspect is not be greatly 
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investigated since it requires a lot of resources and is not among the main interest of the researchers 
specialty. Therefore, just the more obvious and visible behavioural connections (like adaptation 
factors and time consuming aspects) are looked into. 

These are the main assumptions and delimitations for the research. The problem formulation and 
delimitation set the direction and scope of the Master Thesis report which leads to the next 
Methodology chapter. 
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 Methodology 

3. Methodology 
So far the adaptation topic has been discussed and an opportunity for speeding up approaches had 
been identified which is also the new research question to be developed in this Master Thesis. 
The Methodology chapter elaborates on how this research is set-up. 

A precondition for this research to bring value to existing theories and the Brydon Wood’s potential 
practices, it needs to be valid and reliable. Therefore, literature has been used to increase the 
trustworthiness of the students work throughout the different chapters. Majority of theoretical 
background comes from research papers, books, e-books, and webpages. The most used platforms 
for research articles and books were Scopus and Primo database from Aalborg University as well as 
Google Scholar. In order to follow the most recent developments in theories, the authors were 
striving to look for papers no older than year 2000 with an exception of fundamental theories 
underlying some particular subjects. Concerning the Methodology chapter, the main resource used 
is the work from O’Gorman & MacIntosh, 2015. Complementary to it, the chapter also is using 
concepts from Vaus, 2001, Creswell, 2009, Mackenzie & Knipe, 2006, Kristensen, Nielsen, Jensen, 
Vaarst, & Enevoldsen, 2008 and the report authors’ own developed knowledge. More on validity and 
reliability of this research can be found on Chapter 8 Validity and reliability of the research. 

3.1 Worldview and data enquiry 
O’Gorman and MacIntosh, 2015 suggest a Methods Map (see Annex 1) for the process of choosing 
the research methods. It starts with the Research Paradigm. The Theory of Science is a topic which 
has been debated as long as there have been debates. There are several different worldviews which 
have been established. The two radical sides are the Positivist (relying on hard, objective wide data 
as numbers) and Constructivist (using more soft, subjective deep data as people's experiences). In 
between there lie the Pragmatic worldview which is chosen to be used for this research for several 
reasons: 

• The report authors are two. Each one has own experience and slightly different 
understanding of how the surrounding world works. Rather than considering the differences 
as a disadvantage, they could be used as different perspectives on the same matter. This 
would lead to a more holistic view of the research topic by covering more aspects of it, which 
is aligned with the Pragmatic concepts. Therefore the authors agreed to follow this 
worldview. 

• The Aalborg University students are enrolled in a specialty which considers hard data about 
time, resources and other Positivist validating facts, but also soft data about motivation, 
learning and similar Constructivist fortifying information. Therefore, the Pragmatic 
worldview would be more appropriate as it does not limit the research  to either of the 
radical sides.  

• “Human behaviour is both willed and caused: there is a double-sided character to human 
social behaviour.” (Vaus, 2001). People can follow the natural cause-effect or deterministic 
pattern but because of their complex nature they can act in a more probabilistic manner 
where the same cause may not lead to the same effect. Human behaviour, similar to the 
previous bullet point, is also double sided and it is hard to make a reliable conclusion if the 
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research excludes either one of the radical worldviews. Having in mind that the research is 
about employee (a human) adaptation, the Pragmatic worldview is considered most 
suitable.  

Naturally, the Pragmatic worldview leads to mixed methods of data enquiring. Therefore, both 
qualitative and quantitative data collection have been used for the single case study with multiple 
units (Yin, 2009, pp. 19-20, also see Annex 1). To support the Master Thesis, information has been 
gained from literature, Brydon Wood documents, and case study interviews and questionnaire. The 
interviews are semi-structured due to the researchers analyzing it matches the applicability for this 
research, with awareness of the strengths and the weaknesses compared to the alternatives (see 
Annex 2). The questionnaire was designed with both open and closed questions. The open-ended 
ones were discussed to be necessary due to the need of identification showing time consuming 
aspects from many employees based on their individual understanding. The data collected was used 
for induction of enhanced theory for speeding up the adaptation period of new employees. 

3.2 Research design 
Whilst the previous section explained the methods and data enquiry, this section will explain the 
research methodology itself. Kristensen et al., 2008 has worked on a conceptual model for mixed 
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methods of data gathering, see Annex 3. The work is also the base for the development of the 
research design used in this report, see Figure 1: Research design conceptual model. In brackets are 

placed the specific chapter numbers in this Master Thesis. Made by Koleva and Millers based on 
Kristensen, Nielsen, Jensen, Vaarst, & Enevoldsen, 2008, also see Annex 3 

 

Figure 1: Research design conceptual model. In brackets are placed the specific chapter numbers in this Master Thesis. Made 
by Koleva and Millers based on Kristensen, Nielsen, Jensen, Vaarst, & Enevoldsen, 2008, also see Annex 3 
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 Methodology 

As visible from the previous chapters, the Master Thesis report begins with 1. Introduction. The 
chapter itself starts with global general principles and then narrows down to the basic topic of 
employee adaptation and gives a brief reasoning of why the reader and companies should be 
interested in it. Then the 2. Research question elaborates on the problem and potential benefits of 
solving it. This could help the reader to consider if they would be interested in reading the answer to 
the research question. The chapter also includes problem delimitation which aims to scrutinize the 
scope of the research in order to deliver relevant and reliable outcomes. 

Once the research question is placed, the 3. Methodology chapter looks into the practical research 
setup and design. If the main goal is to speed up adaptation in integrated companies, the 
methodology beforehand considers corresponding worldviews and how to tackle the research so its 
outcome is considered valid and reliable. 

Afterwards the 4. Adaptation theories review follows. The  fourth chapter establishes what is the 
current state of the topic. This is done with the purpose that the Master Thesis does not just repeat 
but rather gives new value contribution to existing theories. The chapter would be used as a 
foundation throughout the next chapters to support the findings or new considerations. 

Next is the Bryden Wood case study used for the base to induce the new adaptation practice. The 
5 Bryden Wood case study it is necessary to establish when a personnel of the company is considered 
adapted to the company identity and direction, practices, and processes. The researcher team has 
acknowledged that an employee is considered adapted when they are according to the company 
identity (mission, culture, and values) and are going in the same direction as Bryden Wood (vision 
and strategy). Therefore, there is a data collection about the company’s identity and direction 
(interview with architect director, literature, company documents and online relevant data) and 
subsequently it is analyzed in chapter 5.1 Company identity and direction - the adaptation goal. 

After identifying the adaptation goal, the researchers collect and analyze more data through an 
interview with the Head of Human Resources of Bryden Wood. It is mainly concerning the 5.2 
Company adaptation procedure. This helps the research to establish what the adaptation path the 
new employees are set on is and what the company's existing new employee adaptation practices 
are. These also are necessary in order to establish if the potential new practice the Master Thesis will 
offer speeds up the current Bryden Wood practices but also assist for a better analysis of the 5.3 
Employee adaptation process. The company identity and direction, and adaptation procedure 
analyses lead to the formulation of the new employee semi-quantitative questionnaire which was 
used to collect and perform analysis on. The main objective of chapter 5.3 Employee adaptation 
process is to understand if the procedure can be optimized for the actual process and then identify 
different adaptation factors (AFs) and most time consuming aspects (TCAs) within that process. 

Once the TCAs are identified, each is targeted within the new practice flow with solution for speeding 
it up - it is done in chapter 6 Reducing the time consumption of the adaptation process. The 
Pragmatic worldview does not delimit on the literature or methods used while looking for solutions, 
therefore all data considered reliable, valid and with potential for speeding up the adaptation process 
has been used to provide what the researchers consider as the ‘best’ or new practice which would 
reduce adaptation time consumption. This is how the inference is made. The case study practices 
and processes are used to offer a potential value contribution to the existing Theory by presenting a 
speed improved adaptation practice. 
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Chapter 7 Conclusion, overviews the research development to reach the answer to the 2 Research 
question. The discoveries throughout the research have led to new potential theory perspectives on 
the employee adaptation topic which shortly discussed. The research methodology has been 
designed with a lot of considerations but the 8 Validity and reliability of the research is the place 
where trustworthiness and quality of the research are questioned. The chapter arguments if the 
research has been developed valid and reliable so they can be added to the existing Theory, which 
also completes this Master Thesis report. 
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4. Adaptation theories review 
To further describe the challenges behind new employee adaptation, this chapter clarifies theory 
underlying employee adaptation in an organization in general. Organizational socialization is 
explained with four main directions in organizational socialization research. Adaptation dynamics 
and productivity is reviewed. 

4.1 Organizational socialization 
During organizational socialization or adaptation the new employee adapts from outsider to 
integrated and effective insider (Cooper‐Thomas & Anderson, 2006). Organizational socialization in 
its essence is the process by which an individual acquires the social knowledge and skills necessary 
to assume an organizational role. Socialization is a continual process that extends throughout an 
individual’s tenure with an organization and across organizations throughout one’s career (Klein, 
2015). It  includes  the learning of a cultural perspective which can be used to deal with both regular 
as well as unusual situations in the workplace. In order to do so, it is necessary for a person to 
have  developed some commonsensical beliefs, principles, and understandings, a perspective for 
interpreting experiences in a given sphere of the work world (Van Maanen & Schein, 1977, pp. 3-4). 
For reasons of simplicity in this report, adaptation is used as a synonym to organizational 
socialization. 

Generally, the research in organizational socialization has developed into 4 directions or 
perspectives  - (1) stages of socialization, (2) socialization actors, (3) organizational practices and 
tactics to facilitate newcomer socialization and (4) content that needs to be learned during the initial 
time in a organization  (Klein, Polin, & Sutton, 2015). 

Stages 

Much of the early research had been concerned with stages that the newcomer should undergo 
during their initial adjustment to an organization. However, it is difficult to set clear stages within this 
process. Because the process of organizational socialization is not linear, stages often overlap, the 
newcomer is often recycled through the stages, and the fact, that the new employee often has to 
adapt to several collectives at the same time (team, department), there are no generally agreed stage 
models for the process. However, Ashforth, Sluss, & Saks, (2007, pp. 9-10) roughly grouped the most 
notable models into four stages (as summarized in Figure 2): 

• Anticipation occurs before the individual enters the organization. On the employee side it 
may include the job search itself, asking questions about the organization, looking for 
information about the firm, etc. On the other side, the organization itself is providing 
somewhat mixed idealistic and realistic portrait of  itself through press releases, recruitment 
and selection activities, job ads, their web page etc. 

• Encounter involves the actual entering into the organization. Here, the discrepancy between 
expectations and reality becomes visible. It often triggers sense of shock and/or surprise, 
which prompts learning. 

• Adjustment involves resolving the new demands. It may include becoming integrated into 
interpersonal networks and adjusting one's self-image. It also includes organizational 
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activities designed to foster newcomer adaptation. This stage produces mutual sense of 
commitment. 

• At stabilization stage the newcomers have become organizational insiders. It may include 
promotion, lower stress, termination of mentoring and integration into a group. 

Socialization actors  

The perspective concerns actors or agents that facilitate adaptation. These agents could be co-
workers, supervisors, mentors, people from other departments as well as the newcomers 
themselves. The agents are believed to fundamentally affect the adjustment of the newcomer. 
Proactive behavior has been identified as one of the most important variables to consider in 
organizational socialization research (see Cooper-Thomas & Burke, 2012, Ashforth, Sluss, & Saks, 
2007, Saks, Gruman, & Cooper-Thomas, 2011 for example). 

Organizational practices and tactics 

As discussed previously, organizational socialization is the process by which an individual acquires 
the social knowledge and skills necessary to assume an organizational role. Thus, by definition it is a 
process within an individual. On the other hand, onboarding refers to efforts by the organization and 
sets of practices to expedite socialization (Klein, Polin, & Sutton, 2015). 

Onboarding is a process which takes frequent checkups, training and follow up on new employee 
progress. It includes all formal and informal practices, programs, and policies to facilitate newcomer 
adjustment (Klein & Polin, 2012, p. 268) during which the new employee  is accommodated, 
assimilated and accelerated to the organization (Graybill, Carpenter, Offord, Piorun, & Shaffer, 2013). 
During onboarding the newcomer acquires the knowledge, skills, attitudes, and behaviours that will 
ensure their success in an organization (Lawson , 2006). In this report, employee onboarding is 
considered a key process to adapt the new employee to a company. Onboarding covers all four stages 
of organizational socialization. 

Large part of employee onboarding is orientation. Normally orientation covers encounter stage (first 
day and onward as discussed in Stages). As new employee expectations and understanding might 
differ from organization's requirements, orientation is meant to equalize this disparity (Allee, 2012). 
The purpose of new employee orientation is (a) to introduce the individual to the organization and 
its history, traditions and culture, (b) to create a favorable impression of the organization, (c) to help 
to adjust to the organization, (d) to give information about the job and performance expectations, 
and (e) to give information about policies, rules and benefits of the company (Caruth, Caruth , & 
Haden, 2010). As discussed previously, individuals are most receptive to organizational information 
early in their employment, thus orientation is very important tool to navigate the new employee in 
the desired organizational direction. 

Content 

There are several typologies describing contents of organizational socialization (see Klein & Heuser, 
(2008) for example). However, the most favourably received so far is the seminal research by Chao, 
O'Leary-Kelly, Wolf, Klein, & Gardner, (1994). Although never intended as a comprehensive  typology, 
it is still being used as a basis for new typologies for various researches. It consists of six key content 
areas. These areas can be directly influenced by the socialization process.  According to Chao (1994) 
the six critical content areas that a newcomer must  master in order to successfully adapt to 
an  organization are: 
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1. Performance proficiency – the identification of what needs to be learned and how well 
an individual masters the required knowledge, skills, and abilities  

2. People – finding the right people from whom to learn about the organization, team. Here 
some scholars divide between supervisors (superiors) and others (coworkers, support 
staff etc.) (Gailliard, Myers, & Seibold, 2010) 

3. Politics – concerns the individual's success in gaining information regarding formal and 
informal work relationships and power structures within the organization 

4. Language – profession's technical language as well as knowledge of the acronyms, slang, 
and jargon that are unique to the organization.  

5. Organizational goals and values – includes an understanding of the rules or principles 
that maintain the integrity of the organization. The learning of organizational goals and 
values also extends to unwritten, informal, tacit goals and values espoused by members 
who are in powerful or controlling positions  

6. History – Knowledge of history, as well as knowledge about the personal backgrounds of 
particular organizational members, can help the individual learn what types of behaviors 
are appropriate or inappropriate in specific interactions and circumstances 

4.2 Dynamics of adaptation 
New employee performance is likely to be more positively dynamic in the early stages of adaptation 
and it improves over time with negative acceleration. Therefore performance improvement is more 
pronounced early rather than late in socialization (Chen, 2005). New employees are most receptive 
to organizational information at the beginning of their employment. Waiting too long to offer initial 
information may result in reduced learning motivation and increase the likelihood that new 
employees will receive biased, misleading, outdated, or incorrect information from other employees 
(Verlander & Evans, 2007). To put it in context, adaptation procedure should be started as early as 
possible without hesitation in order to maximize efficiency. The procedures will be most effective at 
the beginning while slowly decelerating and losing momentum (see dark line in Figure 2). 

Figure 2: the process of adaptation or organizational socialization (made by Koleva and Millers based on Chen (2005), Myers 
and Oetzel (2003),  Gailliard et al. (2010), Ashfort et al. (2007, p. 9-10)) 
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4.3 Productivity 
The success of a onboarding program can be measured in employees productivity. But how long does 
it take for a new employee to become fully productive in a new workplace? According to Allied Van 
Lines Ltd., (2012) it takes eight months on average to reach full productivity. Moreover, twenty-seven 
percent of companies report that it takes a year or more for new hires to reach this target. Twenty-
five percent of companies responded that it takes three months or less. According survey conducted 
by Oakes, (2012), 75 percent of participants indicated ranges between twelve months and two years. 
The adaptation time depends on many factors, mainly industry of operation and thus job specifics. 
Therefore, the adaptation benchmark differs from organization to organization and should be looked 
upon context-specifically. 

To sum up, organizational socialization or adaptation is the process by which an individual acquires 
the social knowledge and skills necessary to assume an organizational role. Generally, the research 
in social organization has taken four main directions - stages of socialization (Anticipation, Encounter, 
Adjustment, Stabilization), Actors (co-workers, supervisors etc., proactivity of newcomer is crucial), 
Practices and tactics (onboarding, orientation) and Content (performance proficiency, people, 
politics, language, organizational goals and values, history). The adaptation process is the most active 
during the early steps of organizational socialization and loses momentum as time goes. Thus, the 
beginning of organizational tenure is the the most effective timing to intervene in this process. 
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5. Bryden Wood case study 
This chapter introduces the company in the center of the case study. In order to clarify the 
background, the first part of the chapter, regarding identity and direction, gives an introduction to 
the company, explains the history, mission and vision and strategy. The information in this part comes 
mainly from the interview with Steven TIlkin, architecture director,  as well as company's webpage. 
The second part describes the current adaptation practices in the company. Results from survey 
conducted at the company are presented in third part. 

5.1 Company identity and direction 
As explained previously in chapter 3 Methodology, an employee can be considered adapted when 
they act in compliance with the company identity and direction. Thus, it is worth clarifying the 
background and values of the company to understand the goal of the adaptation. This following 
chapter does exactly that. 

5.1.1 Introduction to Bryden Wood 

Bryden Wood is a multidisciplinary design company based in London, England. The company was 
founded by two architects Mark Bryden and 
Martin Wood. It has grown steadily in the past 
years and have opened new offices in 
Singapore and Barcelona recently additionally 
to the two offices in the UK - London and St. 
Albans. The idea behind Bryden Wood is 
design for manufacturing.  

Started as a regular design office in 1995, the 
company has now turned away from 
traditional project delivery methods deeming 
them awkward and slow. Instead, in the 
period of 2009-2012 Bryden Wood has 
switched exclusively to integrated design 
citing it quicker and more cost-effective. 
Therefore, the company is capable of 
designing a whole project in-house, without 
subcontracting external consultants or 
engineers.  

The logo of Bryden Wood (Figure 3) is nine key 
capabilities of the company enclosed in a 
computer chip. The nine integrated areas are:  

Architecture and integrated design. Core speciality of the company and the area that ties all the 
other disciplines together. The company has received several architectural awards. Moreover, the 

Figure 3 Chip logo explaining the nine key areas of the company 
(www.brydenwood.co.uk retrieved on 12.11.2017) 
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company reached AJ1001 in 2017, ranking them between the 100 largest architecture practices in 
the UK. The company is a RIBA Chartered practice. 

Structural and civil engineering. Involved early in the design process thus avoiding potential 
problems that are costly to solve later. The engineers are constantly looking for new methods and 
materials. Standard solutions are used as benchmarks for improvement. The company has its own 
facilities to conduct load and blast tests. 

Design for asset optimization. Bryden Wood acknowledges the importance of building economically, 
and maximising functional space. Achieving this without down-speccing is the challenge. Bryden 
Wood strives to achieve performance requirements efficiently with the fewest resources and the 
least possible time. They believe that it is achievable because Bryden Wood thinks in more than one 
discipline. 

Operation consulting. The company goes as far as to connect client's strategy with building's delivery 
and optimisation. Internal analytics team work closely with the client to use the assets more 
efficiently and make Bryden Wood flexible and responsive to possible future changes.  

Design for manufacture and off-site. This is a way of thinking  at Bryden Wood. The company 
constantly looks to rationalise, standardise and optimise any project or scheme. They might do it by 
automation of repetitive components, for example. 

BIM and big data. The company has extensive BIM experience, and because of its pioneering work, 
in 2011 Bryden Wood had been invited to BIM Task Group as a core group member. This task team is 
the driver behind BIM adaptation in the British government. Additionally, Bryden Wood works with 
universities, funding research and designing software. 

Mechanical and electrical engineering. Removing unnecessary complexity, minimising space 
requirements and optimising energy performance. The engineering is designed with construction 
and procurement in mind. 

Process facility design. The expertise reaches in pharmaceutical facilities, airports, data centres, and 
hospitals. 

Systemisation. Bryden Wood is using design for manufacture philosophy at scale. Thus it can apply 
this philosophy to mega projects which are notorious for cost overruns and delays. The company 
does that by reusing schemes over many projects, robot automation, and by repetitive assets or 
frameworks. 

Thus it can be said that the company strives to deliver a complete in-house produced neatly 
engineered architectural solution to wide range of client requirements and business cases. The level 
of integration of the project can be described by a fact that the company has designated desk spaces 
for clients they are working with - that is how close the company works with their clients. Instead of 
designing only by requirements, Bryden Wood is looking for the reason behind these requirements 
helping to solve a particular business problem The company calls themselves “consultants in 

                                                           
1  The AJ100 is a ranking of the largest architectural practices in the UK, measured by the number of qualified architects 

employed. Published annually since 1995 this survey offers a timely snapshot of the profession over the previous calendar 
year and measures the level of optimism among practices for the year to come (https:/www.emap.com/events/aj-100 
retrieved on 31.10.2017). 

https://www.emap.com/events/aj-100
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overalls” underlining the practicality of their solutions. The largest clients are Circle Hospitals, 
pharmaceuticals giants Glaxosmithkline, British Airways, Heathrow Airport, Metropolitan Police 
among others.  

5.1.2 History, mission and vision 

The previous chapter presented the research case study and introduced the Bryden Wood company. 
This chapter looks into the path dependency (Johnson, Whittington, Scholes, Angwin, & Regner, 
2014, p. 143) the company has been developing through its history to its present mission while 
projecting the future vision. The information described is mainly based on the data collected from 
interview with Bryden Wood Director Steven Tilkin (Digital Appendix 2), Bryden Wood homepage 
(http://www.brydenwood.co.uk) and also one of the documents the company has shared with the 
researchers (Bryden Wood, Architecture and Integrated Design Vision and Context, 2017,  available 
in the Digital Annex 1).  

It is relevant to look into Bryden Woods history as the current company identity and direction are 
the result of the past development. Bryden Wood was founded by Mark Bryden and Martin Wood in 
February 1995. Both of the founders prior to creating a business together have been involved in work 
‘on a collection of the UK’s most influential buildings, a number having become iconic examples of 
the ‘Hi-tech’ movement.’ (Bryden Wood, Martin Wood, 2017). 

Furthermore, Martin Wood was part of a group leading new developments and ideas connected with 
the building design and engineering, CAD as an example. Still a rather new idea in the 90s has been 
the CAD which nowadays is commonly used. Based on this data, it is visible that the founders of 
Bryden Wood have been able to ‘learn the lessons of the future’, which is also one of the first 
statements visible on their homepage or some of their other internally produced documents 
nowadays too. 

http://www.brydenwood.co.uk/


 

Page 19 

 

 Bryden Wood case study 

During an interview, Nadine Mohammed, head of HR, shared that the case study company started 
with Mark Bryden and Martin Wood and it was just the two of them in the beginning (Digital 
Appendix 1). Steven Tilkin continued the topic of Bryden Woods history development based on his 
observation through the eleven years of experience within the company (a summary of the main 
timeline has been visualized in Figure 4). 
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In 2006, when Steven has been hired, Bryden Wood consisted of around 50 people, the two 
specialties working within being architects and engineers. At the time, the two disciplines have been 
physically divided in the office as well as they have been mostly working on different projects. To 
present a clearer picture of how divided the two specialties have been, Steven compares the 
situation as ‘we were in the same office, under the same name but it was almost like two companies’ 
(Digital Appendix 2 – Interview with Steven Tilkin). The economic crisis development over 2007/2008 
has lead the company to the need to reduce its employees to 35 in order to sustain being in 
business.  Naturally, as economy improved, the numbers of employees started slowly increasing in 
2009-2010 to 50/60 people. At this point, the architects and engineers were developing more 

Figure 4: Bryden Wood timeline. Made by Koleva and Millers based on interviews data analysis 
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integrated projects together. An important milestone for Bryden Wood is the Circle Reading Hospital 
project the company starts working on in 2010/1011 (Circle Reading Hospital, 2017). Steven 
reasoned about the hospital being a key project as ‘not only to just keep us going but also in showing 
who we are and then defining us because that is where all the disciplines worked together.’ (Digital 
Appendix 2 – Interview with Steven Tilkin). This is also the first project where perhaps also due to 
the scale, the benefits of understanding the client and integrated design have been more visible 
throughout the project cost and time reduction the team had achieved. After completing the 
hospital, Bryden Wood continues working with the same client on more hospitals. In 2012/2013 the 
company starts growing quicker and quicker to 60 and 70 people. It is due to more projects and 
thereafter resource demand that leads the company's human resource expansion which is followed 
by the company moving to a more spacious office. It has not been just Bryden Wood that noticed the 
benefit of integrated project work but also GlaxoSmithKline plc. who request new different 
complexity building projects to be developed in the same manner. The two companies collaborate 
closely together and become ‘integrated’ between themselves when it concerns projects to such 
extent that they work together from the moment GlaxoSmithKline plc. ‘think they need a building or 
infrastructure project’ (Digital Appendix 2 – Interview with Steven Tilkin). This shows that at this point 
the Bryden Wood integrated project development mindset reaches further beyond the design 
disciplines to include the clients themselves to deliver ‘more quickly and more cost effectively’ (Digital 
Appendix 2 – Interview with Steven Tilkin). The good performance on projects attracted bigger and 
different complexity projects as hospitals, schools, prisons and etc (supported by the yearly projects 
available on https://www.brydenwood.co.uk/projects/59/). As the projects grew larger, the human 
resource need also grew bigger and Bryden Wood began expanding quite quickly through 80, then 
90 to 100 people around the year of 2015. Currently in October 2017, the company has more than 
160 employees. Bryden Wood has the integrated project development greatly rooted in their 
practices, stretching beyond the traditional understanding of ‘integrated project delivery’ (The 
American Institute of Architects, 2007). The company purposefully has the client integrated in the 
projects to understand their needs and acquire the disciplines, skills, knowledge and resources 
needed to develop each following larger or more complex project. It has lead to the current 
specialties mixture Bryden Wood has (Chip logo, Error! Reference source not found.). Furthermore, t
he specialties are not separated neither physically nor projectwise anymore to the extent that it is 
difficult to recognise the departments of the employees. Additionally, the company no longer does 
just architecture nor just engineering anymore, but all is integrated collaborative work. 

This is the summary of the observations Steven shared with the AAU students concerning the 
development of the Bryden Wood over the history he was familiar with until the moment of  the 
interview (October 2017). This is the summary to the question ‘Can you tell us how it was when you 
started working and how Bryden Wood developed to what it is now?’ (Digital Appendix 2 – Interview 
with Steven Tilkin). Besides the knowledge that this Master Thesis is about ‘employee adaptation 
speed reduction’, the question formulation does not imply any specific areas the interviewee should 
talk about. This leaves the respondent to choose the topics to be evolved which are most relevant to 
Bryden Woods development. Throughout Stevens answer, these several topics have been 
progressing over time and each is further elaborated on: 

• employee numbers 

• integration mindset 

• improved quality of the built environment 

• bigger and more complex problems  
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Employee numbers have been gradually increasing (except for the years of the economical crisis). It 
took from 2009/2010 to 2015 for the company to increase by 50 employees. Then it took from 2015 
to 2017 to grow by more than 50 people. The company is currently ‘aggressively’ (Digital Appendix 2 
– Interview with Steven Tilkin) hiring new people and plans to continue doing so at least for some 
time (Digital Appendix 1 – Interview with Nadine Mohammed). The elaboration of this area is linked 
to the ‘employee adaptation’ topic which has been discussed prior to the question. This data is 
further used to argument the importance of the research topic (chapter 2.1 Problem formulation). 

The integration mindset is one of the most noticeable and elaborated topics through the history 
question answer. It starts with the clear division between architects and engineers. The authors of 
this report have no source which explains what causality started making a change towards more 
integrated direction. But what is known is that after the economical crisis there have been more 
integrated projects. This includes the hospital project which ‘defines’ Bryden Wood because of the 
achievements the company identifies have been developed through integrated project development. 
Upbuilding on the integration with the design disciplines there is the close integration with the 
pharmaceutical client (GlaxoSmithKline  plc.). Understanding the client's needs and trying to fulfill 
them lead to a need for more disciplines to be involved so there are fewer and fewer gaps in the 
process. The integration mindset can be even further seen through the company's value chain (Porter 
M. , Competitive Advantage, 2004, ch. 2) integration. Here it is necessary to specify that even though 
there is close collaboration and overlaps between the different disciplines, they do not perform the 
same work. The concept is that each employee finds the value they deliver and tries to increase it or 
new workforce is hired if there is a demand (Ahlersten, 2008). Then the diversified capabilities are 
joined on a common purpose (Johnson, Whittington, Scholes, Angwin, & Regner, 2014, ch. 7). This 
greatly contributes to the ‘no gap’ (Annex 4) results Brydon Wood delivers. The integration mindset 
has been evolving, it is currently deeply rooted, then most likely it will continue developing in the 
strategy and the values and culture of the company, which is where the topics would be further 
elaborated on. 

Improved quality of the built environment aspects which Steven mentions are these two - time and 
cost reduction. As noticeable from the history, Steven talks about how Bryden Wood through time 
has been increasing the quality of the built environment and these have also evolved to be part of 
the current desirable deliverables of the company. They are also the first two results the company 
wishes to see as an outcome of the project work. Besides shorter construction periods and lower 
costs, there are also higher quality, reduced carbon emissions and truly integrated design and 
architecture (Annex 4). The natural causality link observed through the story is that the more 
integrated project work, the more benefits there will be. What also helps is that the company has 
been gaining  bigger and more complex projects where these improvements are magnified making 
them even more visible and beneficial for the client, Bryden Wood and the built environment. This 
is also what motivates the employees to seek better solutions as they see the ‘bigger purpose’ (Digital 
Appendix 2 – Interview with Steven Tilkin). Therefore the sum of the desired results becomes the 
mission statement of Bryden Wood: 

We aim to improve the quality of the built environment and its value to society by advancing the 
efficiency of design and construction. 

(Digital Annex 1 - Architecture and Integrated Design Vision and Context) 
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Even though the mentioned results are standard ways to improve the projects other companies claim 
too, what makes Bryden Woods unique is that they are they are learning the lessons of the future 
and the solutions offered are more advanced. The company is even faster in advancing with lesser 
risk as they use the data they have collected to look ahead instead of to leap ahead (How we work, 
2017).  This gives the company its unique mission or positioning (term as in Ingenhoff & Fuhrer, 
2010). 

From all the previous points there is a clear connection and progression between past and present 
time. This proves the path dependency (Johnson, Whittington, Scholes, Angwin, & Regner, 2014, p. 
143) of the company and projects the bigger and more complex project vision of the company as 
well: 

Our aim is to be the major multi disciplinary, architecture and integrated design company of choice 
for Healthcare, Pharma, R&D/ academia, infrastructure, residential, education and high complex 
buildings. We need to be adding value to clients through recognised expertise, whilst establishing 

and growing a team of integrated designers based in London, St Albans and Singapore. And 
ultimately to be a commercially competitive and profitable business. 

(Digital Annex 1 - Architecture and Integrated Design Vision and Context) 

The vision is the direction the company is moving towards. Previously the company has been smaller 
and the projects were smaller. Now the company is larger and the projects are also larger (Digital 
Appendix 2 – Interview with Steven Tilkin). Following the path dependency, the vision is that Bryden 
Wood is ‘the major [...] company’ with high complexity projects. It makes sense as if the company 
identifies its purpose in seeing the improved quality of the built environment expressed by the 
desired results, then the bigger the scale is, the larger the benefits would be. 

While talking about the mission and vision statements, it is important to mention that they are 
extracted from a document created for the architecture specialty (Digital Annex 1 - Architecture and 
Integrated Design Vision and Context). This prompts that the other specialties might have different 
formulations. However, considering the fact that integration principle is triangulated by all the data 
the authors have, then these differences as with the Pragmatic worldview will be acknowledged as 
different completing perspectives on the same matter, which concept is also supported by the 
interview with Steven. 

When Steven Tilkin was asked to talk about the past to present development of the company, he 
chose to speak about the employee numbers (linked to the interview), integration mindset (the main 
part of the strategy), improved quality of the built environment (mission), bigger and more complex 
problems (continuous vision). These are also the identity and direction of Bryden Wood. It would 
have been illogical to otherwise talk about the history, present and future without tracing the most 
defining aspects of a company and how they intercorrelate (Figure 5). This is also one of the reasons 
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the researchers claim that the adaptation goal is to have the employees act according to the company 
identity and direction. 

This subchapter analyzed the coherency between the history, mission and vision of Bryden Wood. To 
complete the company identity and direction picture, the next chapters look into the more practical 
sides - the values and culture, followed by the strategy. 

5.1.3 Values and culture 

Bryden Wood are maintaining an open friendly informal culture based on mutual respect and 
fairness. The integrated delivery approach is deeply intertwingled in the culture of Bryden Wood. 
Although values of the many disciplines separately might be slightly misaligned, there is an 
overarching intention delivering seamlessly integrated designs. Looking from side, it is difficult to 
think of any other attitude to facilitate the collaboration needed between disciplines in the company. 

The company dominantly values innovation over experience. That helps to deliver new and 
exceptional solutions to diverse construction challenges. The upper management thinks that overly 
relying on experience can be somewhat restrictive and dampen innovation. However, this may also 
lead to reinventing the wheel again and therefore time may be lost while working on once already 
solved challenges. 

During the interviews it was noted several times that the office is quite young and at least partially 
that is what drives the innovative and curious environment in the office. The Bryden Wood office is 
also dynamic and it was mentioned that it might seem a little chaotic. According to Steven, changes 
are constant and that is a big part of the culture in the office. This prevents the company delivering 
traditional solutions as a norm. 

During job interviews the main judging is not by qualifications or wage required, rather the mental 
and cultural fit in the company. Thus, people who largely might find the culture at the company not 
to their taste usually get filtered out already during recruiting procedure (chapter 5.2.1 Recruitment 

Figure 5: Company identity and direction: history determining the mission and projecting the vision of Bryden Wood + the 
movement forward is propelled by the strategy, values and culture. Made by Koleva and Millers based on interviews data 
and path dependency concept by Johnson, Whittington, Scholes, Angwin, & Regner, 2014 
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of employees). Company values open and down-to-earth people. The management does not prefer 
the traditional laddered hierarchy. They think this might affect agility. As Steven Tilkin stated: 

“Martin Wood probably would say that he'd liked the company, even it is a big company to 
maintain the spirit and agility of a small company, because I think the reason why the things work 
that we do is because we have that mentality. If you become a big corporate company with sort of 
much more hierarchical structures and divisions, you probably wouldn't have the sort of dynamic 

that you need to this kind of integrated work very well.“  

(Digital Appendix 2 – Interview with Steven Tilkin) 

Stricter hierarchies often may be related to large companies. Therefore, the loose structure or 
keeping the agility of the company may become increasingly difficult in a quickly growing company 
like Bryden Wood. 

There are quite a few social events in the company. From regular ones Friday tea could be 
mentioned  made for the employees by the employees just to come together, have a little chat and 
eat some cake.  There is larger gathering called Pay Day Beers taking place every last Friday of the 
month. Although not as regular, there is Wednesday afternoon tea, which is oriented around a 
presentation where a team from the office is presenting a project it is working on. Teams are going 
out on occasional lunches to celebrate  milestones and support morale and team spirit.  Often people 
are going out together on Thursdays or Fridays or organize a barbecue. There are yoga classes offered 
as well as guided meditation. 

From out-of-office activities Friday walks to unusual places, basketball initiative, running club, table 
tennis, canal-canoeing events among others can be listed.  It is important to mention that the these 
activities are organized by small group of employees to reduce stress and increase bonding and are 
initiative of the people. There are three or four official company social events each year including 
Christmas Party. 

The dress code in the office is smart casual. The working hours are quite strict, from 09AM until 06PM 
but often people work longer hours and are expected to report to their managers if they are likely to 
arrive late. The company considers people their most valuable asset. Bryden Wood offers in-house 
training for their employees. 

5.1.4 Strategy 

The history, mission, and vision show the course on which the company is set. The values, culture 
and strategy together drive the company towards the envisioned direction (Figure 5). The strategy is 
the part which has not yet been analyzed but will be in this chapter. 
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Keeping in mind that the (1) mission of the company is to ‘improve quality’ (see 5.1.2 History, mission 
and vision), (2) the path dependency proven (see 5.1.2 History, mission and vision) and (3) their 
approach to look ahead instead of leap ahead (How we work, 2017), (4) the parts in the quality 
manual (Bryden Wood Limited QMS, 2016, available on: How we work, 2017) point towards an 
evolvement process similar to Deming's PDCA cycles (Evans & Lindsay, 2010, ch. 7), also visualized in 
Figure 6.  

The basic concept, which is also traceable throughout the history of Bryden Wood, is that the 
company starts with a specific standard and previous observations. Then similar to the path 
dependency, the past data allows Bryden Wood to look ahead. The understanding of different 
correlations and own capabilities enables them to innovate the traditional processes with higher 
success probability. Then those improved processes are tried out and observed. The things that prove 
to be an advancement are the company’s gained intellectual capital and later on become the new 
standard. This is the conceptual repeating strategic pattern of how Bryden Wood advances and is 
behind each specific timeshot of development. Considering the timeshot of the report writing 
period, Bryden Wood’s answer to the question ‘how?’ to deliver the mission is: 

‘By working towards increased integration, innovation, rationalisation. By enabling the increased 
use of Building Information Modelling, Standardisation, Systemisation, DFMA and Off-site 

Manufacture.’ 

(Digital Annex 1 - Architecture and Integrated Design Vision and Context) 

The first sentence points out the characteristic values and culture, even though it is a part of the 
strategy statement. This is another proof of the company's integrated mindset but also shows that 
the strategy and values are both propelling for the organization to reach its vision (Figure 5). The 
second part of the strategy statement is linked to practical ways to reaching the aimed increasement 
of integration, innovation and rationalization. 

Defining the strategy through its topic theory, Bryden Woods strategy is following Focused 
Differentiation generic strategy (Porter M. , Competitive Strategy, 1998, ch. 2) - they deliver unique 
integrity to specific categories of projects (hospitals, schools, prisons, other high complex projects, 

Figure 6 Deming cycle, visualization from https://plus.google.com/+Mbaknol based on Evans & Lindsay, 2010 
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etc.). Though it is also relevant to mention that their integration competitive advantage and 
continuous PDCA cycles has also led to considerable cost and time optimizations as well. Rather than 
focusing on cost leadership, the company is more interested in the greater purpose and delivering 
the unique demands of their clients. Next, when considering the expansion of the company, it has 
been, it is and it wishes to expand its capabilities and fill the gaps of delivering projects through 
integrated work. Therefore, the dominant general direction is considered to be towards service 
diversification (Ansoff, 1998). The company aims to preserve the ‘spirit and agility’ (Digital Appendix 
2 – Interview with Steven Tilkin) of a small company even if it grows larger. It can be considered that 
the company manages to be flexible because of its continuously evolving PDCA strategic cycles which 
allow the company to have relation to its internal and external environment. Also the lack of strict 
hierarchy, the founders working among the workers, the empowerment of the workers, the lean 
thinking, acceptability to changes, and questioning value support the agile philosophy (Gunasekaran, 
1998; Agarwal, Shankar, & Tiwari, 2006). These are the main characteristics of the Bryden Wood 
strategy. 

Looking again at the strategy statement, It is necessary to point out that it is extracted from the 
architectural mission document (Digital Annex 1 - Architecture and Integrated Design Vision and 
Context). Keeping in mind the integration mindset pattern, this means that the united vision and 
results would be the same but each discipline has its own unique fitting part of the value chain 
(Porter M. , Competitive Advantage, 2004, ch. 2) . This means that the general concept from this 
strategy statement refers to all specialties but each disciplines has a different practical way of adding 
value which they need to identify. Having this concept in mind, the way a new employee can be 
considered adapted to the strategy is if they know their unique contribution and try to evolve their 
own capabilities and thereafter the company's capabilities. Examples for developing the strategy is 
for eg. the job diversification of Nadine and Steven (interviews with Nadine and Steven, respectively 
Digital Appendixes 1 and 2). Additionally as analyzed previously in the same chapter, it is not only 
the strategy but also culture and values that determine the company direction (Figure 5). Therefore, 
when the employee adapts to the Bryden Woods identity, they partially also adapt to the strategy. 

With the presentation of the Bryden Wood strategy, the whole picture of Bryden Woods identity and 
direction is completed. Bryden Wood is a pattern which the employees need to discover and lead 
towards to adapt to the company identity and direction. 

5.2 Company adaptation procedure 
The previous chapter presented the identity and direction of Bryden Wood. That is also what the 
researchers consider to be the adaptation goal for the new employees or in other words when the 
adaptation process is considered completed. The AAU students are aiming to scrutinize the time 
aspect of the process that Bryden Wood already has. In order to analyze the actual process the 
employees undergo, it is relevant to investigate the procedures Bryden Wood already applies to 
reach the adaptation goal (chapter 5.3 Employee adaptation process). It is also the purpose of this 
section. Chapter 5.2 Company adaptation procedure divides the Bryden Wood procedures in two 
parts - what occurs before (Chapter 5.2.1) and after (Chapter 5.2.2) the first workday of the new 
employee. The main resources used are the interview with Nadine Mohammed (Digital Appendix 1 
– Interview with Nadine Mohammed), director of Human Resources at Bryden Wood, the staff 
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handbook of Bryden Wood (Annex 6), and theories from Chen, 2005 and Ashforth, Sluss, & Saks, 
2007. 

5.2.1 Recruitment of employees 

Before the first workday of an employee, there is the recruiting process. In the procedure Bryden 
Wood has, after knowing they need a new employee, several steps have been identified: find, filter, 
negotiate, prepare. They are also visualized in Figure 7, then sequentially described and analyzed. 
Unless there is a notice period the employee needs to stay in his previous company, the whole 
recruiting process takes from one to two weeks. 

The whole recruiting procedure is initiated by the needs of the board for a specific workforce. 
According to the integration concept, the disciplines are interlinked but yet contribute with their 
uniqueness, the company looks for someone who fits in the organization (Digital Appendix 2 – 
Interview with Steven Tilkin) but also has the characteristic skillset (Digital Appendix 1 – Interview 
with Nadine Mohammed) for the specific position. These also determine the job offered and 
thereafter the position advertisement and are given to Nadine Mohammed with the task to find 
candidates. 

The way a company finds and filters new employees influences the sample of applicants thereafter 
the sample of new employees too. Depending on what is characteristic for the group of new recruits, 
the scrutinized adaptation strategy for a specific personalities would vary. Since the research case 
study is based on Bryden Wood and their questionnaire respondent sample, it is relevant to 
understand what that sample is and how it is being assembled.  

Find. During the interview Nadine Mohammed was asked about the ways Bryden Wood finds its new 
employees. Nadine answered by mentioning these specific practices: 

• referrals from employees - this is also the encouraged method 

Figure 7: Employee recruitment procedure (represents just the order of events). Made by Koleva and Millers based on 
interviews data 
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• recruiters - these people are given the job position specifics and are paid to find applicants 
which are fitting the description 

• ad postings in publications - in different architectural or engineering journals 

• web platform - the web platforms listed are LinkedIn (linkedin.com), Reed (reed.co.uk) and 
the Bryden Wood website (brydenwood.co.uk).  

Concerning the referrals, the recommended person can be whoever but also the company is open 
minded if the person is a friend or family to someone who is already part of Bryden Wood. This could 
lead to quicker adaptation because of already existing connections but also promotes the closeness 
between the employees and integrates the values and culture within the company (see chapter 
5.1.3). The recruiters are people who have awareness of where to look for people and save time on 
the Human Resource but it also costs the company resources. The different ad postings in 
publications and journals, together with the previously mentioned methods even further expand the 
probability of having a greater range of applications to start with. Furthermore, on the Bryden Wood 
Career page  (Careers, 2017) there is an invitation for people to send their unsolicited applications. 
Having in mind also the rapidly increasing amount of projects and employees in Bryden Wood 
(Chapter 5.1.2), the company is in continuous need for new recruits. This also explains the various 
broad ways the company is using to gain larger amounts of applications. Additionally to support this, 
the students looked into the LinkedIn and Reed advertisements of Bryden Wood (the same job found 
both places is also in Annex 5).  The requirements for the applicant listed are just four, most of which 
are linked with the company identity fit and then the software and social skills linked to the specific 
discipline. And even though the job advertising is for an Associate Project Architect position, there is 
no specific amount of previous experience requirement. As the company increases the methods of 
finding new employees but also does not set plentiful requirement, this leads to increased number 
of CVs received and very broad range of applications. On the good side, in that broad sample, there 
might be new and interesting skills which might upbuild on the position expectations from the board 
and thereafter diversify further the company. 

Additionally when considering the different platforms, the AAU students noticed that at least on the 
Bryden Wood webpage and LinkedIn, the company presents itself and updates frequently with news. 
When people apply through these places, they can read recently updated developments and 
progress of the company. This is also the time the potential new employee learns and starts building 
the ‘idealistic and realistic’ portrait of the company as in the Anticipation phase (Ashforth, Sluss, & 
Saks, 2007) describes. 

Filter. The initial screening is done either by Nadine or by the respective team the new employee 
would join. It results in a list of people the company wishes to interview. The picked applicants are 
contacted and a meeting is arranged. The interview itself is done in the office or if that is not possible, 
Skype is used as a platform. At the time the employee meets the company, there are usually more 
Bryden Wood members in order to show the importance of the integration principle (Digital 
Appendix 1 – Interview with Nadine Mohammed). After the interviews with the candidates, the most 
suitable one is presented with their strengths over the other potentials applicants, then is approved 
and selected by the board. 

The initial screening with the filtering of the CVs is necessary to remove the applications that do not 
fit the job position and it is even more relevant having in mind the broad application sample. What 
is interesting is that even though the HR has the profile of the preferred candidate, it is still the 
corresponding discipline team that can do the CV filtering. This way each team can get to choose 
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who they work with (Ebbesen & Ussing, 2007) which promotes the later integration of the new 
employee within that team.  By having more than one discipline on the meeting when the selected 
potential candidates are interviewed, presents the integration of the company and further enhances 
the ‘idealistic and realistic’ Bryden Wood profile (as in the Anticipation stage in Ashforth, Sluss, & 
Saks, 2007). 

On the company side of the interview, concerning the assessment of the potential of the candidates, 
Steven states:  ‘when we have conversations about interviews whether we say someone is suitable 
or not is generally not about the fact that she or he doesn't have enough qualifications or they want 
a certain amount of money. It is usually about attitude.’ (Digital Appendix 2 – Interview with Steven 
Tilkin). This answer was given to a question linked with the importance of Bryden Woods values when 
employing new people. Furthermore, by keeping in mind that the company trains and develops their 
workers, it can be concluded that the main aim of filtering is to have candidates from the beginning 
at least partially aligned with the company's values rather than all the position required skills. This is 
further supported by Nadine when talking about flexibility with the skills when it comes to graduates, 
as they might also be more creative, innovative and lack the practice in a traditional design company. 

The filtering stage finishes with a candidate's strengths compared over other candidates being 
presented to the board for approval. This further supports the organization integration concept of 
Bryden Wood, as for the selection of a new employee, the HR, the discipline teams and the board 
have to be included and all have to agree and know why that person is needed. It makes the teams 
more involved with and accepting of the new person from the start. 

Negotiate. The negotiation is when Bryden Wood prepares an offer for the candidate. Then Nadine 
Mohammed e-mails that offer. The candidate has an option to negotiate. Then a contract is prepared, 
which also can be negotiated. When both the applicant and the board have signed the contract, then 
the candidate becomes a new employee for the company. The negotiation part is more of a 
paperwork procedure involving mainly emails, posting, little interaction between both contract side 
and dominantly accepting of offers rather than negotiating them. 

Prepare. After the contract and the new employee is hired, what is left from the company side is to 
prepare for the first work day of their new member. One or two days before the employee arrives in 
the company, they are sent an email with an information sheet of what to bring to the office and is 
also being asked to come one hour after the official work time. At the day of the appearance and a 
few hours before it, IT and facility manager sets up the sitting for the new employee, cross-checks if 
everything works. All these procedures ensure that the employee arrives and is being welcomed, 
there is a place for them, there is unobstructed first impression of Bryden Wood and smoother lead 
into the first workday and on of the new employee. 

5.2.2 First work day and forward 

In the company, there is a semi-formalized employee orientation procedure in place. It is developed 
by Nadine Mohammed, the head of HR in Bryden Wood. 

Arrival. Each newcomer is met personally by Nadine. She is introducing the new employee with her 
role in the office and is reviewing the admin team, as it is the first in line support system for the most 
in the office. At this point various HR forms and documentation are filled as well. The list of required 
documentation is sent to the employee few days before the first day and is also mentioned in the 
staff handbook. 
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Staff handbook. A very important part of the first day is the staff handbook (Annnex 6). It contains 
lots of important information about the company and also works as a great first-impression 
strengthening tool for the company. It is written in a friendly fashion, neatly organized and generally 
leaves a good impression. The handbook contains a brief introduction to the company values and 
capabilities. This is a good way communicating the strategy and direction of the company already on 
the first day of employee. Additionally, information like staff benefits, office etiquette holiday/study 
leave, seating plan, staff list, organigram  among a myriad of other valuable new employee 
information is explained. 

Introduction to the team. Subsequently, the new employee is settled to their desk and introduced 
to a  member of the team who then gets them started on the project. This person is supposed to 
personally introduce the newcomer to the members of the team, take them out to lunch and show 
the area. 

Meeting with specific teams. At some point in the orientation process meetings with several specific 
teams are planned. For example, there is document control team which introduces the new 
employees with standards of issuing documentation, then there is digital delivery team as well as 
facilities manager. The latter is introducing with health and safety rules of the office. 

The HR team is trying not to overload the new employees with information on their first days. 
Currently, there is no list of all the meetings nor procedures the new employee should go through. 
In HR's opinion, the adaptation takes anywhere from three to six months. 

The orientation is organized at the right time - very early in the process. According to theory research 
Chen, 2005, Verlander & Evans, 2007, is the best time to maximize its efficiency. Although the 
orientation process is quite thought-of, a lack of consistency can be noticed. There is no checklist of 
planned meetings or things to familiarize the new employee with. Thus, as seen in the survey, some 
newcomers are missing parts of needed information, which causes confusion. Another important 
concern is that there is no plan nor procedure regarding onboarding after the new employee is 
handed over to their respective team. As Nadine pointed, it is kind of “gray area” for her. This 
indicates a possible area of improvement in the process.  

To sum up, there is planned orientation procedure in place for the company. However, the lack of 
oversight makes it only partially efficient as it is often missing to deliver important bits to some 
newcomers. This is somehow compensated with the ad-hoc support function from the office admin 
desk. But, if the orientation procedure is somehow organized and structured, further onboarding 
processes are not. Newcomers are handed over to their teams and then it is down to the person-in-
charge or the team which then is in complete solicitude of the newcomer. As there is no developed 
procedure from this point on, there is a risk that employee adaptation might be hampered at this 
stage. 

5.3 Employee adaptation process 
For the purpose of identifying the situation in the company from the employee perspective, a 
questionnaire with 41 questions was prepared. The survey was assembled and distributed through 
SurveyXact. The analysis was done through SurveyXact analysis tools and MS Excel. The questions 
consisted of single-choice, multiple choice, 5-level Likert scale questions as well as some open 
questions. The questionnaire was distributed on 19th of October, 2017 through email with a 
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reminder sent on Monday, October 30, 2017.  The survey target group were people working in the 
company for 2 years or less. According to Klein, Polin, & Sutton, (2015), such time is a reasonable 
estimate for the length of onboarding programs (six months to over a year) as well as allows for a 
sufficient amount of time to have passed for new hires to have learned from the onboarding practices 
they experienced. Although there is no precise information available on how many people are 
working in the company for 2 years or less, according to the management (Digital Appendix 1 and 2) 
the count is around 70 people. The full questionnaire with questions, answers, frequency and ratio 
can be seen in Appendix 2.  

Out of 53 received responses, 16 were incomplete, hence they were removed. Mostly, these 
respondents ended the survey when open questions started or the answers were the same in each 
statement suggesting that the respondent was not really paying attention to the answers. Further 2 
were rejected because did not meet the requirement of working in the company for 24 months or 
less (36 and 200 months respectively). Therefore, the survey received 35 valid responses. Considering 
that the survey target group were around 70 people from the company, the response rate is 
approximately 50%. From the 35 respondents 60% were males while 40% were females. From the 
respondents 34.3% had Bachelors degree, 54.3% had Masters degree and another 2.9% had PhD and 
the rest had different training. The age of respondents was ranging from 20 years up to 55, with the 
average age being 29.66 years.  The respondents had various lengths of job experience in their 
position prior their current job and can be considered evenly distributed (see Figure 8). The positions 
covered mainly architecture and engineering, although several people from administration and 
analysts also completed the survey, contributing to more distributed opinion. All the respondents 
have been working for Bryden Wood between 1 and 18 months, with 7 months being the average. 

Figure 8: Previous experience of respondents in their respective position 

5.3.1 Adaptation factors 

Throughout the analysis, several interesting factors were discovered. However, only the most 
pronounced are described and possible causes are discussed. This chapter will be one of the 
cornerstones to develop solutions later in the chapter 6 Reducing the time consumption of the 
adaptation process. A summarizing table with all the adaptation factors (AFs) can be found at the 
end of the chapter (Figure 13). 

The respondents of the survey can be loosely divided into two groups - the ones feeling adapted and 
the non-adapted ones - out of 35 respondents, 71% considered themselves adapted to the company, 
29% stated that they disagreed or neither agreed or disagreed with the statement “I feel adapted to 
Bryden Wood”. In the adapted group people working from 1-17 months were found. From the non-
adapted group, 6 were fairly new to the company (1-7 months). However, there were also non-
adapted people working 11, 12 and 18 months which is found to be quite surprising. This suggests 
that there is no connection between time in the office and the level of adaptation (AF1). 

When asked about their first work day, only 45% of the respondents thought that they have received 
adequate preparation for their first work day (agreed or strongly agreed). 20% disagreed, 3% strongly 
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disagreed and 31% neither agreed or disagreed. This shows that some people might not receive 
enough help on their first days. Although there is an orientation program present in the company, 
this indicates that the efficiency of it could be improved (AF2).  

From the adaptation help received (Figure 9), the most common was meeting with HR manager 
(97%), health and safety information (74%), employee handbook (71%), guidance on timesheets and 
company documents (60%), and someone explaining the handbook (46%). Less than half (40%) were 
explained how to perform their daily work, 34% had BIM guidance, 17% had a meeting with 
document control team and 23% had a mentor. The least received help was meeting with 
communication team and quality management team (11%). It seems that not all newcomers are 
receiving all possible orientation activities. There are clearly gaps in received orientation help. 
Several researches in the past and recently Klein, Polin, & Sutton, (2015) had noted that employees 
report onboarding practices less often than companies report them being offered (AF3). Klein, 
Polin, & Sutton, (2015) propose three reasons why this could be happening: (a) policies not being 
clearly communicated, (b) guidelines, materials, or resources needed to implement those policies 
not being provided, or (c) managers simply choosing not to implement a practice. 
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Figure 9: Adaptation help received and ratio of respondents receiving it 

When looking at the adaptation help received by the non-adapted group, 90% had a meeting with 
HR manager, 50% received employee handbook and had a health and safety guidance, 30% received 
guidance on the employee handbook and fill in timesheets and personal company documents. BIM 
standards and day-to-day guidance were explained to only 20% of the non-adapted group. None of 
them had a meeting with document control team or had a mentor. Even though large part of the 
non-adapted group received some orientation help, it is considerably less structured than the one 
received by the adapted group. Therefore, orientation program by itself does not guarantee 
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successful adaptation. However, a structured orientation program contributes to a better 
adaptation progress (AF4). 

When crossing the rating of “I feel adapted to Bryden wood” and adaptation help received, (Figure 
10) few interesting correlations were discovered. Generally, people, who received particular 
adaptation help also agreed or strongly agreed to being adapted.  
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Figure 10: Adaptation help received, crossed with “I feel adapted to Bryden Wood” 

Meanwhile, there were several adaptation activities that were chosen by people not feeling adapted 
or feeling partially adapted. Receiving a mentor, meeting with the document control team, meeting 
with the communication team, meeting with quality management group were chosen only by 
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respondents who agreed or strongly agreed that they feel adapted to the company. Contrary, choices 
with the largest proportion of non-adapted group were pre-workday email, meeting with IT, meeting 
with HR, BIM guidance and employee handbook. This result might suggest that receiving a mentor, 
meeting with document control team, communication and quality management team are among 
the most effective practices in the company (AF5) 

When asking if employees visit all the social events in the company, 45% agreed or highly agreed and 
29% neither agreed or disagreed, suggesting that they visit some of the events. However, from the 
non-adapted group, 50% strongly disagreed or disagreed that they visit all the social events in the 
company while 30% neither agreed or disagreed and another 20% agreed to the statement. When 
crossing the “I visit all the social events” question with “I feel adapted to Bryden Wood” question 
(Figure 11), a correlation was found - the more often people visit the social events, the more 
adapted they feel (AF6). It is unclear, however, whether non-adaption is the cause for not visiting 
the events or not visiting the events might contribute to the poor adaptation. 

 

Figure 11: “I visit all the social events” crossed with “I feel adapted to Bryden Wood” 

Despite not feeling adapted to the company, 70% of the non-adapted group shared mostly positive 
experiences about Bryden Wood around them. This is difficult result to explain, but possibly people 
still like the company as they have found bigger purpose for their work (from the non-adapted group 
60% agree, 10% strongly agree, 30% neither agree or disagree) or they have found something, that 
keep them in the company, be it projects or other people. 

The non-adapted group had no positive correlation between prior job experience and feeling 
adapted to the company. Rather, there was a slight negative correlation. (Chan & Schmitt, 2000) 
(Niessen, Swarowsky, & Leiz, 2010) showed that newcomers with little previous transition experience 
tend to look for information and ask questions more actively. Therefore, people with lesser previous 
transition experience tend to  adapt faster (AF7). 

Also, for the non-adapted group, the average age, when compared to the adapted group, was slightly 
higher (29.66 vs. 33.60 years) suggesting that age might affect adaptation. Although the age 
difference is not that wide in this case, this is in line with previous research that age is negatively 
associated with ability and willingness to learn (AF8) (Niessen, Swarowsky, & Leiz, 2010). 
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When crossing ratings for “BW prepared me well for my first work day” and “I have a clear 
understanding of what I have to do for my job” (Figure 12), it showed slight correlation, suggesting 
that better preparation for the first work day might contribute to role clarity (AF9). 

 

Figure 12: “Bryden Wood prepared me well for my first work day” vs “I have a clear understanding of what I have to do 
for my job” 

When splitting rating of question “I feel adapted to Bryden Wood” and “I have/had someone guiding 
me through my duties”, a positive correlation was found. This suggests that guidance or mentorship 
contribute to employees feeling adapted (AF10) Mentorship or “buddy program” previously had 
been found to facilitate organizational socialization on many cases (Lisbon & Welsh, 2017). 
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Figure 13 Summary of adaptation factors 

 

These were the most notable relevant observations from the analysis of closed questions. Few were 
little surprising (adaptation and time, feeling not adapted but sharing positive opinion about the 
company). However, majority of observations are supported by previous research. Thus, this chapter 
in combination with open question analysis and other theories is used to develop a possible solution 
on chapter 6 Reducing the time consumption of the adaptation process. 

5.3.2 Time Consuming Aspects 

This is the last chapter of the Bryden Wood case study. It is also among the main aimed outcomes 
considered while architecturing all the previous data collections which lead to the structuring of the 
questionnaire so eventually the researchers could discover the adaptation factors (AFs) but also the 
main Time Consuming Aspects (TCAs) occurring during the employee adaptation process. The time 
reduction or if possible complete removal of each TCA would lead to the sped-up adaptation of the 
new employees, which is also the research topic of this Master Thesis Report (see 
chapter  2. Research question).  
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For the purpose of this research, Time Consuming Aspects are considered the areas that an employee 
need to develop and/or the barriers that need to overcome in order to adapt to the company's 
identity and direction. As each of these actions requires time, these aspects are considered time 
consuming. Considering AF1 that there is no connection between time spent in the company and 
feeling of adaptation, it is noticeable that each new employee has their own tailored onboarding 
steepness of the line (Figure 2: the process of adaptation or organizational socialization (made by 
Koleva and Millers based on Chen (2005), Myers and Oetzel (2003),  Gailliard et al. (2010), Ashfort et 
al. (2007, p. 9-10)) 

 

 Similarly, the actual amount of time each of the TCAs takes is different from one employee to 
another. Regardless of the actual amount, even a single sped-up aspect would yield a time reduction 
in the overall adaptation process.  

On one side, the Bryden Wood employee questionnaire included closed questions which are used to 
understand different adaptation factors (Chapter 5.3.1). On the other side, there were specific open 
questions aiming to allow the employees to identify aspects from their adaptation period until the 
point of filling-in the questionnaire. The open-end questions asked were four: 

1. What is something new you have discovered in the past week about how Bryden Wood 
works? 

2. What did you struggle the most with while adapting to Bryden Wood and how long did it 
take? 

3. If you could go back and tell yourself something at your first work day, what would it be? 
4. What took you the longest to understand about Bryden Wood and how long did it take? 

The 35 respondents had to answer each question shortly and based on their experience. There were 
employees who specified that they cannot remember or nothing comes to their mind. Such 
responses were naturally not included in the data analysis conclusions. Also there are replies which 
are closely linked to the specific position of the employee and for the reason of company generalized 
adaptation new practice, only the parts that were common for the organization  were taken into 
consideration. The remaining answers were then decoded as according to the suggested method of 
O’Gorman & MacIntosh, (2015). The authors of the book question the subjectivity of the decoding, 
so in order to increase reliability of the data, each of the authors decoded answers individually and 
then the united decoding result for each question was formed (see Appendix 2). The researchers 
observed that there are certain codes which spread among several of the questions and then 
summarized the main TCA codes identified (visible in Figure 14). 
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Figure 14: Main categories of TCAs identified by the employees, by Koleva and Millers based on questionnaire data 

The visible TCAs in Figure 14 are the hierarchies of codes (O’Gorman & MacIntosh, 2015), meaning 
that there are several different perspectives on the same code. The most often found TCAs in the 
decoding are explained to gain a better understanding of the problem. 

Bryden Wood processes (TCA1). The main problem the employees struggle with understanding is to 
place what are all the pieces that form Bryden Wood and how all the company elements fit together 
to form the bigger picture. Understanding how the organization works is also the largest ‘stumbling 
blocks’ reported from a new employee survey (as presented by Byford, Watkins, & Triantogiannis, 
2017). Looking at the Bryden Wood employee answers, they fit in two main categories. The first one 
(TCA1.1) is gaining an understanding of the internal organization processes. Many of the respondents 
have/had questioned how the company operates and what is the general concept behind all the 
capabilities it has. It even includes considerations about timesheets, QA procedures, what make 
Bryden Wood better than other companies, the nine blocks the company has and how they work 
together. All of these are very much linked to the employees asking about the company identity and 
the way it is moving forward. The second category is linked to Bryden Wood processes in regards to 
project work (TCA1.2). Here the struggles derive from understanding how the projects are 
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coordinated, the BIM practical implementation considerations, contacting clients, issuing projects 
and similar steps along the project delivery. What is common for both subcategories is that they both 
question what is the bigger picture of the dynamic Bryden Wood mechanism and where is the 
employee's placement within it. 

Work Integration (TCA2) is an aspect characteristic for the researched integrated company and their 
specific methods of work, values, culture, and strategy (Chapter 5.1). The integration aspect 
adaptation need derived due to the traditional methods of work in the building industry where work 
is being passed from a specialty to specialty. As employees arrive in Bryden Wood they need to 
change to an unorthodox approach containing collaboration with other disciplines (Smith & Tardif, 
2009). Therefore the questions the integration raises are linked to collaboration, coordination, 
teamwork, disciplines communication and fit. As most respondents shared it as what took them the 
longest to learn, some expressed that there is lack of teamwork and disciplines support/guidance. 
When considering traditional approaches, previous job experience (TCA8) can also slow down 
adaptation. It takes new employees time and effort either to shift from their previous job or get used 
to having a job. 

Uncertainty (TCA3) is linked to the employee having a to spend time finding and clarifying 
information concerning all the questions raised by the TCAs. The main problem here is that all the 
general confusion, lack of information leads to the employee being uncertain also about what their 
own role within the organization is. 

Standards (TCA4) is mostly linked with answers to BIM, then there are also some in regards to 
drawing details and document control standards. Bryden Wood is a leading company in the BIM field 
(they are asked to help drive adoption of BIM across British government due to them ‘pioneering’ in 
the field, (BIM Level 2 - Industry leading BIM, 2017)). As they are also aiming to learn the lessons of 
the future, the company undergoes a lot of research and tries out new practices. While in the 
continuous process of developing such new and innovative practices which are not yet established, 
people can feel confused about what standards exactly they should be delivering according to. 

Stress (TCA5) or advice to be more relaxed is mostly occurring answer to what would employees 
advice themselves on their first workday (open question number 3). Stress is in one way or another 
expected from the anticipation adaptation stage (Ashforth, Sluss, & Saks, 2007). Another advice 
employees would have told themselves is to ask (TCA7). Bryden Wood’s culture is linked to being 
curious and questioning. The knowledge management system is based on people, which is 
something that employees get used to and become part of with time. 

Some of the respondents discoveries shared are about socialization (TCA6). They discover social 
initiatives by the company like yoga, sport or meeting different disciplines. The socialization aspect 
is more common for people that have been in the company for rather short period of time (1-6 
months). 

In the organization aspect (TCA9) new employees discover (or struggle with understanding) the flat, 
well-structured, and integrated organization - that the managers are also ‘normal people’ which can 
be asked but do not necessary know all the answers. Whereas in the resource management aspect 
(TCA10) people share difficulties with being able to manage their own time or their concerns that 
Bryden Wood has room for improvement in the way they handle their resources. 
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These are the first ten TCAs, which are also more expressed by the new employees. To gain better 
understanding on the remaining TCAs and their considerations, they have been plotted on Figure 15 
in their corresponding company identity and direction categories. 

 

In chapter 5, four main areas have been discussed to develop an understanding about adaptation in 
integrated companies. First, there has been an introduction of the case study company. Second the 
researchers have presented and analyzed the company identity and direction with the different path 
dependency, integrated values, and PDCA strategy with their supporting links in between.  Then in 
the third part the specific practices from before and after the first workday have been looked into. 
Afterwards the second and the third parts become the base for formulating an employee survey. The 
data collected was used to identify different Adaptation Factors and Time Consuming Aspects. The 
next chapter looks specifically in solutions which would reduce adaptation time consumption. 

Figure 15: TCAs plotted in their corresponding identity and direction aspects, by Koleva and Millers, upbuild based on 
previous report chapters 
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6. Reducing the time 
consumption of the adaptation 
process 

This chapter once more, as previously structured in chapter 5.2 Company adaptation procedure, 
leads through recruitment and post-recruitment phases of Bryden Wood, just with suggestions for 
further improvements while considering data from previous research and results from surveys. The 
chapter starts with suggestions for Bryden Wood on how to improve employee adaptation through 
recruitment practices, followed by suggested improvements in orientation and onboarding practices 
from employee's first day and onwards. Where possible, linkage with TACs and AFs is made. As the 
TCAs and AFs are often overlapping, they are be examined individually. Rather, the authors look at 
the situation as a coherent whole often suggesting improvements which can solve several of these 
aspects simultaneously throughout the single adaptation process flow. 

6.1 Recruitment of employees 
Although the recruitment process of Bryden Wood seems quite worked out, there is always space 
for improvement. Therefore the following paragraphs suggests possible improvements in this initial 
adaptation process. Recruitment is concerning  anticipation stage only, the rest of the phases are 
covered in subsequent chapters. 

The most effective way to shorten the adaptation way of new employees could be recruiting easy 
adaptable or already partially adapted employees (proactive, enthusiastic, BIM-prepared, somewhat 
aligned to the values of the company for example). This leads to several options. 

One of the possibilities would be cooperating with universities. There are several advantages for this. 
Firstly, although with no or little field experience, graduates have the advantage of adapting faster 
(as in AF7). Moreover, their motivation is usually quite high, which is a key to fast adaptation. 
Secondly, graduates usually come from backgrounds which often are at the forefront of the 
development in the particular area. This may bring in the latest ideas and developments in the 
industry. Thirdly, newcomers often offer new or unnoticed perspectives on existing processes and 
may help in improving them. Moreover, if Bryden Wood can work together with universities to turn 
the student skills towards desired direction (by participating in curriculum design, for example), it 
would shorten the adaptation time for them in the company. Additionally, this would tackle AF8, as 
younger people are usually more keen to learn and therefore are faster at adapting. 

Another important aspect is the representation of the company. It is important to portray accurate 
picture of what the company is, who it seeks and how it works - more accurate information before 
organizational entry provides higher role clarity (Klein, Fan, & Preacher, 2006). This has to do not only 
with the company portrait but also job roles and working environment. Usually, there will be some 
discrepancies between employee expectations and actual job or work environment. Normally, at 
encounter stage this triggers shock, which prompts learning and therefore adaptation. If this 
discrepancy is too large, job commitment, role clarity and proactivity may suffer. This causes too 
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much stress and as a result, adaptation is either prolonged or does not happen at all. As previously 
suggested in AF9, this is a part of preparation of the first workday. It helps to smoothen discrepancies 
between expectations and reality thus contributing to better role clarity and subsequently 
shortening adaptation time. 

Important part of recruitment is the actual interview with the prospective employee. Currently, HR 
and the head of particular departments take part in the interviewing process. However, often the 
top management has an incomplete picture of what is actually happening in a particular team.  The 
team is the most understanding regarding what they actually require. Therefore, not only the 
respective department of the new employee should participate in the job interview, but also people 
from the team - they are the ones who will be working together, day-to-day with the newcomer, 
therefore early search for fit is desirable. It would also give the new employee more realistic view of 
what the actual duties will be thus effectively linking with AF9 (better preparation contributes to role 
clarity). 

Stars attract more stars. The best people in the industry may require above-average wages and the 
practice of hiring the best had been questioned (Coff & Kryscynski, 2011). However, (Coff & 
Kryscynski, 2011) are suggesting that best-in-business employees may attract up-and-coming stars. 
These new employees may be willing to make wage or other sacrifices effectively strengthening 
competitive advantage of the company. Needless to say that this contingent of employees are 
motivated and proactive, which is a key ingredient for fast adaptation. 

Value congruence or person-organisation fit delivers as a motivational mechanism that requires less 
organizational intervention with employees’ effort - it enhances employees attachment and 
involvement in the company. Therefore organizations are able to benefit from the spontaneous effort 
delivered by better motivated employees (Ren & Hamann , 2015). Even though Bryden Wood are 
filtering prospective employee values and fit during interviews already, this practice could be further 
enhanced to benefit from it. Also, Bryden Wood have to continue develop the “I believe there is a 
greater purpose to my work” feeling in their people. 

Another way of shortening adaptation times could be mapping company knowledge.  In essence it 
helps to forecast in what areas there might be shortcomings. This helps to plan and prepare for 
particular-knowledge-specific projects. Additionally, mapped knowledge may point what are the 
main competitive advantages of the company at particular times. With such information it is easier 
to target and recruit people with a specific needed knowledge profile. 

6.2 First work day and forward 

This subchapter focuses on different solutions towards reducing the time consumption of the Bryden 
Wood adaptation practices previously described in Chapter 5.2.2. It will then present these solutions 
in a way that bears relevance for other similarly integrated companies. The previous chapter 6.1 
described possible solutions for the recruitment of employees, while this chapter focuses on the 
improvements that could be made in regards to the orientation and onboarding during and after the 
first work day. 

Recruitment is associated with the anticipation stage of adaptation. Following it, is the next 
onboarding stage  - encounter stage including the orientation process (Figure 2). In the Bryden 
Wood case study, the encounter involved arrival and welcoming by the head of HR, going through 
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the staff handbook, meeting with different organizational teams as well as the project team itself. It 
has been discussed that the orientation procedure is structured but its execution could be managed 
better, as employees do not get all the adaptation help available (supported by the questionnaire 
data, chapter 5.3.1). This also led to the need to improve the adaptation orientation (AF2) which, if 
better structured would make the employees adapt faster (AF4). 

Firstly, when the employee arrives for the first time they should be greeted personally by the HR 
manager as it helps the employee feel welcomed and more positive towards the company. The first 
day of work should  include the greeting, fixing employment paperwork, having everything set up at 
the workplace, and being introduced to the new starter handbook (Annex 6) with its overview of the 
company. The explanation of this kind of manual can be part of the initial introduction to a company, 
its traditions, culture, policies, rules, and benefits (as some of the goals of orientation - Caruth, 
Caruth , & Haden, 2010, see chapter 3). However, this manual can also contain the different social 
events the company has or a link to a place where these can be found. This would reduce TCA6, 
discovering initiatives, and increase the chances people participate in them (also supported by AF6). 
With this small change, the procedure at the arrival (Chapter 5.2.2) is mostly be kept. 

Secondly, looking at the timing of the first work day, if done a few days before a bigger social event, 
then there is a higher probability that the new employee would meet more people sooner is 
increased. In other words: Timing the start of employment can initiate the socialization process faster 
and reduce the TCA6 and TCA2 linked to meeting new people/finding events as well as 
integration/teamwork respectively. Furthermore, such events can help new employees get 
familiarized with their supervisors and teams (TCA2). 

Thirdly, by comparing the interview with the HR manager and the questionnaire answers regarding 
adaptation help, it was discovered that the organization reports more adaptation help than the 
employees actually receive (AF3). Looking at the number of adaptation help/checklist activities 
mentioned by HR showed 15 activities (they can be seen in Figure 9). During the interview the HR 
manager, Nadine Mohammed shared that in a single month they had hired 11 people. Having these 
two numbers in mind, the HR manager had a month in which she had to keep track of 165 tasks 
overall (Figure 17- a) without any checklists or systems in place.  This greatly increases the likelihood 
of missing adaptation help with employees and not even having data pointing it out. The researchers 
became interested in creating standardization as it would increase quality (Evans & Lindsay, 2010) 
and having such checklists was also identified by Nadine as her ‘dream world of inductions’ (Digital 
Appendix 1 – Interview with Nadine Mohammed). Therefore, having all these adaptation helps 
identified and scrutinized then placed in a list would make the process more structured, which would 
in turn help adaptation (AF4). Going further, making a digital profile (see Figure 16- a, Inspired from 
CVs, LinkedIn or game profiles - see Annex 7) for each employee, where: (1) the employees would 
self update when they have had the adaptation help checklist and (2) the digital data would give 
signals/reminders/indications if adaptation help has not been present by the time expected,  would 
reduce the load of activities from 165 different tasks to keeping track of just the 11 employees (see 
Figure 17- b). Then the HR manager can take the appropriate corrective or guidance actions, as it is 
characteristic for quality systems (Evans & Lindsay, 2010, ch. 3). Furthermore, such checklist can 
include tasks concerning the preparation for the arrival of an employee so everything is set and the 
company presents a favorable impression of its organization, as that is one of the goals of the 
orientation (Caruth, Caruth , & Haden, 2010). Digital data systematization would both reduce the 
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adaptation time consumption of the HR manager, and lead to a higher quality onboarding for the 
same time with less risks of gaps. 

Checklists and adaptation help are usually associated with HRM and are often controlled by the 
corresponding company department, the same way it is in the Bryden Wood case study. As such it is 
the responsibility of HR managers, like Nadine, to lead the entire adaptation process. The 
consequence becomes that all the adaptation help is being pushed onto the employees (Figure 17- 
a), rather than it being pulled (Figure 17- b) as according to lean concepts (Mehrsai, Thoben, & Scholz-
Reiter, 2014; Gong & Blijleven, 2017). In other words, the new employees are rather reactive to the 
adaptation procedures, there are two main problems identified within this approach. The first one is 
that naturally to gain opportunities HR management would be interested in offering the adaptation 
help earlier as it would be better. However Klein, Polin, & Sutton, 2015 empirically studied the matter 
and discovered that adaptation help timing is more complicated than the “the sooner the better” 
approach. The research also points out that the optimal timing of onboarding activities depends on 
‘needs of the new employee, the specific practice, and how many practices are being offered’ (Klein 
& Polin, 2012). The second problem is that employee proactiveness is a more important variable to 
the success of onboarding practices (4.1 Organizational socialization, Klein, Polin, & Sutton, 2015). 
Those two problems identified in the current practices lead to a need for a different approach to the 
adaptation of the employee where they would be more pulling (Mehrsai, Thoben, & Scholz-Reiter, 
2014) the information they need at the time they consider it relevant, which would also be a more 
proactive behaviour (Gong & Blijleven, 2017), which helps to speed adaptation. Translated in a 
practical way for companies, as in the case study, the HR manager would create the previously 
mentioned digital profiles of employees (Figure 16), they will lead the welcoming plus introduction 
and appoint a mentor to help with clarifying the work specifics (AF10). From that point on it would 
however be the employee's task to fulfill the remaining parts of the checklist (or quest) and actualize 
their profile with the gained skills. It would not be the HR manager’s or the mentor's task 
to  introduce the new employee to the different teams but the employee would seek out such tasks  
themselves (Figure 17 - b) with the priority arrangement they consider to be most relevant in relation 
to their own case/pace/struggles. Then the employee will self-update their progress on the 
adaptation help checklist and skills developed. If presented to the employee as a type of 

Figure 16: An employee company profile (a) with the mapping of his/her capabilities (b). By Koleva and Millers inspired 
by Annex 20 and Porter , 1996. Employee picture is from https://www.freepik.com/ 
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game (Vlachopoulos & Makri, 2017), it would increase cognitive learning and motivate being more 
active - TCA15 (Vlachopoulos & Makri, 2017). This is further supported by the self determination 
theory, that giving people control and choices increases their motivation (Klein, Polin, & Sutton, 
2015). As much as employees self-directed learning would be encouraged, Klein, Polin, & Sutton, 
2015, Vlachopoulos & Makri, 2017 and the case study questionnaire (AF5 and AF10) suggest that 
guidance or mentorship throughout the process is what gives better outcome. According to Lisbon 
& Welsh, 2017, mentorship helps reduce anxiety and allows the new employees to ask questions, 
which helps respectively with TCA5 and TCA7. So while dominantly the employee would be in charge 
of own adaptation, the mentor and HR manager (perhaps informally colleagues too) will provide 
guidance, support and feedback in order to gain better outcome on concerns as for example personal 
time management (TCA10). 

Here are some of the additional to the TCAs time benefits of implementing such adaptation system: 

• having just mentorship and guidance would require less time from more experienced 
employees in an organization  

• the motivation of employees speeds up the adaptation practice 
• the employee would be able to choose which adaptation practice is most needed at the 

corresponding time, making the effect of such help more optimal (Klein, Polin, & Sutton, 
2015) 

• even after the employee is adapted, they can continue developing their profile and 
capabilities further, which will help with other adaptation stages and TCAs, as explained in 
the following parts of this chapter.  

If each of the employees in the company has his own profile or company avatar, which they are 
continuously updating personal development on skills, then the data can be used to map the 
contemporary capabilities (inspired by Porter, 1996 and Annex 7.1 CV2) in a visual way for each of 
the employees (see Figure 16 – b) which would built to the company's capabilities (Figure 18) - 
digitalization enables such models to be even more self-explanatory or perhaps even interactive. This 
solution is designed for integrated companies as the specialties merge and overlap into each other 

Figure 17: HR manager task management currently (a) and potentially (b). Made by Koleva and Millers inspired from case 
study  analysis, Klein et al., 2015, Mehrsai et al. 2014 and Gond & Blijleven, 2017  
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(the research survey showed that even 77% of the new employees have developed skills outside of 
their own expertise field, with an average of developing into 3 other of the Bryden Wood capabilities, 
Appendix 3). 

Because the employee profiles are continuously updated, then the company can take these capability 
maps (Figure 18) at time frequencies with little effort. Having the capabilities to take different 
snapshots over time would allow integrated companies to track their development throughout 
history to the present moment. Visualizing the evolvement could lead to conceptually something like 
the Figure 5 previously developed for visualizing the path dependency of Bryden Wood (see chapter 
5.1.2 History, mission and vision). If applied to be coherent with the chapter 6.2 visualizations, it 
could conceptually be as in Figure 19. 
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Figure 18: Idea for mapping the capabilities of a company, based on Porter, 1996 and Annex 231 (CV2). By Koleva and 
Millers based on case study data and concepts from Porter, 1996 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 19: Idea for visualizing the History, Mission and Vision of companies. By Koleva and Millers based on previous 
report chapters 

  



 

Page 51 

 

 Reducing the time consumption of the adaptation process 

Mapping the capabilities, then having the history mapped with the suggested system would have 
many benefits for the strategic management of companies. However this research focuses only on 
the adaptation related advantages when such system is presented to and available for the new 
employees: 

➢ A picture is worth a thousand words, the Hibbing & Rankin-Erickson, 2003 research in its 
core looks into of using ‘...visual images to improve comprehension...’. Therefore, by using 
visualization the company picture becomes more clear and leaves less space for uncertainty, 
which would speed up the TCA3 with lesser time need for long and descriptive information 
to be presented by the guiding people.   

➢ If such 2D (concept wise like in Figure 18 and Figure 19) or 3D or some kind of time 
representing visualization is placed in for example in a common area (as in one of the 
example cases of Kotter, 2002), people can continuously see the picture, contemplate on it 
and understand it better with its different aspects at the time the employee is questioning 
something specific (optimal timing, Klein, Polin, & Sutton, 2015). This will help the 
employees understand how all the different people, including oneself, and capabilities fit 
together and work together. It basically would picture the entire company integration as 
described in chapter 5.2, Figure 4 and Figure 5. This will be progress on understanding the 
company's internal and project processes (TCA1.1 and TCA1.2) and how they fit together 
(TCA2). This would also be a progress TCAs (1), (5) and (6). 

➢ a picture is worth a thousand words, it doesn’t just explain what is seen but also gives new 
ideas (Hibbing & Rankin-Erickson, 2003). The concept stimulates creativity and innovation - 
company values which the organization with this visualization stimulates. 

➢ having this human capital capabilities mapping, additionally helps new employees identify 
who to turn to to ask questions or look for information (TCA7, TCA13, consequently TCA3). 
If additionally in this company profile system peers could also enhance other peers (perhaps 
similar to how Alterman & Harsch, 2016 observed or as in the LinkedIn example, Annex 7.2). 
This would make even better ranking between the same skill level in different employees, 
which could help the employee to choose who to turn to depending on the matter they are 
interested in. 

➢ human capital capabilities visualization also represents part of the organization and who fits 
where, how (TCA9; 4 Adaptation theories review “Content”). 

➢ If the company desires certain behaviour or skills development as part of its strategy, they 
can easily identify the employees who have it and reward people who are developing it. 
Recognition is an another organizational assimilation driver (Gailliard, Myers, & Seibold, 
2010). Rewards and acknowledgement enhance motivation and behaviour in the desired 
way (Ker, 1995). This further helps aligns the employee with the company direction. 

The previous job performance clarification point also completes the last purpose of the orientation 
of new employees (Caruth, Caruth , & Haden, 2010) and leads to the adjustment stage (see chapter 
4.1). However, there is not a strict border line between the different adaptation stages, so at the end 
of the orientation part of the adjustment is already in process. For example, concerning the 
accommodation of the self-image aspect, the personal profile already does that through the 
motivation to develop that company avatar/profile. Also the previously described orientation 
changes stimulate different values development (proactiveness, dynamic, questioning, creative, and 
etc.). 
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TCA11 is concerning flexibility, agility and rapid changes.  Adaptation process itself is to a great extent 
a change - new employee adapts from outsider to integrated and effective insider (Cooper-Thomas 
& Anderson, 2006). According to Kotter, 2002 one of the reasons people are resisting to change is 
because of their previous negative experience with it. By managing the adaptation in a more 
motivated and game-like enjoyable experience, then that would create positive feelings about the 
initial changes a newcomer would undergo. John Kotter in his change management literature 
involves a momentum concept that basically is about gaining speed on changes - making small steps 
with fast results to gain momentum for the bigger changes. So by making the relatively short 
adaptation process positive experience for the new employees and gaining the first small adaptation 
change help steps in a free way, it will help gaining a momentum (linked with increase in speed) on 
their flexibility and agility (reducing TCA11). 

Perhaps here is also where the time consuming barriers linked to adaptation would be overcome. 
While the orientation solved or initiated the process of solving many TCAs, there are still some TCAs 
left: 4) understanding standards, 8) switching from university/previous job to the current job, 12) 
software, and 14) language. Different employees will have different skills and levels they are on on 
each of the mentioned aspects. So an universal solution to them would either lead to giving more or 
giving less support than needed, making the process not optimal. Which is why rather than a specific 
solution for each, the researchers would suggest an approach for when an employee meets 
difficulties. This also would help smoother the differences between the difficulties Bryden Wood and 
other integrated companies might have. Having explained that, the approach the researchers are 
overall suggesting and focusing on is creating the proactive and questioning values in new 
employees. Then instead of the organization investing more or less resources than necessary, they 
would be as much as needed because it is based on identification from the new employee 
themselves. 

With continuous work in the so far described environment and with guidance from the mentor, these 
adjustments become more and more present, making the employee more adapted. As the 
environment starting from the orientation is modified to promote better adaptation process, then it 
simply becomes a question of time to complete this stage as well. 

The more an employee is considered adjusted to the environment and to the company, the more 
they start to shift into the stabilization stage. According to Ashforth, Sluss, & Saks, 2007, one of the 
criterias in this stage is the integration into a group. As according to social identity theory, ‘human 
beings tend to identify themselves with some groups’ (Teng, 2017). When having the human capital 
capabilities mapped and visible, just by having a company profile linked in the system and that 
visualization would help the new employees identify their own placement in the system. It could be 
also the initial identification to navigate the employee to his group, a better starting point which 
would reduce the stage time. 

The stabilization also may include promotions, which can easily be acknowledged based on the 
progress the employee has made throughout the time in the organization. Additionally, that 
organizational assimilation would yield less and less adaptation related questions and leave just the 
integration or discipline questions, making the mentorship redundant and thereafter terminated. All 
together, this will complete the stabilization stage and the onboarding process, making the employee 
adapted to the company identity and direction. 
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On the way to completion of the suggested time solution for adaptation, most of the TCAs (10 out of 
15) were directly addressed and the remaining were given more optimizing principles as solutions. 
Additionally, other time complimentary overall ideas were implemented. Keeping in mind the way a 
TCA was defined as not having a specific numerical values, the overall adaptation reduced time would 
also not have a specific numerical time or adaptation change value as it is individual to each single 
employee. Nevertheless, by optimizing the different aspects or segments, then the whole process is 
better optimized. Conceptually what has been reached would be time saved from the difference of 
the time (∆t) between the performance improvement curves before (solid line) and potentially after 
(dashed line) the suggested new practice (see Figure 20). The employee ∆t (in addition to the 
organization experienced employees time saved) is also the resource which the company gains 
opportunity to invest elsewhere and benefit from. Furthermore, the company does not just benefit 
from the time opportunity gained but also from the increased performance of the employee 
throughout the process (A’). 

Figure 20: Conceptually visualizing the time saved. The curves and their specific shifts would be specific for each 
employee. By Koleva and Millers based on previous report chapters. 

When theoretically reaching the less time consuming adaptation of new employees, that is also when 
the research goal is reached. The report conclusion provides the more summarized answer to the 
initial employee adaptation research question. 
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7. Conclusion 
The research topic for this Master Thesis is employee adaptation. It has been discussed (see Chapter 
2 Research question) that the onboarding is resource occupying where emphasis was placed on the 
time consumption it has from the newcomers and the more experienced employees or the 
organization itself. As BIM and integrated companies are considered the concurrent and future 
method of work in the building industry, the problem revolves around the opportunity loss from this 
time consumption specifically for integrated companies. This led to the following time opportunity 
gain orientated research question (followed by its sub-questions):  

How to speed up the adaptation process in integrated companies? 

What are the company identity and direction, procedures and processes new employees 
adapt to? 

In order to find a solution to the main problem, the research had to increase an understanding on 
the company identity and direction, then the procedures and processes new employees undergo in 
concurrent and advancing BIM companies. Bryden Wood Ltd. is a multidisciplinary company which 
is proactive in the building industry, and therefore has been investigated as a case study. Data was 
collected through various methods (see chapter 3. Methodology). It has been discovered that there 
is path dependency which the company has been developing through its history to its present mission 
while projecting the future vision. As integrated the past, present and future of the company is, all 
of the other company aspects are as equally integrated. The mindset of integration (Chapter 5.2) is 
not just while applying IPD  but also throughout the organization levels, its value chain, the different 
specialties. Even considering the strategy PDCA cycles, they upbuild on each other also making them 
overlap and merge. The values and culture are also aligned with the organization coherency. Looking 
at the questionnaire, the employees dominantly develop knowledge in additional disciplines. This 
makes the companies very interlinked, complete, and coherent. The integration idea is that there are 
general rules, mission, vision that unite everyone but each element has to contribute with its own 
uniqueness to support the organization identity and direction. Concerning the specific adaptation 
practices and procedures employees undergo (Chapters 5.3 and 5.3), it was discovered that Bryden 
Wood has a good adaptation strategic intention and practices. However, the questionnaire showed 
that the process is not as structured as intended and has gaps.  

What are the adaptation factors (AFs) and time consuming aspects (TCAs)? 

Different adaptation factors were discovered which would speed up adaptation, such as: structured 
onboarding, mentorship and meetings with other teams, attending social events, lesser previous 
experience, younger age, etc. A more interesting finding was that there is no correlation between 
time spent in company and extent of adaptation. Newcomers would also discover things in different 
order, regardless of the fixed procedure, as the knowledge assimilation is linked to the time the 
adaptation help is considered relevant by the individual (Klein, Polin, & Sutton, 2015). The previous 
two sentences support that each employee adaptation curve (blue solid line in Figure 21) would be 
different depending on the person's own unique identity. Even through the process timings are 
unique for each employee, through the employee questionnaire, fifteen common Time Consuming 
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Aspects were decoded. All of them were associated with a specific characteristic of the company’s 
identity and direction. 

What is a potential new TCAs speeding up best practice concerning employee adaptation 
for Bryden Wood and other integrated companies? 

The understanding of the (1) integration company specifics/characteristics, processes and 
procedures, (2) Adaptation Factors, (3) Time Consuming Factors was used as a base to develop a 
complementary coherent adaptation  speeding up practice (Chapter 6). First the anticipation 
onboarding process, concerning the recruitment, several suggestions were made. Closer 
collaboration with universities could benefit the company several ways - mainly fresh knowledge, 
younger employees and proactivity, which is crucial to fast adaptation. Another suggestion was 
concerned with team members taking part in the interviewing and decision making process since 
they are the ones who will be working with the new employees the closest. Stars attract more stars 
and employing the best in industry could attract highly proactive and motivated people. Although 
already practiced in the company, goal congruence is highly beneficial to adaptation.  Finally, 
knowledge mapping could help in understanding what knowledge the company has and needs and 
could help to plan in advance. 

The second encounter stage including the orientation process, linked to the first period of 
employment, was structured and scrutinized. Suggestion was made to make the initial first workday 
date closer to social events. Also a more proactive employee adaptation method was suggested 
where after the company welcome, the newcomers would be in charge of going through their 
adaptation checklist. Nevertheless, HR manager and a mentor would be assisting and overviewing 
the process to increase the outcome for the time used. By having the employee empowered and 
enhanced to be proactive, they would be able to taylor the adaptation processes and procedures in 
most relevant for them order to optimize their own adaptation curve. 

By having company profiles for each organization employee, the newcomers can digitally update 
their process with the gained skills and accomplished tasks. This way the HR management can have 
an less time consuming procedure while also significantly reducing chances of adaptation gaps. The 
employee profiles could help map the individual capabilities. Then the joined profiles would also 
present the whole organizational capabilities mapping - which makes it easier to understand the 
bigger integration picture and how everything works in coherency, including with understanding of 
where the individual uniqueness fits in the general whole. When records of such capabilities mapping 
is present, the company can easily visualize also its path dependency, which would help the 
employee catch the pattern and understand better the strategy and vision of the organization, 
besides the concurrent mission, culture and values. At the end of the onboarding, the adjustment 
and stabilization stages goals development would be already initiated, needing some time to settle 
and complete as well. 

The above explained solution speeds up directly ten of the fifteen TCAs identified. The remaining 
TCAs solutions would have to be tailored more specifically to each individuals already established 
progress which would be cumbersome. Therefore by having the questioning and proactivity values, 
the employees can give identification of the special need they would have which would assist the 
company giving optimal help. This solves the remaining five TCAs indirectly. By reducing all the time 
consumption, the the adaptation process would be sped-up. Looking at the even bigger picture, by 
having the employee empowered with his own adaptation, it would (1) reduce the effort the 
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company invests, (2) give better adaptation for the time with less excessive used time deviations, if 
excessiveness would be even present after the suggested optimization. This paragraph leads to the 
answer of the adaptation research question: 

By having a solution for reducing each TCA and genreral optimization 
suitable for each employee, the entire adaptation process for integrated 

companies would be developed sooner. 

Going to the original reasoning of why the topic is relevant to companies, looking at Figure 21 and 
the ∆t time saved from adaptation (in addition to the organization experienced employees time 
saved), it could be used to reinvest elsewhere harvesting greater benefits for the company. 
Furthermore, even while in the adaptation process itself, the newcomers would be able to increase 
their performance (A’) faster. By adapting the employee to the company identity and direction 
sooner, an integrated company can utilize its employee learning and growth perspective better and 
thereafter also the remaining internal, client and financial perspectives from the Balanced Scorecard. 

Figure 21: Conceptually visualizing the time saved. The curves and their specific shifts would be specific for each 
employee. By Koleva and Millers based on previous report chapters. 
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Perspectives 

While developing the Master Thesis topic, the research considered potential perspectives: 

• It would be interesting to see if such adaptation new practice can be used in integration 
organizations which are not under the same company name. In other words: Could 
architects, engineers, etc. have their own companies and still apply such system to work and 
fit better together to deliver more integrated projects as well (Franz, Leicht, Molenaar, & 
Messner, 2017)?  

• ‘Generation Y expects to have five to seven major career changes’ (Lamoureux, 2008), which 
would cause more, compared to previous generations, time consumption in the whole 
building industry. Would the suggested new practice be the direction which could be 
reducing time on industry level, if each company has such profiles and the job switching costs 
are lower? 

• Similar to the PDCA cycles, when a better standard is reached and for example this practice 
is empirically tested and established, what would the next development be? Which areas 
within this solution be needed for optimization after the knowledge gained? 

• virtual reality, BIM, open innovation and gaming are some of the trends which are increasing 
(respectively Dulebohna & Hoch, 2017; Papadonikolaki, Verbraeck, & Wamelink, 2017; de 
Paulo, Carvalho, Costa, Lopes, & Galina, 2017;  and Huang, Cheng, Huang, & Teng, 2018). 
Also there are case studies showing that people do not need to have offline face-to-face 
communication to achieve tasks and have social relationships (Olaisen & Oivind, 2017). How 
would those increasing trends enhance the suggested practice in future? 

The Conclusion together with the perspectives close the research topic, leaving only the discussion 
on validity and reliability. 
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8. Validity and reliability of the 
research 

All research studies must be open for evaluation and critique.  Evaluation of studies is an essential 
prerequisite of the application of findings. Ambiguous or meaningless findings may result in wasted 
time and effort, while findings which are simply wrong could result in the adoptation of dangerous 
or harmful practices. Traditionally, such evaluation is based on  assessment of reliability and validity 
(Long & Johnson, 2000). 

Validity refers to ensuring the use of adequate operational measures for the concepts under the 
investigation - how well a test measures what it is supposed to measure. Reliability is concerned 
about the degree to which stable and consistent results are produced - consistency of results over a 
variety of conditions. Although validity and reliability are terms mainly used in quantitative or 
positivist research, where statistical analysis and clear numbers are employed, these terms partially 
apply to a qualitative research as well. Prion & Adamson, 2014 are suggesting the following 
interpretations for validity and reliability for qualitative research. 

Generally, rigor in qualitative research can be very loosely compared with reliability and validity for 
quantitative research. In 1985, Lincoln and Guba , pioneers of qualitative research, outlined four 
criteria for rigor and they are: credibility, transferability, dependability, and conformability (Lincoln & 
Guba, 1985). 

Credibility is the truthfulness of the data and its interpretation. Methods for ensuring credibility 
include validating the data, validating the results, and confirming the interpretations by asking the 
participants and other experts to review the data coding and conclusions about meaning based on 
those codes. Concerning this research, QA was done by few independent people involved with AEC 
industry, providing more unbiased view on the matter.  The applicability of the study results to other 
populations in different contexts is known as transferability. The reader can determine the 
transferability of the results if the researcher has provided a thorough description of the research 
methodology. Dependability is also known as auditability. It refers to the ease with which readers 
and other researchers can follow the original researcher’s decision-making process during the study 
and reach similar conclusions. A key determinant of dependability is the availability of a thorough 
description of the research methodology. Conformability or neutrality is the absence of researcher 
bias and assumption or the clear delineation of the researcher’s perspective.  

With all this in mind, the authors of this research took into account some considerations concerning 
this topic. A summary of them follows. 

Some industries are more researched than others. Often, while focusing only on one industry or 
situation, one can miss wider perspectives. Moreover, looking to divergent industries and 
environments often can add variety to the research and even draw some inspiring ideas. However, 
this comes at a cost. While the authors of this research often used literature and research from other 
environments (libraries, schools, hospitals among others), there was considerably low proportion of 
articles from architecture, construction and engineering (AEC) industry. This may add to possible 
errors because of peculiarities of AEC field. On the other hand, it borrows ideas from other fields. 



 

Page 59 

 

 Validity and reliability of the research 

While authors of this research have obtained both theoretical knowledge and hands-on experience 
in AEC processes, they have had limited exposure to the field of HR. The understanding of this 
territory was obtained through research and reading of various papers, books and articles. While this 
gave some insight in general processes of HR, it may have led to some errors. This research could 
definitely benefit from deeper understanding of common HR processes. 

Although there is plenty of information and software available for designing surveys, experience 
comes from doing. For the authors of this report this was the first major encounter of designing a 
survey. Even though useable and valid data was obtained, there is still area for improvement in 
designing a survey. 

Concerning dependability, the limitations of this research include survey sample size that may be too 
small. Even though the response rate was 50%, a survey of 35 respondents may not be completely 
reliable.  

Even though there are plenty of architectural practices, Bryden Wood is slightly different from others. 
Integrated design companies are not that common in AEC field. As this is not a traditional practice, 
there is no commonly agreed working workflow as it is with traditional architectural practices (D-B 
or D-B-B to name a few). Therefore each integrated design company can be considered unique. 
Consequently, the results may slightly differ when applied to other integrated design practices 
affecting transferability. 

On the other hand, authors of this research relied heavily on triangulation. This means that at least 
two sources were used to validate conclusions and results. This  adds to the credibility of this 
research. 

The questionnaire is a critical part of this survey. To increase the quality of this survey, a pilot study 
was distributed among small sample of people connected with building industry. Subsequent 
changes were made where necessary. This ensured that the survey is understandable and the 
response rate is  higher as well as results are more reliable due to improved understanding of 
questions. 

On top of that, the authors had supervisor meetings scheduled regularly. Minutes of meetings were 
kept and suggestions carefully used to improve the quality of the survey, interviews and report 
chapters. 

Although there always is a space for improvement, considering all the above mentioned, the authors 
of this paper consider the research to be valid and reliable enough to be used as insight in the 
particular subject. 
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Appendix 2 – Decoding of Open 
Questions  
This Appendix presents the codes discovered through the decoding of the open questions asked in 
the employee survey. The strikethrough ones are not considered relevant and therefore were not 
taken into consideration. The ‘no code’ counts the lack of answers to each question. Some of the 
answers have more than one code. The figure is the base for developing the TCAs, explained in 
5.3.2 Time Consuming Aspects 
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Appendix 3 – Integration of 
Disciplines 

  How 
many 
months 
have you 
been 
working 
for 
Bryden 
Wood? 

What is your 
position at 
Bryden Wood? 

Since having started 
working for Bryden 
Wood, I have also 
developed 
understanding in these 
areas: 

Since having 
started working 
for Bryden Wood, 
I have also 
developed 
understanding in 
these areas: - 
Another  

Number 
of 
chosen 
options 

1 1.00 Architect Architecture + 
Integrated Design / BIM 
+ Big Data 

  2 

2 1.00 Senior mechanical 
engineer 

Mechanical + Electrical 
engineering 

  1 

3 1.00 Revit/Solidworks 
Technician 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Design for 
Asset Optimization / 
BIM + Big Data / 
Systematization / 
Design for Manufacture 
+ Offsite 

  7 

4 1.00 Structural 
Engineer 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Systematization 

  3 
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5 1.00 Senior Structural 
Engineer 

None   0 

6 1.00 senior engineer Design for Manufacture 
+ Offsite 

  1 

7 1.50 Computational 
Designer 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / BIM + Big 
Data 

  4 

8 1.50 Engineer Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / BIM + Big 
Data 

  4 

9 2.00 Architectural 
Technician 

BIM + Big Data   1 

10 2.00 Architectural 
Assistant 

Architecture + 
Integrated Design / BIM 
+ Big Data 

  2 

11 3.00 Assistant 
Architect 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / BIM 
+ Big Data 

  3 

12 3.00 Undergraduate 
Civil & Structural 
Engineer 

Structural + Civil 
Engineering 

  1 
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13 3.50 Project Assistant - 
on a placement 
year from 
University 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Another  

project 
management 

4 

14 5.00 Senior 
Sustainability 
Engineer 

Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / BIM + Big 
Data / Systematization / 
Design for Manufacture 
+ Offsite 

  5 

15 6.00 Graduate 
Electrical Enginner 

Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / BIM + Big 
Data 

  3 

16 6.00 Architectural 
assistant 

Mechanical + Electrical 
engineering / BIM + Big 
Data 

  2 

17 6.00 Graduate Civil 
Engineer 

Structural + Civil 
Engineering 

  1 

18 6.00 Associate Process Facility Design / 
Design for Asset 
Optimization / 
Operations Consulting / 
Systematization / 
Design for Manufacture 
+ Offsite 

  5 

19 7.00 Analyst Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Process 
Facility Design / BIM + 
Big Data 

  4 

20 7.00 project architect Architecture + 
Integrated Design / 
Process Facility Design / 
BIM + Big Data 

  3 

21 7.00 Associate Structural + Civil 
Engineering / 

  2 
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Mechanical + Electrical 
engineering 

22 7.00 Project Architect BIM + Big Data   1 

23 8.00 Administration 
and Document 
Controller 

Another  Document Control 
and ISO 

1 

24 9.00 Document Control None   0 

25 10.00 Electrical engineer Mechanical + Electrical 
engineering / BIM + Big 
Data / Design for 
Manufacture + Offsite 

  3 

26 10.00 Intermediate 
Engineer 

Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering 

  2 

27 11.00 Associate None   0 

28 12.00 Solidworks 
Modeller 

Structural + Civil 
Engineering 

  1 

29 13.00 Architectural 
Assistant 

Architecture + 
Integrated Design 

  1 
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30 14.00 Engineer Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Process 
Facility Design / 
Systematization / 
Design for Manufacture 
+ Offsite 

  6 

31 14.00 Civil Engineer Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Process 
Facility Design 

  4 

32 15.00 Analyst Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Process 
Facility Design / Design 
for Asset Optimization / 
Operations Consulting / 
Design for Manufacture 
+ Offsite 

  6 

33 15.00 Architect Architecture + 
Integrated Design / 
Mechanical + Electrical 
engineering / Process 
Facility Design / BIM + 
Big Data 

  4 

34 17.00 Intermediate 
Electrical Engineer 

Mechanical + Electrical 
engineering / BIM + Big 
Data / Systematization / 
Design for Manufacture 
+ Offsite 

  4 

35 18.00 Architectural 
Technologist 

Structural + Civil 
Engineering / 
Architecture + 
Integrated Design / 
Process Facility Design / 
BIM + Big Data / Design 
for Manufacture + 
Offsite 

  5 
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Average 

 
3 

     
of 9+ 
possible 
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Annex 1 – Methods Map 
Annex 1 is based on the Methods Map (see Figure 22) which Kevin O’Gorman and Robert 
MacIntosh have developed in their book ‘Research Methods for Business & Management: A Guide 
to Writing Your Dissertation’, 2nd ed., 2015. It presents the different considerations the Master 
thesis authors have been following while writing the Chapter 3 Methodology.  

 

Figure 22 Methods map (O’Gorman & MacIntosh, 2015) 
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Annex 2 – Different Types of 
Interview 
This annex is supporting the analysis in chapter 3 Methodology, where it is discussed that the 
interviews for the research are semi-structured (see Figure 23). 

 Figure 23 Strengths, weakneses and applications of interviews (O’Gorman & MacIntosh, 2015) 
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Annex  3 – Conceptual Model for 
Research Design  

Annex 4 is  in connection to the chapter 3 Methodology and is based on the work of Erling Kristensen 
et al., 2008 who contributed to the development of the Conceptual model for research design (figure  
below). The Master Thesis authors have developed the research conceptual model (see Figure 1 in 
Chapter 3 Methodology) which is based on the induction half of the visualization.  

 

 

 

  

Figure 24 Conceptual model of research design (Kristensen, Nielsen, Jensen, Vaarst, & Enevoldsen, 2008) 
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Annex 4 – Architecture and 
Integrated Design and Vision & 
Context 
This document has been received from Bryden Wood. It is mostly linked to chapter 5. Bryden Wood 
case study. The two next pages below are just the 2nd and the 6th page of the document (for the 
remaining ones, see Digital Annex 1). 
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Annex 5 – Recruitment Advertisment 
on LinkedIn  
This Annex is linked to Chapter 5.2.1 Recruitment of employees. It is concerning a job offer 

(figure below) found on LinkedIn. (https://www.linkedin.com/jobs/view/460914091/) 

 

https://www.linkedin.com/jobs/view/460914091/)
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Annex 7 – Company Profile 
Inspiration 

Annex 7.1 - CVs  
The CVs presented in this section demonstrate an idea which is already existing and could easily be 
applied to the employee company profiles suggested through the solutions mentioned in Chapter  6 
Reducing the time consumption of the adaptation process.  

 
Figure 25 CV example 1, showing the level development of different interests and skils - 
https://www.freepik.com/free-vector/resume-graphic-designer-template_833339.htm 
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Figure 26 CV exaple 2, showing the concept of integration between different skills 
https://www.hongkiat.com/blog/beautiful-resume-design/ 
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Annex 7.2 – LinkedIn Profiles  

LinkedIn profiles are also very similar to the company profile suggested in the suggested solution in 
chapter 6 Reducing the time consumption of the adaptation process. In addition to the previous CV 
examples, the LinkedIn ones are part of a social network which allows people to enhance other 
people's experiences making it more reliable that the person actually has those skills or 
competencies. It also could show common areas between people (Figure 28) making the integration 
between people even more visible.  

Figure 27 Bryden Wood employee LinkedIn profile https://www.linkedin.com/in/viktorvlcev/ 
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Previously LinkedIn also showed common skills between profiles (Figure 28). This could also be a 
way to join the internal company capabilities (except the suggested Master Thesis solution would 
show the actual Skills & Experience, Groups, and etc.) 

 
Figure 28 LinkedIn common areas between profiles, http://empoweringpumps.com/six-ways-to-use-linkedins-new-
features-to-boost-business/ 
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Annex 7.3 – Game Character Profiles 
 Game character profiles also similarly have a lot of skills they can develop (Figure 29). The profile 
levelling up is in many cases due to experience gained. In the adaptation topic relation this 
experience can be gained through completing the different adaptation tasks set by the HR manager. 
The person playing can decide which areas he would like to further develop which would help him 
during the next stages of the game. Or in the adaptation topic context, the employee would be able 
to be aware of which skills to further develop on his character in order to help the further 
development of the company. This is linked to the employee adaptation to the company vision and 
strategy. Furthermore, by involving the gaming concept, the adaptation process become more 
enjoyable and motivates people  (Vlachopoulos & Makri, 2017). 

 
Figure 29 Game Character leveling up, http://www.indiedb.com/games/empires-in-ruins 
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