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ABSTRACT 

 

Increasing environmental concerns causes communities throughout the world to 

rethink their conduct towards the environment and change their behaviour in 

consumption and household waste management. Change brings a new way of 

behaviour and habits that often comes with a struggle. Change is not easy and 

has to be dealt with in a specific manner. The objective of this thesis is to show 

how change management methods can support the implementation of a new 

household waste management system in Sólheimar ecovillage, where close to half 

of the residents are disabled. The change management methods used mostly 

revolved around communication, education and handing out information to 

residents regarding new recycling habits. Specific methods were tailored to meet 

the needs of the residents.  A case study was conducted during one month 

implementation process and mixed methods were used to collect data. The 

results show that the residents of Sólheimar were positive towards the new 

recycling system both before and after the implementation. During that period 

the general household waste was reduced by 65%. Practical matters such as the 

location of recycling bins and their labelling seemed a very important factor 

regarding getting residents to increase their recycling. However, change 

management methods relating to education and information were also regarded 

highly important regarding motivating residents to increased recycling. 

 

 

 
 

 
1. INTRODUCTION 

 

This paper examines how the use of change management methods supports the 

implementation of a new household waste management system in Sólheimar 

ecovillage. 

 

Sólheimar is a community of 110 residents in South-Iceland, where both 

able and disabled live and work together. The community was founded in 1930 

and is the oldest ecovillage in the world. Sólheimar residents and workforce is 

composed mostly of humanitarians, respectful of nature and diversity. The 

community provides individuals of various backgrounds the opportunity to work 
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and be active in the community where the focus is always on people’s 

possibilities, not limitations. 

Sólheimar is inspired by the theories of Rudolf Steiner and is characterized by 

peace and tranquillity. Throughout the year there are many art ventures, such as 

art exhibitions, concerts and theatre play that attract a number of guests.  

Sólheimar is a member of the ecovillages network and is similar to other 

ecovillages such as Järna and Solakra in Sweden and the Camphill villages in both 

Scotland and the US.  

 

Opportunities to recycle household waste have increased rapidly in Iceland 

in the recent years. Despite the eco label, the recycling system at Sólheimar has 

not been taking full advantage of these opportunities. Upon the request for a 

more effective recycling system, from the residents of Sólheimar a new recycling 

system was launched. During the implementation of the new system, different 

change management methods were used. Some of these methods were tailored 

to meet the needs of a community where almost half the residents are disabled. 

 

This case study is used to shed a light to the following research question: 

How change management methods support the implementation process of a new 

household waste management system in Sólheimar ecovillage. 

 

The paper is divided into 5 chapters. Chapter one is the introduction, 

chapter two holds the literature review where the wider context of the paper is 

studied. In chapter 3 the project is described and the methodology of the paper is 

discussed.  In chapter 4 the results are given. In chapter 6 the conclusion is 

revealed. 

 

 
2. LITERATURE REVIEW  

2.1 Ecovillages  

 

Global Ecovillage Network (GEN) define ecovillages as an intentional or traditional 

community using local participatory processes to holistically integrate ecological, 

economic, social, and cultural dimensions of sustainability in order to regenerate 

social and natural environments (GEN, 2013). Robert Gilman defines an 

ecovillage by its five major principles: human scale, full featured settlement, 

human activities harmlessly integrated with the natural world, support for healthy 

human development, and a place that can be successfully continued into the 

indefinite future (Gilman, 1991). 

 

The future of the earth’s ecosystems is a growing concern and in order to 

survive, humanity needs to learn to live sustainably (Dawson, 2006). Ecovillages 

have for decades lead by an example with living sustainably in harmony with 

nature. They are known for their low ecological footprint and in 1998 were 

officially named excellent models of sustainable living by the UN (GEN, 2013). 

Ecovillages could become the solution to many of the environmental problems 

today as they are known to be experts in areas of achieving environmental 

targets such as recycling and renewable energy (Dawson, 2006). 

 

 Ecovillages are known to be sustainable communities. Their sustainability 

can be accessed through the Community Sustainability Assessment (CSA). 

According to it the overall sustainability of an ecovillage is like a 3 legged stool; 

the 3 legs being Ecological, Social and Spiritual aspects of community. When all 3 

legs of the stool are strong and balanced they hold up the sustainability of a 

community (GEN, 2013). 
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Many ecovillages, like Sólheimar and Camphill villages are inspired by the 

theories of Rudolf Steiner and are based on his theories of anthroposophy. These 

communities were created where adults with special needs live, learn and work 

with others in healthy social relationships based on mutual care and respect.  

Disabled people are at the centre of the community and the focus is on their 

abilities, not their disabilities. This works through the idea of reverse integration; 

those without special needs adapt to the abilities of those who do thus they can 

work together to make their community one of equality and sustainability (Weihs 

& Farrants, 1988, Sólheimar, 2013, Camphill, 2013).   

 

Ecovillages in Europe and the US each have different recycling systems. In 

searching for information, individuals responsible for waste disposal and recycling 

in different ecovillages in Denmark, Scotland and the US were contacted. They 

gave information through emails on how recycling was done in their community. 

The level of recycling varied according to community. Paper, glass, cardboard, 

metals and organic waste was recycled in all communities and plastic, tetra packs 

in most. Some stated they would like to increase the recycling in their 

community. The responsibility for recycling was always on the shoulders of the 

staff and not on the disabled residents although some could contribute to the 

work. 

 

2.2 Recycling 

 

Increased household waste is a growing concern all over the world (Adams, 

2006). In 2011 the average Icelander threw out over 400 kg of household waste. 

Close to 39% of it went to landfill (Sorpa, 2011). At Sólheimar the average was 

354 kg per resident in 2012 (Heimilisfræ, 2013). The Icelandic government aims 

to reduce landfill waste by encouraging people to reduce consumption, reuse and 

recycle (Sorpa, 2011).  Disposal of general waste has reduced by 60% since 1991 

and in 2011 close to 40% of waste is recycled or reused in Iceland (Sorpa, 2011). 

Projects aimed at increasing recycling have been launched in different 

municipalities in Iceland. In 2011 the residents of Grundarfjörður municipality 

reduced their general waste by 50% by adding a recycling bin outside each house 

and reducing general waste pickup. Employees of the municipality went from 

house to house with a brochure and spoke to all residents explaining the new 

system (Sigurlaug Sævarsdóttir, director of administration, Grundarfjörður, 

pers.comm). In Stykkishólmur municipality the most important thing in reducing 

general waste was the introduction part; to explain the new system to people and 

answering their questions (Gunnar Jónsson, waste management department, 

Stykkishólmur, pers. comm). Ólafur Snorrason manager for the waste 

management department at Vestmannaeyjar says the introduction and the 

person to person conversations were the most important factor in getting people 

to increase their recycling (pers.comm). 

 

A study done in 2008 showed that 70% of Icelanders are positive towards 

recycling and recycle on a daily basis and close to 80% say they would increase 

their recycling if waste disposal system was made easier. Around 30% do not 

recycle because of inconvenience, lack of appropriate knowledge and because 

they do not trust that the recyclable material is truly recycled in the end 

(Þórðarson et al, 2008). Today many municipalities in Iceland, including 

Reykjavík, offer different recycling opportunities for cardboard, paper, plastic, 

metal, organic waste and deposited items, such as bottles and cans (Sorpa, 

2011). The amount recycled of the different categories in 2012 can be seen in 

figure 1. 
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Figure 1 Recycled material from Icelandic household waste 2012 (Guðjónsson, 2013) 

2.3 Change management 

  

Change management is a set of processes, tools and mechanisms that are 

designed to keep organisational changes under control (Kotter, 2013). In this 

essay change management is viewed as an effort to get individuals and groups 

ready, willing and able to implement and sustain new ways of working.  

 

Changes in the world today are rapid and organisations need to change for 

many different reasons (McKinsey Quarterly, 2008). Social, economic and 

technological change means that organisations have to constantly adapt to keep 

up pace. Companies and organisations cannot thrive today without learning how 

to adapt their attitudes and practices (Senge, 1999).  

 

Adapting to change can prove to be very difficult. Aiken & Keller (2009) 

and Herold & Fedor (2008) conclude that despite change management methods 

being introduced to both the economy and administrations for decades, change 

programmes have not become more successful. In a series of studies of corporate 

transformation efforts, Kotter (1996) found that more than half did not survive 

the initial phases. Strebel (1996) describes studies on re-engineering where 50% 

– 70% of the projects were unsuccessful. Palmer (2007) found that out of 120 

change projects in public administration in the UK, 65% proved to be 

unsuccessful.  According to a global survey done by McKinsey Quarterly in 2008, 

only a third of CEOs say that their organizations succeeded in changing. 

 

A number of different models and frameworks are found, many based on 

Lewin (1947), on how to successfully lead changes in an organization e.g.  

Greiner (1967), Burke (1987), Armenakis & Bedeian (1999), Kanter et al (1992), 

Kotter (1995, 1996), Luecke (2003).   

 

Changes differ in their scale and complexity, some changes are minor 

while others are major. Dunphy and Stace (1993) identify change on a scale of 4 

different categories; Fine-tuning, incremental adjustment, modular 

transformation and corporate transformation. Senior, (2002) describes fine 

tuning, as an ongoing process to match the organisation’s strategy, processes, 

people and structure. The other categories describe changes of an incremental 

scale and complexity.  

In 1995 Kotter introduced his 8 step model that outlines eight critical 

success factors that could be used in change management. According to Kotter 

(1995) the most general lesson to be learned from successful cases is that the 

Paper and 
cardboard 

37% 

Plastic 
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items 
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Glass 
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change process goes through a series of phases that in total require a 

considerable length of time. Skipping steps never provides satisfying results and 

critical mistakes in any of the phases can have serious impact.  

 

Changing is always about changing the behaviour of people, and behaviour 

change happens mostly by speaking to people’s feelings (Kotter & Cohen, 2002). 

According to Jones et al (2013) communication is key in change management. 

Leaders must realize that others often do not feel the need to change, do not 

understand the issues or see the new direction. The best change methods 

reinforce core messages through regular advice that is both inspirational and 

practicable. In change management people matter and it is important to face up 

to the human issues and to master the soft side of change management. Kotter 

(1996) stresses the importance of not letting up once the implementation phase 

is over. He argues that resistance is always waiting to emerge once the project 

seems to be accomplished. The new behaviours and practices must be driven into 

the culture to ensure long term success.   

 

 

3. RESEARCH PROJECT  

3.1 Project description and objectives 

 

The research revolves around the implementation of a new waste management 

system in Sólheimar ecovillage and how the use of change management methods 

supports the implementation. Case study was used as a research method which 

involved information gathering through a survey completed by Sólheimar staff 

members. Other methods included attendance at meetings and observation 

throughout the implementation period. 

 

At Sólheimar, individuals live and work together in a community where the 

relationships are based upon mutual respect, care and patience irrespective of 

any individuals level of ability. The main purpose of the community is to secure 

the wellbeing of the residents. Sólheimar is the oldest ecovillage in the world with 

a focus on organic farming and the reuse of materials in its production. It is 

common to walk rather than drive by car within the community and volunteers 

and students come from abroad to stay in the village and study ecology and 

sustainability. Many of the residents work in different art workshops where 

recycled or reused material is used or in greenhouses where organic food is 

produced. The atmosphere at Sólheimar is relaxing, peaceful and free of 

competition. There is respect and patience between people and residents try to 

help each other out and make things work.   

 

The residents of Sólheimar ecovillage consists of disabled people 

(homepeople) (31%), staff members living at Sólheimar (35%), staff members 

living elsewhere (25%), volunteers and students staying temporarily at Sólheimar 

(9%) (see figure 2). The staff that doesn’t live at Sólheimar work on shifts one 

week at a time.  

The level of ability of the homepeople varies greatly. Some of them don’t 

speak, and depend on the staff for almost everything while others are very 

independent e.g. some of them have a driver’s licence. Half of the homepeople 

live alone or as a couple in independent housing while the other half lives in co-

housing where they are taken care of by the home department staff. The staff 

members are responsible for the care of the residents in the independent 

housing. They check in on them at least once a day, help them to clean their 

houses, themselves and to keep them company. They are also responsible for 

helping them with the recycling. The staff is respectful of the homepeople and are 

positive and willing to engage in new projects. 
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Figure 2 Residents and staff at Sólheimar 

Despite of Sólheimar being an ecovillage the waste management system 

hasn’t been kept up to date and has fallen behind that of some municipalities of 

Iceland. Before 2006 residents recycled corrugated paper and deposited bottles 

and cans but the rest was general waste. The waste management system in 

Sólheimar was renewed in 2006, when residents were encouraged to recycle 

organic waste as well as paper and tetra packs. All residents were given special 

recycling bins and bags, a brochure and everyone got a visit from a staff member 

who explained the recycling. In the beginning the project was successful and 

recycling increased. No plan was made to sustain the success and slowly the 

recycling reduced. However, most residents still recycle organic matter and 

deposited bottles and cans. The latter is used to raise funds for the sports club at 

Sólheimar, which is a good motivation. Recycling of paper has dropped to 3,5% 

and is far from the national average of 30%.  

 

In 2012 a world café style meeting was held at Sólheimar. This kind of 

meeting allows every participant to come forward with their ideas, share their 

thoughts and present it to other participants. The residents discussed how the 

community could become more sustainable. The meeting concluded, among other 

things, that Sólheimar should be at the forefront when it comes to recycling and 

waste management. The existing recycling system should be improved and 

recycling increased. The system should be simple and easy to use. If possible, 

some waste categories should be used within the community (Heimilisfræ, 2013). 

 

The old waste management system had been causing some frustration 

among the residents of Sólheimar. The bins were overflowing since waste was not 

collected frequently enough and the labels for the different bins and containers at 

the recycling station were misleading or missing. This caused frustration amongst 

the environmentally aware residents and guests and some raised questions about 

the credibility of Sólheimar as an ecovillage.  

The change included increased recycling of household waste, from 3 to 6 

categories. All residents, including homepeople, were expected to increase 

recycling at home and at work. Change can be difficult and as Kotter (1995) 

points out; even successful change efforts are messy and full of surprises.  

Kotter’s 8 step model was originally introduced to deal with major changes. 

However, it was used during the implementation phase at Sólheimar even though 

the process was rather simple and disruption and risk low. Different change 

management methods were used to increase the success and sustainability of the 

project as described below:   
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1. step: Establishing a sense of urgency 

The sense of urgency for the changes was already present within the 

administration and community of Sólheimar. There was an understanding that the 

current recycling system was not up to date and some residents were frustrated 

by not being able to recycle more. The new recycling system had been underway 

for almost a year when it was finally launched. Three factors created the urgency; 

environmental concern, the ecovillage label of Sólheimar and the current cost of 

the waste disposal.  

 

2. step: Creating the guiding coalition 

A management team was formed consisting of four people; the director of 

Sólheimar, the main carpenter and manager of the maintenance department and 

two environmental specialists. One of the specialists became devoted to the 

project and took the lead as the project manager. The team held regular 

meetings in the period Nov 2012 - Jan 2013 during the planning phase. No 

change team was formed nor did the management team hold meetings during the 

implementation phase. The project manager ended up being responsible for most 

actions during the process. 

 

3. step: Developing a vision and strategy 

The new system was implemented on March 1st 2013. In order to convey a clear 

picture and a visual guidance, new bins were provided for every household and 

workplace.  The household waste bins were taken away from residents houses 

and 12 recycling centres, with 6 different recycling bins, were established around 

the village. The furthest distance from a household to a recycling centre was 25 

metres. Containers and larger recycling bins outside kitchen and shop were 

reorganized, cleaned and relabelled. All bins inside and outside were labelled with 

the national recycling labels, text and picture, and with a different colour for each 

category. This made it easier for people that could not read e.g. resident that had 

learned that paper should go into a blue labelled bin in the kitchen could take it 

outside and empty it into the blue recycling bin outside. 

 

4. step: Communicating the change vision 

To ensure that people understood and accepted the vision, communication was 

used throughout the implementation process. In the beginning a meeting was 

held with majority of Sólheimar residents where the new recycling system was 

introduced and the objective of the project explained. The project manager used 

every opportunity to inform the staff and homepeople and asked how the 

recycling was going. Active listening was used, questions answered and problems 

fixed as they arouse. These conversations were infrequent and informal but 

always person to person. All homepeople and majority of staff members attended 

seminars on how to recycle according to the new recycling system. The recycling 

class contained information on the urgency to recycle and how recycled items 

could be made into raw material for other production.  Seminars were held 

separately for staff and homepeople and at different times to allow people to 

attend.  If staff members could not attend the seminar because of work 

situations, it was brought to their workplace. A handbook was given to each 

resident and a comic recycling video aiming at the new system was put online.  

 

5. step: Empowering broad-based action 

In order to remove barriers and unleashing people to do their best work the 

project manager watched the implementation closely and took actions when 
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appropriate. By the end of the preparation phase it became clear that there was a 

certain disruption within the management team as one individual did not agree on 

the design of the system. The dispute was subtle but revolved around the number 

of bins and if the bins for general waste should be removed from the households 

into recycling centres. This slowed the implementation process somewhat since 

the maintenance department did not participate in installing the interior bins or 

the bins for the recycling centre. The project manager settled the matter by 

having other people do the work and the implementation was only delayed by a 

few days.  

 

At one point it was clear that one of the shifts working in the house for elderly 

homepeople had moved all recycling bins from the main kitchen into the storage 

room and put the old trash bin back in its place. This was done because the staff 

liked the old system better. This action was addressed quickly and a meeting held 

with staff members where they were encouraged to speak out about the matter 

and informed on the importance of keeping the bins close at hand. The result was 

that the recycling bins were put back into place and the staff agreed to give it a 

try. The project manager worked on collecting waste every week together with 

the maintenance department and together with them figuring out faults of the 

recycling process and how to fix them.   

 

6. step: Generating short term wins 

Short term wins were celebrated to create visible success. The launching of the 

new system was celebrated and everyone was welcomed for a fun recycling day 

at the environmental centre where a comedy video on recycling was premiered 

and fun games relating to recycling were played. Most of the homepeople 

attended and had a good time.  When the project was under way, 

announcements on how the project was going were given on morning meeting 

and praises given to everyone. When it was clear that the general waste was 

being reduced it was announced to the community at morning meeting and to 

celebrate, the entire community was invited to a premiere of a new Icelandic 

comedy. 

 

7. step: Consolidating gains and producing more change 

This research only applies to the first 6 steps since it only studies the 

implementation period. However, different change management methods were 

used to strengthen the success and to drive the new behaviour into the culture. 

Some were tailor made to meet the needs of the disabled residents of Sólheimar 

such as; hands on recycling class. All recycling classes ended with hands on 

lesson where participants put the different material into correct recycling bins. A 

handbook on how to recycle according to the new system was given to every 

resident. It had pictures, a short text and used the same colours as on the bins. 

It was coated with plastic to ensure its durability. 

A funny recycling video with instructions on how to recycle according to the new 

system was made and aimed at the homepeople. The video was premiered in the 

environmental centre and then put online where the homepeople had access to it 

through their computers and iPads. The video can be used for a long time since it 

can be re-edited and new clips of the residents of Sólheimar doing their recycling 

can be added to it. It is expected to be popular among the homepeople since 

everyone likes to view themselves in a video.  The morning meetings can be used 

as a platform to give residents information, praise and motivation to continue 

recycling. 

 

 

 



9 
 

8. step: Anchoring new approaches in the culture 

The project is far from finished even though the implementation phase is over. 

Iteration should be used for years to come in order to sustain the success. Some 

measures have already been taken to anchor the new behaviour and vision in the 

culture of Sólheimar. There are many opportunities to keep the changes alive 

such as Green April days, the recycling day and other events that will support 

recycling throughout the year. Every year new volunteers and students come to 

Sólheimar to and participate in the community for weeks and months. They work 

on different projects connected to sustainability and environmental matters and 

will be given projects relating to sustaining good recycling habits with residents, 

able or disabled. A follow up seminar in recycling will be held annually and 

guests, volunteers, students and new employees will be given lessons in recycling 

once they arrive to Sólheimar. 

 

 To sum up the different change management methods used during the 

implementation period, they were;  person to person communication with giving 

information, asking questions, active listening and problem solving. Taking action 

against opposition when needed and visual guidance with colour coded labelling. 

Educational classes with hands on exercises, a handbook and recycling video. 

Also celebrating short term wins and using compliments when appropriate.  

 

3.2 Research methodology 

 
In order to analyse the implementation phase of a new recycling system, a case 

study was used as a research method. Case studies are often associated with 

qualitative research design and can be used to understand social processes in 

their organisational and environmental context (Tharenou, 2007). They are 

frequently used to explain the implementation of new methods and techniques, 

such as quality management (McCutcheon & Meredith, 1993). Case studies may 

be used to focus on examples of outcome, for example successful vs. 

unsuccessful implementation of a strategy or to explain everyday practices that 

are affected by the culture in which they are embedded. Further they can be 

useful for exploring new processes and behaviours as they help to build theories 

which can then be tested in another setting (Hartley, 1994; Yin, 2002). Case 

studies can also be used as a part of a mixed method (Tharenou, 2007), and give 

the researcher more scope to shape and develop the method of the research, 

more so than when quantitative methods are used (Taylor & Bogdan, 1998). In 

this particular research it was important to use different methods of data 

collecting since the implementation process was short and staff members at 

Sólheimar are few. Even though most of them answered both surveys, other 

methods such as observation and attendance at meetings were used. It was 

therefore possible to monitor the implementation process while it was still in 

progress and understand how or why events occur and was suitable to answer 

the research question. 

 

3.2.1 Survey 

 

The foundation of the data collection was the two surveys submitted to the 

residents of Sólheimar. The great majority of them were staff members, either 

living there or not and a few of them live at Sólheimar and work elsewhere. None 

of the homepeople were asked to answer the survey. When the respondents of 

the survey are quoted the term residents is used even though some don’t live at 

Sólheimar. The first one was submitted prior to the implementation on 20th and 

27th of February 2013. The respondents did not receive any information on the 

recycling system before answering the survey. The objective was to estimate the 
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views and habits of the residents in terms of environmental awareness and 

recycling, and their attitudes towards the project. Most questions were closed, 

four of them gave an option of extra explanations and two questions were open 

ended. The response was from 82% of staff members. The second survey 

featured both open and closed questions and was submitted by the end of the 

implementation in the days of 15th-19th April. Measuring increased recycling 

habits, the specific factors that motivated the residents to increased their 

recycling, their attitude towards the project, what went well and what didn’t and 

their views towards its future. The second survey was answered by 75% of the 

staff members.  

 

3.2.2 Other methods 

 

Qualitative evidence was derived from the surveys and for a better overview 

different quantitative measures were also used. This included staff attendance to 

seminars connected to the recycling project, resident’s resistance towards 

removal of their household waste bin, and the measure of waste reduction 

throughout the implementation process. Meetings with homepeople department 

staff were attended where the recycling system was discussed. Data from the 

recycling company Gámaþjónustan on weight of household waste was also used. 

 

Other methods could have been used to gather data, such as a deep 

interview with each staff member where more detailed answers could have been 

given. This however would have been too time consuming and respondents might 

not have given honest answers. On the other hand this method could have given 

deeper answers on some issues. An online survey could have been used as well 

but previous questionnaires regarding environmental matters and recycling sent 

by email to Sólheimar staff has resulted in very little response.  In order to get 

accurate measures on waste reduction one could have measured each category 

but this would have been very time consuming and costly.  

 

 

3.2.3 Limitations 

 

The limitation of using a case study method is that it cannot generalize on a 

larger group, so the emphasis will always be on a small group or few cases. 

Multiple sources and methods of data collection should be used to increase 

reliability, validity and prevent bias (Tharenou, 2007). The data collected through 

observation in this particular research might be bias since the researcher was 

working on the project throughout the implementation phase. The number of 

respondents to the survey were few so the results should not be generalized, they 

can be used as an indication. 

 

 

4. RESEARCH RESULTS AND INDUSTRIAL IMPACT 

 

In this section the results of the data analysis is introduced in an attempt to 

answer the research question:  How change management methods supports the 

implementation process of a new household waste management system in 

Sólheimar ecovillage.  

 

4.1 Results 

The data is based on two surveys submitted to Sólheimar residents and staff 

members and researcher observation throughout the implementation period as 

well as quantitative data on waste collection. 
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In all, 47 staff members at Sólheimar answered the first survey, 25 

women and 22 men. This amounts to 82% of all staff members. The age 

distribution is rather even. Most respondents or 53% worked in workshops, 

greenhouses, shop or maintenance and 31% worked in the homepeople 

department. Others worked in offices or elsewhere. Very little difference was in 

responses of people when it came to age or gender and place of work did not 

matter either. 

 

The survey focused on finding out the attitudes of residents and staff 

toward environmental matters, their recycling habits and confidence in recycling 

as a solution regarding environmental protection. Their attitude towards the new 

waste system, their confidence in its success and how much the recycling might 

increase was also considered. They were also asked what factors are likely to 

affect the success of the project and if so and what kind of barriers it might face.  

 

As seen in graph 1, most residents or 87%, said they were very interested 

or interested in environmental matters, 13% are neutral.  

 
Graph 1 Residents interest in environmental matters 

Out of the 85% that recycle on a daily basis, most or 57% recycle 3-4 

categories. Almost everyone, also the ones that don’t recycle agree that recycling 

is effective towards protecting the environment. One is indifferent on the matter. 

Very little resistance was towards the project since 96% were either very positive 

or positive towards it, while 4% were indifferent (graph 2). 

 
Graph 2 Residents attitude towards the new recycling system prior to the implementation 

A total of 89% respondents believed the project would succeed, 9% said 

they didn’t know while 2% believed it would fail.  When asked why they think it 

might fail respondents claimed that the project needed a lot of work in order to 

succeed and that people had needed to be persuaded to participate in it. A total 

of 68% estimated the project would increase the recycling by 25 – 75%. When 

asked who would have the most difficulties with recycling 46% respondents 
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claimed the homepeople would. On the question “will there be any barriers 

hindering the success of the project”, 74% answered, and out of those 55% said 

yes and 45% no (graph 3). 

 

When asked to specify what kind of barriers there would be, most 

respondents mentioned factors related to complexity, uncertainty, lack of 

information and knowledge would hinder people in participating. Some said 

information flow and education had to be a part of the process if it was to 

succeed. Others believed that people would be uninterested, unmotivated and 

negative towards the system.  

 

 
Graph 3 Will there be barriers to the project? 

 

Other research methods such as observation and attendance to meetings 

were used to gather data. These showed that motivation and interest in the 

project was great among the homepeople. Almost all of the homepeople that 

were able to attend class did so. Most of them were positive and happy to 

participate. However, one individual became obsessed with recycling due to 

autism which led to some problems. It put a strain on the staff and some 

precautions had to be made because of recycling on clothes and events such as 

flea markets or exchange markets were cancelled. Most residents and staff 

members were enthusiastic and over 90% of them attended classes. Many of 

them already recycled and welcomed new information and guidance.  However, 

some resistance to change became visible when waste bins were removed from 

resident’s houses and 3 staff members asked for their bins back. They wanted 

them close to their house and claimed that they would still recycle.  

 

Attendance at staff meetings in the homepeople department gave insight 

into the staff attitude toward the new system and the problems that they had 

encountered. In general, they were positive and willing to participate. They 

agreed these changes had been confusing for the homepeople in the beginning 

however the recycling classes had helped with motivating them and helping them 

learn how to recycle (although they still got very confused). They also claimed 

the project would take a long time. However, if everyone helped each other out, 

they would succeed in making the project successful.  The staff members were 

clearly willing to continue and agreed that, with support from the project 

manager and increased information for the homepeople, they would get on track. 

They also stressed that throughout the year some classes or events should be 

launched in order to motivate and teach the homepeople even further. New ideas 

came forward at these meetings like to let homepeople collect leftovers that were 

not suitable for compost to feed the local chicken. This would increase recycling 

and create a rewarding project. 

 

40% 45% 50% 55% 60% 
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Reduction of household waste was already noticeable during the first 

week, although some material was misplaced in the bins. In the second week the 

waste reduced even further and most of the bins contained the correct recycling 

material. By the end of the implementation, information from the recycling 

company Gámaþjónustan revealed that the general waste had been reduced by 

65%. At the same time, observation showed that misplacement of recycled 

matter in the recycling bins was minimal.  

 

The second survey submitted after the implementation period, showed an 

increased positive attitude towards the new recycling system. All respondents 

were either very positive or positive towards the project as seen in graph 4.  

 

 
Graph 4 Residents attitude towards the new recycling system after the implementation 

In all 93% had increased their recycling during the implementation phase 

while 7% said they already recycled to such an extent that the new system did 

not affect it. Four open ended questions were asked to court people’s views of the 

implementation process. The answers were, for simplification, classified into 6 

categories; Environmental awareness, practical matters, motivation, 

positivity/consensus, information/education and other. With their answers, the 

respondents could give several scores to the different factors. In graph 5 the 

response to the question “what factor made you increase your recycling”. In all, 

29% respondents mentioned that it was easier because of practical matters, such 

as good recycling facilities, short distance to bins and clearer labels. Education or 

information was the reason for 19% and 15% mentioned motivation. 

Environmental matters were the reason for 12% respondents and 13% said they 

became motivated because of the positivity and consensus of the community. 

Other reasons were specified by 12% specified other reasons, such as that it was 

expected of them and the fact it was now possible to recycle.  

 

  
Graph 5 What made you increase your recycling? 
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Respondents specified different factors that had affected their motivation 

towards increased recycling. They mentioned different change management 

methods that had been used during the implementation process. This was for 

example the recycling classes, good information, project managers visit to work 

sites, the introduction at the world café, good motivation and the recycling video. 

 

When asked what went well regarding the implementation, 44% 

respondents said practical matters, 38% respondents either mentioned the 

educational classes or the information they received and 10% said they had been 

motivated. Three per cent said environmental awareness had helped with 

increasing the recycling and 5% gave other explanations, including representation 

and the implementation of the project and that the follow-up had been good 

(graph 6). 

 

Residents specified different change management methods that had a 

positive impact on them during the implementation phase. This was for example 

good communications, good structure and follow up, clear goals and importance, 

good information, explanations and teaching, clear introductions, good planning, 

good implementation and hands on practices. 

 

 
Graph 6 What went well regarding the implementation?  

Thirty four per cent responded to the question “What could have gone 

better regarding the implementation process”.  Fourteen per cent mentioned 

matters relating to unsatisfactory practical matters and other 14% felt like they 

needed more information on specific matters. Time was also a factor mentioned, 

and 7% said the implementation process should have taken longer time while 3% 

said it should have been done earlier.  When asked how the project should be 

sustained, 54% respondents pointed out the importance of education and 

information. In all, 20% people said motivation would help, 15% thought 

practical matters should be in order and 7% said it was important to keep up joy 

and consensus around the project. 5% said that it was important to keep a watch 

out for problems and fix immediately (graph 7).  
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Graph 7 How can the project be sustained? 

 

4.2 Implementation and exploitation 

 

The results of this study might be useful for small municipalities, schools, kinder-

garden and homes for the elderly or disabled, or anywhere where individuals of 

different backgrounds and ability live or dwell. Other ecovillages around the world 

that want to increase their recycling might also benefit. Increased recycling can 

reduce costs of waste disposal for communities and institutions. The environment 

will also benefit and nature  

 

5. CONCLUSIONS  

 

The residents at Sólheimar were very positive towards the project and it was as 

though they had been waiting for the system to be launched for some time. There 

was general interest in environmental matters among them beforehand and some 

had even requested a better recycling system. The sense of urgency was already 

there so naturally they were positive towards the new system prior to the 

implementation. The project was not on large scale nor was it complex. Rather it 

was a process to match the strategy of Sólheimar and could be defined as fine 

tuning. Still, the study reveals that different change management methods 

successfully supported the implementation phase. Of those, methods relating to 

education and information proved especially useful. The motivation and 

consensus of the community were also important. This often comes with 

celebrating short term wins.  

 

The project is far from finished even though the implementation phase is 

successful. Keeping Kotter (1995) in mind there is great importance of not letting 

up and keeping on using different methods in order to secure success in the long 

run. Educating and informing residents and keeping them motivated were viewed 

as very important methods to sustain success. In a community like Sólheimar 

there are many possibilities to increase the success of the project step by step 

over time until the changes have emerged into the culture. 

 

Looking at lessons learned, the implementation phase could have been 

longer and the support to the homepeople and homepeople department stronger. 

Also a change team should have been established to support the work of the 

project manager. However, since the project is in its early phases these matters 

can still be corrected. 
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 The results of the study show that in one month general household waste 

was reduced by 65%. In this time and age communities and institutions should 

not fear implementing stricter recycling systems. However, change management 

methods should be used throughout the project, and emphasis should be put on 

giving information and educating participants, as well as keeping practical 

matters in order. After satisfactory results are achieved, iteration should be used 

to anchor new behaviour in the culture of the organization.  
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