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Abstract 

Change is a prominent feature of the organizational life. Nowadays companies rely on 
implementing large-scale Information Technology (IT) systems in order to enhance 
their organizational performance. Such technochanges, similarly to planned 
organizational changes, unfold in stages and have an impact on the organizational 
members. They, however, are not immune to failures. In this respect, the process of 
communication has been recognized as a critical success factor and an integrative part 
of every change initiative. Therefore, this study has investigated the communication 
practices during technochange, how employees perceive them and eventually, how the 
communication can be enhanced in order to assure the employees’ engagement.  

This has been done by conducting a case study at an office of a company in Stockholm, 
Sweden. The study was carried out through a combination of qualitative data collection 
methods. The data was analyzed with a help of a theoretical framework and sorted in 
themes that emerged from the collected empirics. 

The findings indicate the process of communication has been considered and 
acknowledged by the case organization. The use of several communication channels for 
disseminating of change information and collecting employees’ input have formed the 
employees’ perception of the change and communication processes. Specifically, 
intranet and meetings accommodate the applied one-way communication channels, 
while workshops and trainings represent the applied more participative 
communication methods. Furthermore, the study illustrates that the non-implementers 
are not a homogenous group and different stakeholders perceive the change in different 
ways that in turn creates different communication needs. Those findings lead to 
identification of improvement areas and practical suggestions for implementers and 
managers. 

From a theory perspective, this thesis makes an attempt to gain deeper understanding 
of specific communication approaches and their effect on employees in the context of 
technochange. 

 
Key-words: organizational change, planned change, technochange, CRM, organizational 
communication, communication channels  
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1 Introduction 
This chapter presents an overall introduction of the Master thesis. It discusses the 

background and the formulation of the problem in focus, followed by the objective and 

research questions posed in the study. The chapter includes also a discussion of the set 

delimitations and an outline of the report structure. 

1.1 Problem background 

Nowadays companies face tough competition and have to cope with challenging market 

conditions. The constant need for change has become imperative (Beer and Nohria 

2000). Through implementation of large-scale Information Technology (IT) systems 

companies try to enhance their organizational performance. Such initiatives are often 

referred to as technochange. They are similar to IT projects because they unfold in a 

planned manner as well as with organizational changes because they have impact on 

the affected users (Markus 2004). Such change initiatives, however, are not immune to 

failures. Similar to organizational changes, technochanges are characterized by 

unsatisfactory success rates where they fail to deliver the expected business benefits 

(Beldi, Cheffi and Dey 2010). Moreover, it is documented that most of the issues with 

these projects are not technical but organizational instead (Finnegan and Willcocks 

2007).  

There are many factors that can doom an organizational transformation effort to failure 

(Kotter 1995). On the one hand, the success of the change initiatives is highly dependent 

on the capacity of the organization to change the behaviour of individual employees 

(Robertson et al. 1993). On the other hand, the communication process and the 

organizational change implementation are “inextricably linked processes” (Lewis 1999, 

p. 44). Therefore, as the change initiatives aim to change the tasks of individual 

employees, clear communication about and during the change becomes vitally 

important and integrative part of every change project (Elving 2005). 

In the context of technochange, communication is recognized as a critical success factor 

(King and Burgess 2008) where effective communication can serve as a tool that 

positively correlates with increased readiness for change and reduced resistance to 

change (Elving 2005). Moreover, effective internal communication is affirmed to have 

influence on the employees´ feelings of uncertainty during change (Elving 2005) and on 

the employees´ engagement in general (Ruck and Welch 2012). Although the 

importance of communicating during organizational change is agreed upon, specific 

communication actions and approaches and are still left unexplained (Lewis 1999) 

mainly because of the complexity behind the multidisciplinary research area and the 

contextual boundaries of the investigated changes (Johansson and Heide 2008). 

The case company examined in this study is an international company that operates in a 

heavy-commoditized industry. The industry landscape is characterized by tough 

competition for prices, fast service delivery, high service quality and reliable service 

assurance. In order to adequately respond to the competition, the case company is 
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performing a range of internal changes. The development and introduction of new 

services, the implementation of Customer Relationship Management (CRM) system 

changes and the upgrade of the underlying infrastructure used to provide the services 

for customers are a few examples that indicate that change initiatives are a prominent 

feature of the organizational life. In turn, the employees are actually the ones who have 

to understand, adapt and enact these planned organizational changes.  

1.2 Problem formulation 

The case company plans and implements organizational-wide changes related to 

technology in order to stay competitive on the market and keep the customer needs in 

focus. It has been acknowledged that the success of those initiatives is strongly 

dependent on the engagement of all affected employees. The fast pace and the number 

of organizational changes in the organization, however, affect the readiness for change 

among the work force and could lead to change fatigue. Therefore, the case company is 

interested in how to enhance their communication during internal technochanges in 

order to assure employees’ engagement. 

1.3 Objective and research questions  

The objective of this thesis is to investigate how formal communication could be 

enhanced during internal change initiatives related to technology in order to reduce the 

uncertainty and increase the readiness for change among the work force in an 

international company. Particularly, the thesis intends to provide a comprehensive 

overview on the current communication practices, how these have been perceived by 

employees and what improvements can be applied in order to assure employees’ 

engagement during technochanges.  

The objective will be achieved by answering the following research questions: 

 What are the current communication practices during a technochange? 

 How do the affected employees perceive them? 

 How communication can be enhanced in order to increase the employee 

engagement during such change implementations? 

1.4 Delimitations of the study 

This thesis is delimited to a single case company so that it is possible to thoroughly 

examine the current communication practices and investigate how employees perceive 

the performed communication activities during organizational change implementation. 

Given the time frame for the research, the study was conducted and therefore 

geographically delimited only to the Stockholm office of the organization.  

Furthermore, the study concentrates on the formal communication as opposed to the 

informal communication during internal change projects. Formal communication is the 

one that “involves use of official channels; declarations and policy set down by 

organizational leaders; implementers’ instructions about the rate, timing, and details of 
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change; formal responses of leaders to other stakeholders’ challenges; and questions 

about changes” (Lewis 2011, p. 53). Informal communication that takes place 

spontaneously between implementation team and all other stakeholders is considered 

to play a large role in the outcome of change (Lewis 2011) but it has been realized that a 

thorough analysis of the informal communication during ongoing organizational change 

will not be feasible for this study.  

Another delimitation of the thesis refers to the target of the change initiative. One way 

to categorize change initiatives in organizations is by looking at the target of change. 

Leavitt´s diamond model (1965) provides a simple framework that divides in 

organizations into four categories that could be also considered as change targets. He 

argues that organizational elements can be generalized to organizational structure, 

people, tasks or technology. The model demonstrates elements of the organizational 

system are interdependent and changes cannot occur in isolation therefore change in 

one element would affect the other organizational system elements (Jacobsen 2004).  

In particular, the change project observed in the thesis focuses on planned change 

implementation of the Customer relationship management (CRM) system. This system 

is a complex software package that enables firms to combine technologies, people and 

business processes in order to respond to shifting customer needs and to improve the 

interaction with clients (Beldi, Cheffi and Dey 2010). Usually, the system is used by 

billing, sales, delivery, service assurance and other organizational functions that are 

interlinked through corresponding business processes.  In this respect, the change in 

focus for this thesis is technology-driven but this change is also having a great impact on 

all employees using the system. Therefore, the study aimed to investigate how 

employees perceive the communication efforts by the implementation team during this 

CRM technochange. 

1.5 Disposition of the report 

The first chapter introduced the topic of the thesis and provided arguments why the 

communication during technochange and the employees’ view on it are an important 

and interesting phenomenon to investigate. The objective, the corresponding research 

questions as well as the delimitations of the study were also presented. The rest of the 

thesis is organized as follows (see Figure 1): 

 

Figure 1: Disposition of the thesis  

Chapter 2: Literature review and Theoretical Framework introduces and discusses 

critically previous research on planned organizational change, the role of 

communication and general characteristics of effective communication during planned 
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change. The chapter also includes a theoretical framework that sets the base for the 

interpretation and analysis of the collected empirical data. 

Chapter 3: Methodology presents the research methods chosen in the study, discusses 

why they are appropriate to fulfill the objective and answer the posed research 

questions. The methods for empirical data collection are presented and discussed in 

detailed. The chapter concludes with a discussion about the quality of the study and the 

ethical considerations. 

Chapter 4: Empirical Data and Analysis presents the empirically gathered data 

organized in different categories that emerged from the qualitative data analysis. The 

empirical evidence is analyzed in relation with theoretical framework and literature. 

The last chapter, Chapter 5: Conclusion and Future Research summarizes the findings of 

the previous chapter, answers to the posed research questions and concludes with 

recommendations for future research topics. 
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2 Literature Review and Theoretical Framework 
The literature review presents a combination and a critical discussion of secondary 

sources. It covers previous concepts and models in the area of change management and 

communication. The purpose of this chapter is to create a comprehensive understanding 

about planned organizational change, the role of communication and the main 

communication principles during planned change. Further, the chapter includes a 

theoretical framework that specifically discusses the main aspects of communication in 

the context of change and serves as a base for the analysis of the empirical data.  

2.1 Types of organizational change  

Change is a prominent feature of the organizational life (Lewis 2011). Within the 

context of change management, change can be considered using different dimensions 

and be approached using a variety of different concepts or models (Project Management 

Institute 2013). One way to discuss organizational change is by looking at what types of 

organizational changes are described in the change management literature. Many 

researchers have adopted a duality approach when defining change in organizations. 

For example, several authors suggest that organizational change is triggered in the 

context of failures to adapt and therefore the ideal organization is the one that 

continuously adapts or changes. In other words, change in organizations is defined as a 

continuous process that has no clear start and end (Weick and Quinn 1999; Brown and 

Eisenhart 1997). In turn, episodic change is a term used to describe organizational 

changes that happen rarely, are discontinuous and intentional (Weick and Quinn 1999). 

Others distinguish between evolutionary and revolutionary (Greiner 1972) or 

incremental and radical changes in organizations (Gallivan et al. 1994). Although 

researchers use different terminology the different types of change can be summarized 

and grouped together by the impact of change on the business and the individuals 

concerned (Wagner 2006). Radical or revolutionary changes are considered to create 

great effects on the status quo while incremental or continuous changes are perceived 

just as small scale modifications or improvements in the current organizational context. 

Therefore, for this particular study, it is important to understand the impact of change 

on the individuals concerned in order to be able to categorize the reviewed 

organizational change accordingly.  

In attempt to create a systematic way to compare and contrast alternative theories of 

organizational change, Van de Ven and Poole (1995) constructed a single framework 

that accommodates four ideal type theories of organizational development and change: 

life cycle, teological, dialectical and evolutionary. The framework can be illustrated by 

four quadrants where each of these theories is placed according to the unit of change: 

single or multiple entities, and their mode of change: prescribed or constructive (See 

Figure 2). In regards with the limitations of the thesis and the case study change project, 

only the teleological theory is taken into consideration. There development is viewed as 

a cycle of dissatisfaction, goal formulation, implementation, evaluation and 

consequently modification of goals. The planned approach to change is prescribed to 
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reside the teleological theory of organizational change quadrant because the change is 

guided by a goal or desired end state and is considered purposeful. 

 

Figure 2: Models of organizational change, adapted from Van de Ven and Poole  (1995)  

Similarly to Van de Ven and Poole (1995), Miller (2012) explains that planned change is 

considered when there is dissatisfaction and the current ways of doing things are not 

effective. Furthermore, in her book about creating change through strategic 

communication, Lewis (2011) defines planned changes as “those brought about through 

the purposeful efforts of organizational stakeholders who are accountable for the 

organization’s operation” while she discusses unplanned change as “those brought into 

the organization due to environmental or uncontrollable forces or emergent processes 

and interactions in the organization” (2011, p. 37). Different definitions could bring 

slight variations of the term but a common feature is that planned change is purposeful 

and intended. Another typical characteristic of the planned change is that it unfolds in 

stages or phases. Researchers have given different names to the stages such as 

unfreezing, moving, freezing (Lewin 1951); dissatisfaction, search, envision goals, 

implement goals (Van de Ven and Poole 1995); recognition of the need for change, start 

of the change process, diagnosis, prepare for implementation, implement changes, 

review (Hayes 2002).  

In sum, there exist many different approaches to change that result in variety of 

concepts and models. The planned organizational change is a type of organizational 

change that has been initiated by organizational stakeholders with a specific purpose 

and intention. It is important to point out that these changes typically unfold in stages 

that were given different names by change management researchers. 

2.2 Other dimensions of organizational change  

Another way to understand organizational change is by looking at different dimensions 

within the change process. The direction of change, the target of change and the size of 
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change are dimensions used in the change literature to describe the organizational 

transformations. 

2.2.1 Direction of change  

The direction of change is one dimension that differentiates approaches to internal 

change. Two extremes of the direction of change that can be recognized through the 

literature: top-down and bottom-up but there are also mixed approaches to change that 

include both directions.   

Beer and Nohria (2000), for example, distinguish between changes directed from the 

top to maximize the economic value in an organization and bottom-up changes aiming 

to develop organizational capabilities. They call these two “dramatically different 

approaches to organizational change” (Beer and Nohria 2000, p. 3) respectively Theory 

E and Theory O. Leaders in Theory E manage the organization from the top, lower 

employee levels or unions are not involved in the decision making, the planning and 

execution of the change is planned and programmatic. In contrast, Theory O involves 

participative leadership and changes are small, emerging slowly but organically from 

the bottom of the organization. The authors do not exclude the possibility to sequence 

both proposed theories one after the other. Similarly, Mento, Jones and Dirndorfer 

(2002) in an evaluation of existing change models and development of their own change 

model suggest that even if the implementation of change is initiated from the top, the 

content of change should come from the bottom. 

In summary, organizational changes that are planned are typically directed from the top 

of the organization and are characterized by limited involvement of regular employees.  

2.2.2 Target of change  

Another way to categorize organizational changes is by identifying what is the target of 

change. Leavitt’s diamond model (1965) presents a system view on organizations and 

depicts an organization consists of four main components: structure, technology, task 

and people (See Figure 3) all of which could be considered as a target of organizational 

change. 

 

Figure 3: Diamond model of an organization, adapted from Leavitt (1965) 

Task stays for the main goals and field of operation of an organization. The task cannot 

be executed without employees that represent people in the model with their skills and 
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competencies. Furthermore, for the employees to be able to do their job and realize the 

task of the organization, a certain technology is needed.  Last but not least, the structure 

in the model includes hierarchical structure and relationships, communication patterns 

and processes between different management levels, departments and employees. 

Furthermore, it is argued that those components are interdependent and a change in 

one component will inevitably lead to and require change in all other elements 

(Jacobsen 2004). In a similar manner, when discussing technology-driven change 

efforts, Yukl (2010) argues that changes often fail to deliver the intended results 

because such changes also require change in the work processes, attitudes and skills. He 

warns that only in this way the new system is accepted, adopted by the users and used 

in an effective way.   

Main criticism for Leavitt’s model, however, is that it does not include the strategy of the 

organization which is considered the main guidance of the direction of organizational 

change and development (Wagner 2006). Another limitation of Leavitt´s diamond and 

could be pointed out the lack of consideration of the external factors such as the 

environment or the context in which companies operate (Jacobsen 2004). Although the 

Leavitt model has its limitations, it clearly defines the parts of the organizational system 

and the existing interdependencies between employees, technology (or systems) and 

structures (or processes).  

Techno-driven changes are what this thesis is really about. Nowadays companies rely 

on implementing large-scale Information Technology (IT) systems in order to enhance 

their organizational performance. Such initiatives are often referred to as 

technochanges. The term technochange was first coined by Markus (2004) and since 

then it has been broadly used in project management, information technology and 

organizational contexts (for example Fearon et al. 2013, Finnegan and Currie 2010, 

Harison and Boonstra 2009). She elaborates that “Unlike IT projects, which focus on 

improving technical performance, technochange involves great potential impacts on ‘the 

users’ (people, processes, and organizational performance)” (Markus 2004, p. 5). As 

technochanges hold similarities with IT projects in the way they are implemented, it can 

be assumed that they take place in stages as planned organizational changes.  

Moreover, Markus (2004) proposes that a complete technochange involves also 

complementary changes such as changes in business processes and workflow, new job 

designs, new skills training and even restructuring of departments. Herewith, it can be 

found a relation to the diamond model of Leavitt (1965) where the change in the 

technology element of the system is supposed to have an impact on the employees, the 

processes and the organizational task. 

The deployment of information systems such as CRM systems has gained momentum 

(Beldi, Cheffi and Dey 2010). Such change projects, however, are not immune to failure. 

Similar to organizational changes, technochanges also are characterized by 

unsatisfactory success rates where they fail to deliver the expected business benefits 

(Beldi, Cheffi and Dey 2010). It is documented that most of the issues with these 
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projects are not technical but organizational instead (Finnegan and Willcocks 2007). In 

this respect, it is argued that successful implementation of CRM depends on several 

critical factors such as top management support, communication, willingness to change 

processes, technological readiness (King and Burgess 2008) and employee engagement 

(Payne and Frow 2005).  

The target of change in organizations can vary from change of systems to change in 

organizational structures. The literature review above shows that the elements of an 

organization are interdependent and change in one usually requires change in the other 

elements of the organizational system. Moreover, technochanges in particular have 

great potential impact on the users and that is why the thesis takes the employees 

perspective and their view on one of the critical success factors and namely the 

performed communication. 

2.2.3 Size and impact of change for stakeholders 

Change in organizations varies in size and scope. It is important to understand whether 

a change is small scale or large scale, fast or slow in order to judge the appropriateness 

of the chosen approach to change (Burnes 2009) and to design appropriate change 

communication programme (Barrett 2002). Organizational change might involve a 

network of stakeholders.  In the case of a CRM implementation, for example, the 

technochange affects employees from different organizational functions: sales, delivery, 

service assurance etc. This makes related change initiative a challenging task with great 

need of coordination and expectations management (Gefen and Ridings 2002).  

Different stakeholder groups can perceive the impact of change differently (Lewis 

2011). A study by Gallivan (2001) serves as an illustration. He investigated how 

different stakeholder groups view technology change and for that purpose observed 

three groups of stakeholders – change managers, IT managers, and employees. He found 

out that they all were making sense of the size, the scope, and purpose of the change in 

vastly different ways and did not hold the same understanding about the change 

initiative.  

Therefore, in order to understand the impact of change, it is important to be aware and 

take into consideration the different stakeholder groups in the organizations and their 

relation to the change process. 

2.3 Stages of planned organizational change 

Planned organizational change usually happens in phases. The 3-Step model of change 

is often cited as one of the first planned approaches to change whereby its originator, 

Kurt Lewin, was recognized as one of the pioneers within change management (Burnes 

2004). It comprises of three steps: Unfreezing, Moving, Refreezing. In short, Lewin  

(1951) argued that in order for a change to happen the existing equilibrium needs to be 

destabilized or unfrozen before old behavior can be abandoned and new behavior can 

be adopted. He suggested that the present state or status quo is held in place by 

interaction of opposing forces. Another model by Lewin – the Force Field Analysis (FFA) 
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is to be applied in this first Unfreezing step. Lewin proposes that identifying and 

mapping main driving and restraining forces would allow visualization and better 

understanding which forces that need to be either reduced or strengthened in order to 

achieve the desired end state of the change (Yukl 2010; Burnes 2004). In the moving 

state, the motivation for change already exists but the direction of change is challenging 

to control because of the complexity of forces involved in planned change. The third 

final step, refreezing, aims to stabilize the group at the newly created status quo.  

With the years and ongoing research in the field of organizational change and 

development, Lewin´s work gained criticisms.  The 3-step model was considered too 

simplistic, assuming that organizations operate in a stable state. Furthermore, it was 

argued that this planned approach to change is suitable only for small scale projects that 

do not involve radical changes (Burnes 2004). Despite the critiques to Lewin´s work, his 

concepts and models continue to be used in the change management research (for 

example Klein 1996, Chreim 2002).  

A more recent model that views change as a process consisting of a number of stages 

and incorporates common features of many change process models is Hayes’ (2002). 

The illustrated model of change process suggests predominantly a linear approach to 

change. Through the dotted lines, however, it shows that change can be regarded as an 

iterative process as well.   

 

Figure 4: Model of a planned change, adaptation of Hayes (2002, p. 54) 

The phases of Hayes’ planned change model depicts to a great extent the change 

approach used to govern the CRM system and process change in the selected case study 

company. For that reason, Hayes’ model is considered appropriate to be used in the 

analysis chapter of the thesis. 

2.3.1 Attitudes towards planned organizational change 

A main determinant of to what extent planned organizational change will be successful 

is often prescribed to the attitudes and reactions that employees develop towards the 

change (Oreg, Vakola and Armenakis 2011).  

Previously, a special attention has been paid to the attitudes that were considered to 

impede the change process. As opposed to readiness for change, resistance to change is 

a term used to label restraining forces and behaviours that are working to maintain the 

status quo and prevent the planned change to take place (Lewin 1951). Resistance could 

also emerge in a form of ignorance of the change initiative (Lewis 2000 as cited in Miller 

2012). Moreover, other authors found that planned organizational change involves a 
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great deal of ambiguity that eventually results in uncertainty, anxiety and eventually 

resistance (Bordia et al. 2004). 

There are several reasons why employees resist proposed organizational changes. First, 

resistance can occur if employees distrust the organizational leaders or the 

implementation team that has initiated the change because they could believe there is a 

hidden agenda. Second, another reason for resistance can be ascribed to the lack of 

belief that the change is necessary or feasible. Third, employees could recognize the 

change as a threat for losing their status or power or even losing their jobs. Last but not 

least, as with any change people need to step out of their comfort zone, employees could 

be afraid that they will not be able learn the new ways of doing things (Connor 1995 as 

cited in Yukl 2010, p. 297). As a result of the negative effects of resistance, most of the 

change literature warns managers to actively guard for resistance to change (Piderit 

2000). Nevertheless, a weakness for this literature is that resistance is seen as a mere 

reaction rather than affirmative perspective of stakeholders (Lewis 2011).  

More recent studies look at the resistance to change as a resource that can be utilized in 

order to develop and nourish the change effort (Ford et al. 2008). Similarly, Piderit 

(2000) suggests that by looking at resistance to change only as a restraining force, 

researchers have overlooked the potentially positive intentions of employees. Further, 

she criticizes how attitudes to change have been largely dichotomized and that has led 

to oversimplifying the concept of resistance to change and ignoring the complexities of 

the phenomenon. Therefore, she proposes a multidimensional view on reactions to 

change covering emotional, intentional and cognitive aspects. Piderit (2000) argues that 

such view provides a more complete picture of employees’ reactions to change.  

In sum, attitudes to change in organizations affect the change climate in organizations 

and might be a determinant whether a planned change initiative will reach the intended 

results or not. In past research, resistance to change has been viewed solely as a 

restraining undesired reaction to change, while recently more researchers confirm the 

idea that resistance does not necessarily mean negative effect on the change initiative 

and if handled correctly the resistance can be used to improve the change initiative.  

2.3.2 The role of communication during planned change 

Internal organizational communication is often referred to as the glue that keeps the 

organization together. Welch and Jackson (2007) define internal corporate 

communication as “communication between an organization’s strategic managers and 

its internal stakeholders, designed to promote commitment to the organization, a sense 

of belonging to it, awareness of its changing environment and understanding of its 

evolving aims” (2007, p. 186). Nowadays, the internal organizational communication 

has become even more important because of the faster work pace and need of 

coordination, the geographically distributed workforce and the knowledge and 

innovation to name a few (Baker 2002). Furthermore, employee engagement at job as 

well as organizational level can be viewed as an outcome of internal communication 

(Ruck and Welch 2012). The authors argue, however, that currently internal 
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communication assessment does not focus enough on the content of communication or 

how well it is provided or understood. Nevertheless, communication is largely a matter 

of perception (Cabbab 1984 as cited in Gutierrez-Ang 2009, p. 16). In this respect, 

internal communication is an important but also complex feature of the organizational 

life. 

In the context of change, Barrett (2002) claims that the effective communication with 

the employees becomes even more critical in its role to hold the organization together. 

Here it should be noted that communication is not everything in change and it cannot 

compensate for lack of resources, poor planning and execution of planned changes 

(Lewis 2011). Nevertheless, the importance of communication has been acknowledged 

among researchers (Lewis 1999).  In the table below, there are examples in the 

literature of planned organizational change of the role researchers ascribe to 

communication activities. 

“One purpose of communication during organizational change can be to 

prevent resistance to change, or at least try to reduce this.” 

Elving´s 

(2005, pp. 

131-134) 

propositions 

for a research 

model 

presenting the 

function of 

communica-

tion during 

planned 

organizational 

change  

“One of the main purposes of change communication should be to inform the 

organizational members about the change, and how their work is altered 

because of the change. This informative function of communication will have 

an effect on readiness for change.” 

“Communication to create a community, resulting in commitment with the 

organization, trust in the organization and its management and organizational 

identification will have an effect on readiness for change.” 

“Communication will have an influence of feelings of uncertainty and on 

feelings of job insecurity.” 

“Communication is the spearhead of ensuring that successful change can take 

place. It helps to overcome ambiguity and uncertainty and provides 

information and power to those who are the subject of change.” 

Proctor and 
Doukakis 

2003, p. 275 

Through communication, management can portray some continuity in 

combination with association and dissociation, in attempting to encourage 

employees to identify with the changes required. 

Chreim 2002 

 

“Without credible communication, and a lot of it, the hearts and minds of the 

troops are never captured.” 

Kotter 1995, p. 

6 

Communication during change implementation can enable feedback between 

implementers, key decision makers, and key users. 

Lewis 1997 as 

cited in Lewis 

1999, p. 44 

“The change message and its communication can serve to coordinate the three 

change phases (readiness, adoption and institutionalization) by providing 

Armenakis 

and Harris 
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organizing framework for creating readiness and the motivation to adopt and 

institutionalize the change.” 

2002, p. 169 

 

“The perceived quality of information is the strongest predictor of workers’ 

openness to organizational change attempts.” 

Miller,Johnson 

and Grau 1994  

cited in Miller 

2012, p. 185 

“…without effective employee communication, change is impossible and 

change management fails.” 

Barrett 2002, 

p. 219 

“Talk is not cheap: What is said matters, and rigor and consciousness in the 

communication of change are what differentiates a successful change from one 

that is derailed by resistance and uncertainty…we believe that change is 

created, sustained and managed in and by communications.” 

Ford and Ford 

1995, p. 560 

Table 1: The role of communication during organizational change in different literature 
sources 

As illustrated, the role of communication has been recognized by change management 

researchers.  However, the benefits of change communication have been discussed from 

different angles depending on the desired outcomes. Some authors suggest that 

providing information about the change can prevent resistance, reduce the anxiety and 

uncertainty about change (Elving 2005; Proctor and Doukakis 2003; DiFonzo and 

Bordia 1998) because “without credible communication, the hearts and minds of the 

troops are never captured” (Kotter 1995, p. 6). Others claim that appropriate change 

communication can sparkle willingness and readiness to participate in planned change 

(Miller, Johnson and Grau 1994; Armenakis and Harris 2002; Barrett 2002). 

Furthermore, researchers relate communication during change with social identity 

theory (Elving 2005) and claim that acts of communication during organizational 

change can influence and foster the development  of common shared meanings about 

the organization that in turn  provide members with a sense of belonging and identity 

(Chreim 2002).  

Johansson and Heide (2008) attempted to capture those nuances of the existing studies 

on change communication by conducting a qualitative literature review. The review 

consisted of approximately 100 articles in the field of organizational change and 

communication published in the period between 1995 and 2007. Their findings 

gradually resulted in the following communication approaches as observed in the 

organizational change literature:  

 Communication as a tool  

 Communication as a socially constructed process  

 Communication as social transformation 

Those approaches are further explained by defining the type of change the studies have 

focused on: planned or emergent, the goals of the research – to create effectiveness, 
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understanding or awareness; and include a metaphor that best describes the 

organizational system for each communication approach.  

The authors discuss that communication as a tool is often used to declare planned 

changes and to explain what, when, who and how a change is going to happen 

(Johansson and Heide 2008). The researchers who support this communication 

approach understand organizations as a rational system. Their primary goal is to 

increase the effectiveness of the planned change process by providing information, 

creating a common understanding and changing people’s attitudes and behaviors. It is 

also believed that through “effective communication” resistance to change can be 

reduced and willingness for change can be developed. The other two categories 

identified by Johansson and Heide (2008): communication as a socially constructed 

process and communication as a social transformation are observed in the emergent 

change as opposed to planned change. For that reason they have not been discussed 

further in this literature review.  

Despite the vast amount of academic and popular change literature, communication 

approaches to change, however, are still considered underdeveloped (Lewis 1999, 

Johansson and Heide 2008). The main reasons for this deficiency can be explained by 

the complexity behind the multidisciplinary research area, the contextual boundaries of 

the investigated changes as well as the lack of a common ground for research findings 

(Johansson and Heide 2008). Moreover, the existing body of literature does not include  

so much empirical material about employees and whether they perceive the 

communication as effective (Jones et al. 2004). Those research challenges make the 

crossroad of change management and communication an interesting topic to 

investigate. 

2.3.3 General characteristics of communication during planned change 

The literature about planned organizational change touches upon what are the general 

characteristics of effective communication. Different authors have discussed different 

general aspects of communication that has been gathered in this subchapter.  

Change communication is often referred to as a well-planned and structured program.  

It is considered depending on organizational and changing contextual factors.  For that 

reason, the change communication program needs to grow out of the current company’s 

communication practices and corresponds to the size of the change (Barrett 2002). As 

discussed earlier in the chapter, there are different types of changes in regards with 

how the change is directed, what is the target and size of change, etc. From a 

communication perspective, “each type of change has implications for both 

communication content and communication processes” (Lundberg 1990, p. 10).  

The reviewed theory and models demonstrate that the planned organizational changes 

typically are reviewed to unfold in stages. In this respect, it is argued that 

communication activities have to be tailored for each stage of the planned change (Klein 

1996). Furthermore, a planned top-down approach to change is likely to be related with 

the use of official media that is often associated with one-way communication 
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(Timmerman 2003). This reveals challenges for implementers because employees on 

lower levels in the organizational hierarchy have not participated in the change 

planning and rationale but they need to be persuaded of the need for the change, 

understand the change process in order to eventually accept and enact the change 

(Lewis 2011).  

Therefore, reactions to change have to be managed proactively. Effective 

communication is considered as one of the most straightforward ways to deal with and 

manage different reactions to change (Lewis 2011; Elving 2005; Bordia et al. 2004; 

Bordia and DiFonzo 1998). Who should be the communicator of change (Klein 1996, 

Larkin and Larkin 1996)? What information should be provided at what point of the 

change process (Klein 1996)? To who and what information should be disseminated 

(Lewis 2011)? Through what channels (Timmerman 2003)? Should employees be 

involved in the change process and encouraged to provide input (Lewis 1999)? Each of 

the mentioned authors has discussed how different communication aspects can have an 

effect on the employees’ reactions and expectations of change. Those questions will be 

looked closely in the theoretical framework.  

In conclusion, the process of communication during planned organizational changes has 

its place in the change management literature. It has been considered as a tool that 

implementers could use in order to manage employees reactions to change. Lewis 

(1999) and Johansson and Heide (2008), however, support the opinion that 

communication approaches are still underdeveloped where empirical evidence about 

the employees perception on the change communication is limited (Jones et al. 2004). 

For that reason, this thesis introduces a specific case of a technochange where the 

performed communication and the employees’ view on it is in focus. 

2.4 Theoretical framework: Communication during planned change 

The theoretical framework builds on the previously discussed concepts of planned 

organizational change and communication. With the help of communication theories, it 

aims to explain the process of communication in the context of change by discussing 

each of its integral parts in more detail. In this respect, the theoretical framework deals 

separately with the sender, the message, the channel and the receiver of change 

communication. 

2.4.1 The process of communication during organizational change 

Chapter 2.3.2 discussed the role and importance of communication during planned 

organizational change in variety of literature sources. In their literature review, 

Johansson and Heidi (2008) concluded that the communication during planned change 

can be conceptualized as a tool to manage the understanding and reactions to change.  

For the purpose of this thesis, the tool is viewed as consisting of three main aspects. 

These are dissemination of information, soliciting input and socialization (Lewis 2011). 

First, the information dissemination as the term suggests involves spreading of 

information to stakeholders. In particular, the formal dissemination of information is 
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considered critical during the times of change implementation because it gives the 

opportunity to implementers to clarify the purpose and process of change, to create a 

common level of understanding about a change initiative and to help discard inaccurate 

rumors. Second, the soliciting input is the process when implementers encourage, 

engage and empower other stakeholders to share their opinions, feedback and 

reactions. This process is also often referred to as participation in decision-making or 

upward communication. The third aspect of communication, socialization, concerns 

how organizations shape the understanding of its member regarding values, priorities, 

procedures, job processes and culture (Lewis 2011). 

These three complementing aspects of the tool, communication, set the base for two-

way communication that is suggested to be welcome and desired by the affected 

employees and therefore have positive benefits for the change process (Lewis 2011). 

2.4.2 Models of communication process  

Elving (2005) suggests that classical communication theories can be applied when 

discussing communication during planned change efforts. In this respect, 

communication is often illustrated as a process of transferring a message from a source 

to a receiver through some communication channel. One of the first models that 

visualize this process can be traced back to a book on information technology by 

Shannon and Weaver (Hollnagel and Woods 2005).  The model outlines the main 

aspects of a communication process – namely, source (sender or communicator), 

receiver, message, channel and noise or anything that interferes with the channel or the 

messages. Although the model has been used within social sciences, it is acknowledged 

that it is simplistic. Taking into account that the model is taken from an engineering 

context, it is acknowledged that is lacking the complexity brought when used to 

describe communication between individuals (Littlejohn and Foss 2009). 

An example of a more sophisticated model that takes into account some aspects of the 

complexity involved in the process of communication is shown in Figure 5.  

 

Figure 5: Process of communication model, adapted from White and Chapman (1995)  
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The basic elements of communication that exist in the Shannon and Weaver’s model can 

be recognized here as well. White and Chapman’s model (1996), however, also includes 

a feedback loop by which extends the communication to a two-way process. 

Furthermore, the acts of encoding and decoding consider thoughts and feelings by the 

creation and interpretation of the transmitted messages between sender and receiver. 

As mentioned earlier, the communication is largely a matter of perception (Cabbab 

1984 as cited in Gutierrez-Ang 2009, p. 16) so it is important to acknowledge that 

thoughts and feelings influence the way a message is coded and is given a meaning. Yet 

the model draws attention also on the previous experiences of both parties, senders’ 

and receivers’, ascribed as experience horizon. In the context of change, Kotter (1995) 

argues that personal experiences with past changes influence the perception of the risk 

involved in the current change therefore, it can be considered that the perception of 

communication during change can also be affected by the previous change experiences 

of the individuals. 

During times of planned organizational change, the three aspects of communication can 

be transferred to the White and Chapman (1996) model. The dissemination of 

information could refer to the message transmission from implementers to the affected 

employees; the providing of input relates to the feedback from the employees to the 

implementation team and the socialization presents the process of exchanging 

messages and feedback as a whole until both parties reach a shared view and 

understanding about the change. 

2.4.3 Communication aspects and their characteristics during planned change 

In order to look deeper into the process of communication and understand what is 

important for effective communication during planned change, each element or aspect 

of communication process has been considered and discussed separately in the next 

part of this chapter.  

 Sender or Communicator 

In the context of planned organizational change the implementation team prefers to be 

the sender or communicator and therefore the primary source of information on 

change. According to an international study among implementation team members, the 

implementers, followed by top management and middle management are regarded as 

the main sources of information about an ongoing planned change (Lewis 2011).  

The process of communication by implementers to all affected employees, however, 

reveals several challenges. First, authors suggest that effective communicators need to 

invest time and effort to provide the context and explain the rationale behind the 

change in order to prepare the organizational members for the next planned steps 

(Klein 1996, Kotter 1995, Lewis 2011). Information on the objectives of change and a 

concrete description of the related planned activities could also contribute to the 

readiness of the organizational members who have to pull of the change operationally 

(Klein 1996). It is also vitally important for effective communication to allow and 

encourage dialogue because in this way the audience has the opportunity to clarify 
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ambiguities, make a relation between sender and receiver and absorb the content 

through discussion (Klein 1996, Ashkenas 2011).  

Second, the sender himself/herself has to be perceived as credible in order for the 

conveyed messages to be accepted and regarded as trustworthy (Kotter 1995, Klein 

1996, Lewis 2011). Mento et al. (2002, p. 52) warn that “if the initiative lacks credibility 

with any of the targeted audiences, the change is dead before it even begins” while Klein 

(1996) argues that the very first communication should come from senior management 

who is in charge of the unit. In turn, Larkin and Larkin (1996) support the idea that in 

order to change employees have to learn what is expected from them from a familiar 

and credible source. That is why they argue that the line supervisors should play a 

major role in the communication with the employees during the whole change process. 

Furthermore, it is believed that perceived deception or incompleteness of the provided 

information can negatively affect the credibility of implementers and as a result can 

endanger the success of the change program (Schweiger and DeNisi 1991 as cited in 

Klein 1996). Here it is also important that the management shows integrity between 

words and action. Similarly, D’Aprix (1996) describes ideal organizational 

communication to be characterized by high say/high do correlation. He argues that such 

correlation indicates that there is sufficient communication and that management 

actions match their communication messages. 

Third, through communication management should try to induce the member 

identification with the planned organizational change (Chreim 2002) and aim to create 

community. Such communication can have a positive effect on readiness for change 

(Elving 2005). 

Those three general milestones of the sender’s communication are consistent to some 

extent with the conclusions from Truss et al. (2006). They found that employee 

engagement depends primarily on whether one feels well informed about what is 

happening in the organization, whether one has the opportunity to feed their opinion 

upwards, and whether one’s manager is committed to the organization. 

 Channel of communication 

Communication channel or medium can be defined the means by which messages get 

transported from a sender to a receiver. The types of channels could be divided into two 

main groups: interpersonal and mediated. The interpersonal channels include primarily 

face-to-face communication while the mediated channels use some kind of technology 

to transport the intended message (Lewis 2011). The current research and assessment 

of internal communication deals with the use and preferences of channels whereas this 

is often tightly linked to the concept of information richness (Ruck and Welch 2012). 

Information rich channels are the interpersonal channels that involve face-to-face 

contact, while media of lower or leaner richness are impersonal and rely on rules, 

forms, or data bases (Daft and Lengel 1986). Figure 6 below summarizes the level of 

information richness for different communication channels. 
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The notion of information richness is combined with the notion of task ambiguity in 

order to determine the appropriate selection of media usage. Task ambiguity exists 

when there are many different interpretations of the available information. Theorists 

advise that communicators need to match communication that is high in ambiguity with 

rich media and communication that is low in ambiguity with lean media (Lengel and 

Daft 1988). 

 

 

Figure 6: The pyramid of channel richness, adapted from Samson and Daft ( 2011) 

As can be seen in the figure above, e-mail and intranet publications are characterized by 

medium richness of information which means that information spread through these 

channels should be medium in ambiguity. Welch (2012) reviews internal 

communication media according to three other attributes: controllability, distribution 

and usability. She argues that these attributes could influence the probability of 

communication reaching internal stakeholders. Controlled media refer to the situations 

when a communicator is able to control message content, format and channel. This, 

however, does not exclude the possibility that the intended receiver accepts, rejects or 

simply ignores the message. As far as the distribution method is concerned, internal 

media has been categorized as push or pull. For instance, push media is email where the 

information is sent directly to the employees. In contrast, intranet is a typical example 

for pull media where employees are required to go to the intranet, search and collect 

the information themselves. The advantage, however, of this technology is that the 

posted information is accessible across organizational levels at any time (Lee and Kim 

2009). The third attribute, usability, relates to the ease of use of the internal media. To 

find content on the company intranet quick and easy becomes a prerequisite for an 

effective internal communication (Welch 2012).    

In the context of organizational change, researchers encourage to use several 

communication channels to reach all stakeholders. Klein (1996) states that the use of 
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several channels is more effective for the message retention than the use of one 

communication channel. He also specifies that the interpersonal face-to-face 

communication is the preferred medium. Barrett’s (2002) also emphasizes on the use of 

direct, face-to-face communication over impersonal and indirect, print or electronic 

media. She also proposes the used media to be monitored and determined whether it is 

effective or not. For example the success rate of intranet published information can be 

observed by monitoring and analyzing the intranet traffic (Ruck and Welch 2012). 

Timmerman (2003) integrates change literature dealing with implementation 

approaches (programmatic and adaptive) and phases (exploration, planning, action, 

integration) together with media selection research.  He proposes a descriptive 

framework that supports the understanding and prediction of media use during 

planned change implementation. Timmerman (2003) argues that a set of six key factors 

influence the media selection in different organizational situations. According to him 

source, organizational, media, message complexity, receiver and strategic factors affect 

the choice of media that implementers use to disseminate information about planned 

change. For programmed change approach, Timmerman (2003) suggests the use of 

more formal ways of communication such as publishing of formal written documents, 

holding formal meetings, and focusing on one-to-many announcement methods in order 

to reach many recipients. The proposed media selection was tailored to a specific phase 

of the change process. 

 Message  

The transmission of change messages in terms of dissemination of information is 

another aspect of the change communication processes.  

The very first official announcement of change is considered a critical part of the formal 

communication that can set a tone that may have implications for the entire 

implementation effort (Schmeltzer 1995 as cited in Lewis 2011). Through the message 

announcements the change effort could be framed in a certain way. For example a 

technological change can be presented as “a new philosophy of who we are – modern” 

or could be constructed as just “doing business as usual with a modest update” (Lewis 

2011, p. 13). 

Next, change literature often discusses the vision as one of the first key messages used 

to guide employees through major organizational change. It should picture for them the 

benefits of the future if the change is enacted successfully (Yukl 2010; Kotter 1995). 

Main characteristics of an effective vision are that it should be imaginable, desirable, 

feasible, focused, flexible and last but not least communicable (Kotter 1996). Change 

leaders should be able to communicate the vision in less than 5 minutes putting aside 

statistics and numbers. A good indication whether the vision has been assimilated by 

the employees down the hierarchy is if they are able to articulate it. Failure in “creating 

clear vision, communicating and selling” it to those who have to enact the change could 

lead to failure of the entire change initiative (Kotter 1996, Lewis 2011).  
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The actual content of the change messages also play an important role how employees 

will perceive the change process and the communication efforts by implementers. First, 

it is often proposed that the information regarding the change has to be tailored to the 

audience (Barrett 2002; Klein 1996). In this way, the information is relevant and 

meaningful for the employees. At the same time information has to be consistent 

because stakeholders interact with each other, share information and opinions and 

implementers have to acknowledge that (Lewis 2011). In contrast, Lewis (2011) finds it 

useful to tailor messages to specific stakeholder groups but she suggests that 

communicators cannot completely segment their audience in the organizational context. 

Second, the communication content is supposed to be modified in accordance with each 

stage in the change process. Klein (1996) uses Lewin´s 3-Step model and demonstrates 

what information is appropriate to be disseminated in each phase of the planned 

change. He proposes that during the Unfreezing stage communicators should 

concentrate on explaining the rationale behind the change initiative. For a change to 

stick, at this initial phase communicators should use persuasive messages to ensure that 

employees will pay attention to the next messages, will start questioning the old 

assumptions and will consider the new ways of working (Garvin and Roberto 2005). In 

that sense, messages need to be two-sided. That means that communicators have to 

present not only arguments supporting the direction of the change but also discussing 

opposing arguments. During the Moving stage of the change, Klein (1996) advises that 

employees have to be kept constantly informed about the progress. It is also important 

to collect their input. Further, communicators have to strive to clear misconceptions 

and clarify role relationships and expectations. In the Refreezing stage the success of the 

change has to be spread and published in a way that it reaches all employees. 

Last but not least, transmission of change messages can also be characterized by aspects 

such as timing and frequency.  For large scale changes communication happens in 

stages and key events are being announced in a timely manner (Lewis 2011). Most 

researchers advise for regular or even excessive communication for effective message 

retention (Klein 1996; Kotter 1995). 

For successful change it is important that the messages such as first official 

announcements as well as the vision for change are carefully prepared and 

disseminated across the work force. The content of information should be relevant and 

meaningful for employees so that they gain better understanding of the change 

rationale and become convinced to actually adopt the change. Further, employees 

should be kept constantly informed about the progress of the change in order to make 

sure that the messages have been received. 

 Receiver  

In the planned organizational change employees are considered to be the receivers of 

the implementers’ communication (Lewis 2011). For the purpose of this thesis, the term 

“non-implementers” is preferred to define the largest stakeholder group affected by the 

organizational change. Unlike “recipients of change” (Mento, Jones and Dirndorfer 
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2008) “non-implementers” bears neutrality and implies that employees might be an 

important part of the change process and not just an audience of the change initiative.  

Planned organizational changes are usually carried out with limited interaction 

between the implementation team and the employees who are to eventually enact the 

change (Lewis 2011). Mento, Jones and Dirndorfer (2002) recognize the issue of 

preparing the non-implementers for the change as important factor for the realization 

of the planned change outcomes. One way to align employees with the change is to give 

them the opportunity to provide their input. In order to label the input from 

stakeholder during change various names have been used. Participation, feedback, 

upward communication are just a few of them. The opportunity to provide feedback to 

implementers suggests a two-way communication that can enable active engagement of 

stakeholders and also it can stimulate the stakeholders’ feelings of control over the 

change process (Lewis 2011). Two-way communication allows ambiguities to be 

clarified, and increases the probability that the sender and the receiver are connecting 

appropriately (Klein 1996). Researchers suggest that one effective way to gather 

feedback is face-to-face communication (Mento et al. 2002; Klein 1996). This kind of 

communication calls for advantages such as immediate feedback, the ability for 

participants to become aware of non-verbal signs during the interaction and emotional 

aspects of communication which otherwise might be left unrevealed (Klein 1996). 

However, it has to be pointed out that there might be different intentions that 

implementers have when using non-implementers’ feedback. The two extremes suggest 

that implementers could treat the participation as a resource or just assign it a symbolic 

meaning (Lewis 2011). The symbolic participation implies that participation is just an 

appearance that are not taken further and used by the implementers while resource 

participation allows the stakeholders to have an impact on the change initiative (Lewis 

2011). The literature differentiates also between different types of participation of non-

implementers. The direct participation implies that individuals represent themselves, 

while indirect participation is observed when a representative stands in for a group of 

stakeholders. Combining the way implementation team use the participation and the 

participation types results in four styles of participation during change. 

 Widespread empowerment – the input gathering is an ubiquitous practice and is 

used as a resource; 

 Privileged empowerment – only selected non-implementers are approached for 

input under the resource approach; 

 Ritualistic participation – diverse groups of non-implementers are involved 

symbolically; 

 Bankrupt participation –even symbolic involvement is available only a few 

representative of the non-implementers;  

In case a change is applied without any feedback from the employees, the change is 

likely to be perceived negatively. The participation styles above, however, show that the 
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intentions of the implementers should also be viewed as sincere otherwise the 

participants’ willingness to contribute and be engaged in the change process would 

decrease (Lewis 2011). 

Implementers often also try to control the informal circulation of information and 

opinions by employees that are not part of the implementation team. Implementers, 

however, are practically not capable of controlling and setting frames of the informal 

communication. Additionally, the non-implementers are usually the largest group during 

an organizational change. Not surprisingly, research shows that the most often non-

implementers receive information about change through “word of mouth” and small 

informal discussions. Employees tend to seek for information in their proximity and 

colleagues that are most likely to possess the useful information (Lewis 2011). 

More participative approaches to change where different stakeholders are encouraged 

to share their feedback has been associated with positive benefits for the planned 

organizational changes. Previous research, however, focuses mainly on perspective of 

the implementers and how they should communicate change to employees (Lewis 

2011; Wagner 2006). Change implementers are regarded as the strategic 

communicators and leaders of change while the role of the other stakeholders has 

rather been neglected as if they take part only passively in the change process (Lewis 

2011). That is why this thesis takes on the employees’ perspective and aims to create an 

understanding of how employees actually perceive the change communication efforts 

by the management and the implementation team. 

In conclusion, the theoretical framework is grounded in a basic communication model 

in order to divide the communication process into several aspects. This was a way to 

reorganize and combine different literature sources in order to gain deeper 

understanding about the sender, the message, the channel and the receivers in the 

context of organizational planned change. The theoretical framework aimed to build a 

body of knowledge about the important issues for each aspect of communication and 

their effect on the non-implementers and their understanding and acceptance of the 

change process. It is used as a basis for the analysis of the empirical data.  And how the 

empirical data has been collected is discussed in the next chapter, Methodology. 
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3 Methodology  

This chapter of the thesis motivates the chosen scientific paradigm and presents a research 

design where the corresponding methods for data collection and data analysis have been 

explained. At last, the chapter includes a discussion about the quality of the research and 

the ethical aspects that has been taken into consideration during the study.   

In this Master thesis it has been investigated how communication during planned 

organizational change can be enhanced in order to foster engagement and increase the 

readiness for change among the workforce of an international company. On one hand, 

the communication process “involves interaction, discourse and interpretation” (Lewis 

2011, p. 283) by stakeholders. On the other hand, changes in the organizational context 

provoke natural emotional reactions and people tend to be reluctant to change their 

habits (Garvin and Roberto 2005). This makes the intersection between communication 

process and change management initiatives a complex multidisciplinary research area 

where it is important to understand the human experience, perceptions and behaviors 

of individuals within a contextual setting.  

The study, therefore, leans towards the interpretative end of the continuum of scientific 

paradigms. The purpose of the interpretivism is to describe, translate and understand 

social phenomena.  This particular study aims to describe the current communication 

processes within the context of an internal project related to a technology-driven change 

and to understand how employees perceive the communication activities in place.  The 

interpretative approach is considered as most appropriate because this kind of 

paradigm is based on the belief that reality is subjective; i.e. cannot be separated from 

the perception of the researcher. Findings from an interpretative research, thus, are 

dependent on the researcher’s interpretation of what has been studied (Collis and 

Hussey 2009). 

3.1 Research design 

It is critical for the success of a study to have well designed and documented research 

steps (Yin 2003). Figure 7 below illustrates the research design and process in a 

graphical form. The first milestone in the process of creating the Master’s thesis was to 

formulate the problem, the purpose and the research questions and limitations that had 

to guide the whole research. The knowledge areas of change management and 

communication were identified as important and fruitful for investigation and 

improvement because of the high number of company-wide technology-driven changes 

the case organization plans and implements. Throughout the study the purpose, 

research questions and limitations, however, undertook several revisions and 

modifications as a result of the reviewed literature and the gathered empirical material. 

Similarly, during the study an iterative approach was used also when reviewing 

literature, collecting empirical data and analyzing the case. The actual writing of the 

thesis has been an ongoing process from the beginning until the end of the research.   



25 
 

 

Figure 7: Research design and the process of writing the Master thesis 

Several sources of empirical data were used in the case study including face-to-face 

interviews, documents review and direct observations. The processes of reviewing 

literature, collecting empirical data and data analysis have been discussed in detail in 

the following subchapters. 

3.2 Literature review 

The review of literature has built the basis of this study. First, the literature review 

aimed to outline the existing body of knowledge within the areas of change 

management, communication and their intersection. Further, it assisted to better 

understand the context of the particular phenomena at hand: the communication 

practices during planned organizational change and their effects on the stakeholders 

that are not involved in the change implementation.  

The theoretical framework was based on a basic model in order to divide the  

communication process into aspects from which the characteristics of communication 

in the context of planned organizational change has been discussed. This part of the 

literature review was the main source for interpretation and analysis of the collected 

empirical data. By reviewing and critically evaluating previous studies, valuable insights 

were gathered about how other researchers developed their research design and 

organized their findings. 

3.3 Case study 

In order to investigate how communication can be enhanced in order to encourage 

engagement during internal change projects, the methodological approach that was 

chosen is a case study. Case study is a methodology commonly associated with the 

interpretivist paradigm (Collis and Hussey 2009). It is an empirical inquiry that 

explores a current phenomenon within its real-life settings and it especially applicable 

when the boundaries between the phenomenon and the context are not clearly evident 
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(Yin 2003). In this respect, the communication practices during the ongoing 

technochange at the case company cannot be detached from the organizational context 

and background.   

Case study has been chosen for several reasons. First, this method allows the use of a 

variety of methods to obtain in-depth knowledge (Collis and Hussey 2009). In this 

particular study, direct observation of All Staff Company meetings, a series of interviews  

and documents review has been performed in order to increase the variety of evidences. 

Those methods are further discussed in this section.  Second, to understand how 

employees perceive the communication during planned organizational change, it is 

believed that the organizational context plays an important role and that is why the 

investigation focuses on a single-case company. Next, the methodology choice highly 

depends on substance and form of the posed research questions (Yin 2003).  What the 

communication practices are during an ongoing change, how they are perceived and 

how they can be enhanced are questions of explorative nature. Additionally, the 

questions aim to investigate a contemporary set of events over which the researcher 

has little or no control. As a result, a case study was identified as an appropriate 

research strategy (Yin 2003). 

The case study is conducted in an office of an international company located in 

Stockholm. The company has approximately 150 employees in Stockholm while word-

wide it employs altogether around 500 people. 

3.3.1 The change project in focus 

The center of the study is a change project related to a major upgrade of the CRM 

system used in the company. It involves also changes in the way employees are working 

and the departments: sales, delivery, service assurance and billing are mainly affected 

by the change. The project vision calls for simplicity, better data visibility throughout 

the order to delivery process, better control of internal resources, and easier 

identification of future business opportunities. 

The implementation team consists of a project manager, reference group as well as 

training, requirements, test and migration responsibles. A simplified diagram of the 

implementation team structure is presented below (See Figure 8). 

 

Figure 8: Structure of the change implementation team at the case company 
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The majority of the members of the implementation team members are based in 

Stockholm. The assigned project manager also based in Stockholm is an external 

consultant while the rest of the implementation team are employees in the company.  

The change project is ongoing at the time of the research investigation. Initially, the 

project was supposed to be completed by the end of 2014 but due to complexity and 

modifications of the change approach the time plan has been extended by the first half 

of 2015. Changes unfold per product group where during the time of the investigation 

two product groups out of five have been completed. This change approach includes 

two main implications for the affected employees. First, there are employees who 

already have to apply the new ways of working and operate in the new system 

environment in their daily work while there are others who have not been affected by 

the change in any way yet. And second, some of the employees have to work 

simultaneously in the old way and in the new way depending which product they are 

working with. In the next subchapter it will be explained how these implications are 

taken into consideration when selecting the interviewees from the non-implementers 

stakeholder group. 

3.3.2 Semi-structured face-to-face interviews 

Face-to-face interviews were conducted and used as primary data collection method for 

analysis. Interviews are one of the most important source of case study information (Yin 

2003). The main purpose of interviews is to find out what the interviewee thinks, does, 

or feels (Collis and Hussey, 2009). In this particular study, the interviews aim first to 

understand the implementers´ intentions for communication during an ongoing change 

project. Then the interviewees intend to capture how employees perceive the 

performed communication activities during the planned change implementation in 

order to explore what enhancements to the performed and perceived communication 

can be applied. 

All interviews were done under semi-structured approach. The interview guide for each 

group, implementers and non-implementers, therefore includes a number of questions. 

The interview guides can be found in Appendix A. The purpose of the interviews with 

the implementers was to learn more about the change project, the challenges associated 

with it, the communication activities undertaken by the implementation team. In this 

respect, the questions aimed to gather more factual data. In contrast, the questions to 

employees had the purpose to reveal what they think or feel. The questions for both 

groups of interviewees were prepared in advance in order just to outline the topics of 

discussions. However, it was also possible to ask follow-up questions during the 

interview. These follow-up or probe questions were asked in response to what the 

interviewee has said in order to gain greater understanding of the issue under study 

and explore interesting unexpected aspects of the phenomenon under investigation 

(Collis and Hussey 2009). The semi-structured approached ensured that the interviewer 

had some flexibility but at the same time had frame of the range of topics and possibility 

to find patterns among the data generated from the interviews (Blomkvist and Hallin 
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2014). In this regards, it is important to note that structured interviews have not been 

considered as an appropriate option for this study because this would limit the richness 

of responses given by the interviewees (Collis and Hussey 2009). 

The face-to-face interviews took place in the office of the case company in Stockholm 

and lasted between 35 and 55 minutes. They were conducted in English language but 

the interviewees were also offered the possibility to reply in Swedish in case they felt 

more comfortable to do so.  The interviewees were asked for permission whether the 

interview can be recorded and they were assured that the recordings will be deleted by 

the end of the study. Later on, each interview has been transcribed.  

 Selection of interviewees 

In order to capture current communication practices in the case company in regard 

with the internal project in focus, three interviews were conducted with members of the 

implementation team. In this way it was possible to gain understanding about the 

project phases and the planned communication activities from the implementation 

team.  

The other group of interviewees was comprised of employees who are not part of the 

implementation team and do not have responsibility for other employees. As mentioned 

in the previous chapter, the term non-implementers is used throughout the thesis in 

order to define this group of stakeholders. In general, the CRM system has around 500 

users and is practically used by all departments in the company in all location around 

the world. Nevertheless, sales and delivery are the organizational functions that work 

with the system on a daily basis; they are the ones that create the orders and services 

that later on are handled by billing and service assurance departments.  According to 

the implementation team, the change project is considered to have greatest impact on 

the sales, delivery and billing departments and employees from these departments have 

been therefore selected to take part in the study. Nevertheless, following the logical 

path of a service through sales and then delivery processes, the delivered service is later 

responsibility of service assurance. This organizational unit makes sure that the service 

is operational throughout the contract time. Service assurance department uses the 

CRM system as a tool to log in fault reports. For that reason, it has been considered 

whether service assurance to be included in the study or not. In regards with the project 

the department was categorized as least affected because there were no expected 

process changes but just changes in the system outlook. Moreover, the employees in this 

department work 24/7 and cover different morning, afternoon and night shifts. Because 

of that flexible working time and no clear regularities who is working when, the 

dissemination of change information to these employees might happen in a way 

different to other employees who are working from 9 to 17.  As a result, employees from 

this department have not been invited to take part in the study. 

The departure from the initial time plan as well as the change approach per product 

group has set certain limitations for the selection of interviewees because a limited 

number of employees have actually participated in trainings and have started to use the 
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new ways of working in their daily job in the Stockholm office. With the belief that 

employees who are at the same stage of the change, would have received the same 

communication messages and trainings, the selection of non-implementers was limited 

to employees who are dealing with the products that have undergone the changes in 

process and system functionality. 

The number of interviewed employees has not been defined in advance but it has been 

decided that the saturation in the content of the interview responses is decisive for the 

study. A request for interviews has been sent to the managers of the employees. The 

interviews were planned with employees who had the availability and the willingness to 

participate in the study. As a result, altogether 10 interviews have been conducted. 

Role 

 in the change project 

Department 

in the 
company 

Interview 
date 

Material 

Implementer - 06.03.2015 Audio recording + transcription 

Implementer - 19.03.2015 Audio recording + transcription 

Implementer - 30.03.2015 Audio recording + transcription 

Non-implementer Sales  08.04.2015 Audio recording + transcription 

Non-implementer Sales 09.04.2015 Audio recording + transcription 

Non-implementer Delivery  17.04.2015 Audio recording + transcription 

Non-implementer Delivery  20.04.2015 Audio recording + transcription 

Non-implementer Delivery  21.04.2015 Audio recording + transcription 

Non-implementer Billing  05.05.2015 Audio recording + transcription 

Non-Implementer Billing  05.05.2015 Audio recording + transcription 

Table 2: List of conducted interviews at the case company 

Table 2 summarizes all conducted interviews at the case company. Due to anonymity 

the interviewees have been presented not by their names but by their role in the project 

and the department they belong to. As the members of the implementation team count 

11 people excluding the steering group, providing their positions in the company would 

easily reveal their identity. That is why their position and to which team they belong to 

has been intentionally omitted.  

3.3.3 Direct observations 

Complementary empirical data has also been collected through direct observations. The 

data from observations consists of fieldwork descriptions of activities, behaviors, 

conversations, organizational processes that are part of the observable human 
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experiences (Patton 2002).  As the purpose of observational analysis is to take the 

reader to the contextual setting that was observed, the observational notes have to be as 

detailed and descriptive as possible. Moreover, the data should be factual, accurate and 

thorough (Patton 2002).   

The study for this thesis focuses on a technology-driven planned organizational change 

that is currently ongoing. As the observed phenomenon - communication during the 

change project is not historical but happening in the time of research investigation, 

there was a possibility for direct observations. One of the research questions aims to 

find out what the current communication practices in the case company are. As 

observational evidence is considered useful for providing additional information about 

the topic studied (Yin 2003), two All staff meetings of the company have been observed 

and documented. These meetings provided not only important insights about the 

organizational climate but also the way senior management communicates, what 

information is disseminated to the employees and how internal changes are 

communicated and addressed in these big forum meetings. The meetings have been 

recorded which allowed the researcher to perform the watch and listen to the meetings 

repeatedly in order to make sure that the observations have been documented properly. 

Meeting Date Duration 

All Staff meeting (broadcast) 17.02.2015 2 hours with a break 

All Staff meeting (online) 26.03.2015 1 hour 

Table 3: List of direct observations: data and duration 

A description of those events can be provided on request. On one hand, this method 

makes it possible to cover the reality and capture the context of the events observed 

(Yin 2003) in order to get a holistic view from first-hand experience (Patton 2002). On 

the other hand, the method is considered time consuming, costly and causing issues 

with reflexivity - the events may proceed in a different way because they have been 

observed. In general, the All staff meetings are big observational events in their nature. 

Senior managers hold a speech and discuss organizational issues in a structured 

manner for limited amount of time where employees are the ones observing, listening 

and following the presented information. As the meetings happened also via broadcast 

and online through an audio communication platform respectively, influencing the 

observed presenters was practically not possible. In order to make sure the 

observational data is reliable, it is recommended to have at least two observers (Patton 

2002). As in this case study the research has been conducted by only one person, the 

availability of the recordings was very useful to ensure that the observations are 

presented in an objective way.  

3.3.4 Published documents review 

As a first step of the investigation, archive searching and document review was carried 

out in order to obtain an overview of the change project. In a dedicated directory on the 
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company’s intranet, it was possible to get acquainted with the published documents 

regarding the implementation team structure, roles and responsibilities, the project 

goals, the initial time line and project phases. In this way it was possible for the 

researcher to gain initial insights about the change initiative and decide on what 

questions to be posed to the implementation team. By knowing what information is 

available about the project, the researcher was also able to speak in the terms used by 

the company representatives. Moreover, the document review allowed the researcher 

to observe which of the published information has actually been acknowledged by the 

employees.  

3.4 Qualitative data analysis 

The analysis of qualitative data is a challenging process because there are no 

established agreements how the analysis should be done in comparison with those 

observed with quantitative data (Robson 1993). Another issue is that the data collection 

cannot be strictly divided from the process of analysis (Collis and Hussey 2009).  

In this respect, the very first step of analyzing the collected qualitative data comprised 

of transcribing the conducted interviews, describing the direct observations and 

summarizing the reviewed published documents on the company’s intranet. This 

allowed the researcher to listen to the interviews, watch the company’s meetings once 

again and transcribe them word for word and in that way lower the chance of 

misinterpretation of the collected empirical data. Specifically, the transcription of 

interviews has been done continuously between March and May 2015. Next began a 

process of intense reading and continuous data reduction that aimed to discard 

irrelevant data and identify patterns and relationships through the collected data (Collis 

and Hussey 2009).  As a result, several themes or categories have been identified. They 

have been sorted out through color marking where for each theme is assigned a 

different color (Blomkvist and Hallin 2014). This marking also helped to make 

observations about the frequency of occurrence of a certain theme and in this respect 

quantifying the data to some extent (Collis and Hussey 2009).  

With the help of these methods and guided by the research questions to describe the 

current communication practices and capture how employees perceive them, four main 

categories of communication activities emerged. They enabled the data to be 

restructured and fitted in these four categories that gave the basis of the empirical 

analysis discussed in the next chapter. After identifying these four categories, the 

empirical data related to each area has been gone through repeatedly.  In this way it was 

possible to relate or contrast the empirical data to the concepts in the theoretical 

framework and come to the main empirical findings. 

3.5 Quality of the research  

The data collected for this interpretive study was qualitative data. When talking about 

quality of a research there are several criteria taken into consideration: reliability, 

validity and generalizability. Reliability deals with whether a repeated study would 
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produce the same results as the first one while validity is concerned with the extent to 

which the research findings actually reflect the phenomenon being studied. 

Generalizability is the extent to which the research findings can be extended to other 

cases or to other settings beyond those examined in the study. In particular, 

interpretative studies are characterized by high level of validity but they usually are 

proven low on reliability.  In fact, reliability is considered of little importance for 

qualitative studies where a criterion like credibility takes a leading role in assessment of 

the research quality (Collis and Hussey 2009). Similarly, in the qualitative studies the 

generalizability is replaced by the term transferability that is concerned with whether 

the findings can be applied to another situation that is sufficiently similar to the 

investigated case (Collis and Hussey 2009). The issue of transferability has been 

discussed in the end of the report. 

In this particular study, a special attention was paid to ensure high validity. In order to 

gain in-depth understanding about the phenomenon under investigation and collect 

rich and detailed explanation about the communication practices during an internal 

organizational change, a single case study approach has been chosen. In this way the 

research is likely to be valid because of the close interaction of the researcher with the 

empirical evidence (Eisenhardt 1989). Nevertheless, the time frame of 20 weeks for this 

study had an implication for the number of interviews. By having a 10 semi-structured 

interviews, there is a possibility that the opinions of the interviewed respondents do not 

fully represent the opinion of the rest of the employees and thus affect the validity of the 

study. In order to compensate for the relatively small sample of interviews a 

combination of three different methods: semi-structured interviews with implementers 

and non-implementers of change, documents review of the internal change project in 

focus and direct observations of two All Staff meetings, was applied. This allowed the 

researcher to gather empirical data from multiple sources about the investigated 

communication practices and therefore increase the validity of the study (Yin 2003).  

As mentioned earlier, there is less focus on reliability in interpretive studies. In attempt 

to increase the reliability of the study data triangulation has been used. The same data 

has been collected from several members of the implementation team. Similarly, the 

same data was also gathered from employees from the same business line, and more 

than one employee by organizational function. However, reliability is difficult to be 

achieved because of the many different factors that can change if the study is repeated 

in other contextual settings. When conducting the semi-structured interviews, for 

example, the findings become highly dependent on the persons being interviewed 

(Collis and Hussey 2009). Further, the researcher choses and make some information 

from the interview data more salient than other. In this way the analysis becomes 

somewhat subjective and it could affect the findings of the study. Nonetheless, the 

interpretive paradigm has led to more in-depth understanding and investigation of the 

communication during internal technochange in the case study organization and 

allowed the research questions to be answered. 
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To evaluate a qualitative study, a key criterion is also the research credibility. Different 

approaches have been applied in order to make the study trustworthy and transparent. 

The process of empirical data collection has been documented in detail providing the 

selection criteria of the interviewees, the duration and location of the interviews. The 

interview guides have been provided in the Appendix. The researcher transcribed all 

interviews and in this way minimized the risk that the answers by the interviewees are 

misunderstood or misinterpreted. The analysis includes quotes extracted directly from 

the empirics in order to make link to the empirical data clear and authentic . 

3.6 Ethical considerations 

To conduct a scientific research study and collect valid qualitative data, there are many 

ethical aspects to be considered (Patton 2002; Collis and Hussey 2009).  

For this particular study, all interviewees participated voluntarily. They were 

introduced to the purpose of the study, asked in advance whether they would like to 

take part and informed how the data will be used. Next, on request by the case study 

company neither the name of the organization, nor the real name of the change project 

are disclosed. As a result of the confidentiality request by the case company, all 

participants were granted confidentiality and also anonymity. In this way the 

interviewees did not have to worry that they could be identified with the opinions they 

have expressed (Collis and Hussey 2009) neither internally nor externally. So the 

interviewees are identified by the department they are working at. In this way it was 

possible to fulfill the conditions to access information, ensure the collected data is not 

traceable to any particular participant but at the same time demonstrate the validity of 

the gathered data by identifying different stakeholder groups and presenting them with 

their department in the organization as well as their role in the internal change project 

in focus. An exception is the group of implementers whose position in the company has 

not been explicitly displayed because that would have disclosed their identity.  
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4 Empirical Data and Analysis 
In this chapter, the empirical data collected from the interviews, the direct observations 
and the documents review is discussed in relation to the theoretical framework. The 
chapter starts with a background of the change. Then the empirical findings have been 
presented in four themes that have emerged as a result of the data analysis. In the end of 
every theme is included a summary of the key findings that relate to the posed research 
questions. 

4.1 Background of the change in focus 

The observed technochange is a change project related to a major upgrade of the CRM 

system that involves process changes for the affected employees. The members of the 

implementation team explained how and why the change project was initiated. The 

CRM system was implemented in November 2012 and it was run purely as an IT project 

where the old legacy system was replaced by the new platform in an one-to-one 

manner. The newly implemented system was working according to the initial 

requirements but the requirements did not reflect the way people were working and 

would actually like to work. In a period of two years there were attempts to perform 

incremental changes in order to fix this discrepancy between actual ways of working, 

current process and system functionality but they were not bringing the intended 

results. The employees and the business developers have been expressing their 

dissatisfaction to management. As a result of these complaints, it became clear to senior 

management that a new comprehensive project was needed to more or less “reinvent” 

the CRM system and the related processes between different departments using the 

system. There were a couple of pre-studies made by an external company and in April 

2014 the implementation team was formed and the project commenced. 

For the first five months the current reference group was actually functioning as a 

steering group. During the project initial phase the need of involvement of senior 

management was identified and therefore a new steering group was formed. Currently, 

the steering group is represented by the Chief Executive Officer (CEO), three Vice 

Presidents (VPs) and the Head of Communications.  The interviewed members of the 

implementation team explained that the steering group’s main function is to supervise 

the progress of the project as well as to prioritize the order of the changes happening. 

The previous steering group that has become a reference group consists of product 

managers, operations managers as well as process developers. The complementary 

activities during the development and implementation of the new features of the CRM 

system: training delivery, requirements collection, test and migration are given to 

individuals in the company who have experience in each of the corresponding areas.  

The interviews with the implementation team described the responsibilities of the 

project manager. He/she coordinates the different groups within the implementation 

team, ensures resources on the case company side, communicates the identified 

requirements to the partner company which executes the actual software 

implementation in the system. Furthermore, the project manager has to keep the 
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steering group informed about the progress and challenges of the project, and provide 

overall communication to the other stakeholders. 

As mentioned earlier, the change project undertook several modifications that had an 

effect on the initial timeline. First, the change was planned to happen sequentially per 

process for each organizational function: sales, delivery, billing and service assurance 

This approach was later discarded due to the complexity and interdependence of the 

processes between different organizational units. As a result other approaches had to be 

considered and reviewed. It was decided to perform the associated changes per product 

group. In this respect, Hayes’ change model (2002) can be applied in order to illustrate 

in a simplified way how the technochange is carried out in the case company. For each 

product group the change process undergoes through diagnoses, preparation for 

implementation, implementation and review, where sometimes those steps need to be 

handled in iterative manner in order to achieve the intended results. During the time of 

the study, January – May 2015, the change implementation has been completed for two 

product groups, where the change implementation was going through preparation for 

implementation, implementation and review. The diagnoses of the issues for each 

product group has been conducted in the autumn of 2014 and are discusses in the 

workshop section of this chapter. 

By sorting the collected, empirical data four communication activities emerged from the 

answers of both interviewee groups: implementers and non-implementers. These are 

the use of intranet, workshops prior to implementation and trainings after the 

implementation and last but not least meetings on a team and an organizational level. 

These communication methods have been used as a framework for presenting the 

empirical data and analysis. 

4.2 Intranet – available from anywhere anytime but is anyone checking it? 

The interviews with the implementation team revealed that the case company have 

adopted intranet as the primary channel for dissemination of information during the 

change project. They explained that the use of intranet has been aligned with the 

corporate requirements and it has been supported and supervised by the Head of 

Communications. This practice is consistent with the change management literature 

where Barrett (2002) proposes that change communication should grow out of the 

current communication practices of the company and should correspond to the change 

size. As mentioned in the Methodology chapter, the total number of system users that 

are affected by the change count around 500 employees, who are spread in local offices 

around the world. Such distributed workforce can benefit from the availability of 

published articles on the intranet anytime from anywhere (Lee and Kim 2009).  

The technochange related to the major upgrade of the CRM system and its related 

process has a dedicated page on the company’s intranet that was set up by the 

implementation team. There are posted news about the project in the form of articles, 

the project team structure and the high-level project plan. Further from this page, one 
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can access the training materials in form of videos and instructions. The documents 

review showed that the articles have not been published on a regular basis but have 

appeared rather sporadically. For a period of four months, eight articles with an average 

word count of 350 words have been published. The published articles present 

information from the implementation team regarding the progress of the change 

process as well as several interviews with managers sharing their view about the 

ongoing change. The interviewed members of the implementation team confirm that 

information has been released from time to time although the initial plan was to provide 

information on a weekly basis. So for example, one of the implementation team 

members commented: 

“We have not really met our goal but we had a goal to publish something every week.”  

Similarly, another member of implementation team commented rather vague about the 

frequency of published material: 

“We have now and then an article on the intranet.” 

This information from the implementers as well as the reviewed documents gives an 

indication that written information about the change development has not been 

provided regularly although there was an intention to do so. For comparison, Klein 

(1996) suggests that regular provision of information is necessary for effective message 

retention. In the particular case, it was not possible to relate the articles posted on the 

company’s intranet with the message retention by the non-implementers, because the 

interviewed employees did not show that they are acquainted with the posted 

information. This observation will be discussed in detail further in this section. 

In cases when there is a large scale change unfolding in stages, Lewis (2011) proposes 

key events to be announced in a timely manner in order to keep the employees open to 

change despite of the challenges along the way. In the particular technochange case, it 

seems like key events have not been fully reported to the affected employees and 

information is kept on a general level with mainly positive tone. Through the interviews 

with the non-implementers it became clear that the release of the second product group 

changes has been delayed from the time plan shared by the implementers on the 

interviews. This delay, however, has not been reflected on the project news page.  

Two of the interviewed implementers acknowledged that the official information is 

predominantly positive and one-sided where the main challenges during the planning 

and the implementation processes were not clearly communicated: 

“…the official information on the intranet is always positive, there is not so much 

information on why we are delayed but of course we are delayed.” 

“They were more about: Yes, we are working; things are going ok…more on the generic 

level…” 
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Further, the implementation team clarified that in general the published articles and 

project information have not been tailored to a specific group of stakeholders but as per 

the initial planning has been kept on a general level. A disadvantage for this approach is 

that non-implementers might find the information not meaningful and relevant for 

them (Klein 1996; Barrett 2002). 

A member of the implementation team added that he/she wished to have published 

more information about what the change scope is, what employees could expect from 

the new system environment and how their daily work would be affected: 

“…I wanted also to release information about the details of what the users could expect 

from the new system, what parts will be new, and so on. So that they can get a feeling, ok 

we are changing this and keeping that more what will be new from system perspective and 

also the new way of working, that would play a major part.” 

He/she also provided an explanation why this was a difficult task to complete. The main 

reason for that was rooted in the dependency on the external software development 

company that was constantly changing the plan for implementation and the scope of the 

next steps. According to him/her, their governance of the project was “unstructured”. In 

regards with the content of information, intranet is most appropriate for announcing of 

information characterized by medium information richness which means that there 

should be a limited number of interpretations of the provided information (Lengel and 

Daft 1988; Samson and Daft 2002). The condition of providing unambiguous 

information appeared to be especially challenging for the case company and as a result, 

the “unstructured” implementation approach were preventing to some extent the 

provision of detailed information to stakeholders.   

But did the published information, detailed or not, actually reach the non-

implementers? In the case company employees seemed to be aware that in general that 

information about change projects could be found on the company’s intranet because 

they named intranet as a source of change information. Faced with the question what 

primary sources of change information, one of the non-implementers commented that 

intranet can be considered as a source but he/she underlined that one has to pull the 

information themselves. Furthermore, it became clear that for him/her to visit the 

intranet is a matter of prioritization: 

“We can go to the intranet but we will have to take the initiative ourselves, go there and 

search for news and stuff ... I used to go there from time to time but I cannot really 

prioritize it. When I have time I can go in and read the news.” 

Apart from the example above, faced with the same question another non-implementer 

interviewee concluded that intranet is a primary source of information for him/her, 

followed by the updates one can receive at the organizational meetings: 

“For the [name of the company] – intranet and then we will have some updates on all-

hands meetings…” 
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Although most interviewees pointed out intranet as a primary or just a source of 

information, they demonstrated no recollection of having been on the change dedicated 

page. Some interviewees directly stated that they have not been to the change page on 

the intranet at least not until they were called for a training. In the training email 

invitation there was information about the trainings materials and a link they could use 

to access the training material on the intranet for later reference. Others described what 

kind of information they have expected to see, mentioning news from the 

implementation team about the progress of the change. That could be interpreted as 

those employees were not aware of the existence of the dedicated project page.  

Additionally, the majority of the interviewed employees shared that they have very high 

workload and they try to read “something” from the intranet when they have time but 

they cannot always prioritize it. This “something” also implies that possibility 

implementers have to control and select what information they actually would spend 

time reading. Moreover, the delivery and the billing representatives shared, for 

example, that they use other tools to do their job and they practically do not need to go 

to the intranet on a daily basis.   

The employees have also noticed that intranet often accommodates outdated 

information that is no longer relevant. In this respect, already at the first interview with 

the implementation team this statement was confirmed with an example from the 

dedicated project page. A discrepancy between the published high-level project plan 

and the actual project status was discovered as a result of this interview. In addition, a 

member of the implementation team stated that intranet has become more difficult to 

use because of the increased number of workrooms (pages), disorganization of 

information and the constant need of following up and updating the published 

information. Two of the interviewed employees thought that the intranet’s search 

function does not work so well. These observations by the interviewed employees relate 

to the attributes controllability ease of use and distribution method discussed by Welch 

(2012).  

Overall, the observations coincide with the characteristics of the intranet as a channel – 

perceived as a source of change information on an organizational level. However, the 

observations also demonstrate that the dissemination of change information has been 

negatively affected by the drawbacks of the channel and namely its pull nature, the need 

for self-initiative and the opportunity for non-implementers to accept, reject or ignore 

available information. Moreover, some interviewees expressed dissatisfaction regarding 

the ease of use. According to Welch (2012) such experiences could influence the 

probability of communication reaching internal stakeholders. 

The described findings from the interviewees with the implementers and the non-

implementers show that the employed media has not been fully utilized. In this respect 

Barrett (2002) proposes that employed media for change communication needs to be 

monitored and determined whether it is effective or not. During the interviews, the non-

implementers stated that in their daily work they mostly use emails, online 
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communication platform system and face-to-face interaction when possible. In order to 

make sure that intranet is an appropriate and effective tool for dissemination of 

information, Ruck and Welch (2012) advocate that monitoring and analysis of intranet 

traffic may be applied. The interviewed members of the implementation team were not 

aware of any statistical data regarding the intranet visits, neither of whether such 

monitoring actually exists. 

Another aspect to the communication process is the actual communicator. In the 

selected case study, the project manager is responsible for the communication with the 

steering group as well as the overall communication to the employees affected by the 

change. In this respect, the project manager deals with the publishing and maintenance 

of the information on the intranet. As mentioned in the Methodology chapter, the 

project manager has been assigned especially for this technochange. Researchers within 

change management suggest that messages about the change have to be delivered by a 

familiar, credible and trustworthy source (Kotter 1995, Klein 1996, Larkin and Larkin 

1996). Most of the non-implementers were familiar with the members of the 

implementation team they met in relation to the trainings but none of the interviewees 

mentioned the project manager. In this respect, the employees are not fully familiar 

with the main communicator and the provided updates on the intranet might have not 

been accepted or simply left unnoticed by the employees. That is why a familiar and 

credible communicator could be assigned internally to ensure that the communication 

change messages by the implementation team reach their intended audience. 

By setting up a dedicated project page on the company’s intranet, the implementation 

team shows that the process of communication in general and the dissemination of 

information in particular during the planned change initiative have been considered. 

Intranet with its main characteristic, information availability anytime, appears to be an 

adequate choice when taking into account the number of affected employees and their 

geographical distribution. Moreover, intranet was also named by the interviewed 

employees as a source of change information. As far as the posted articles are 

concerned, the documents review as well as the feedback from the implementation 

team showed that they have not been published regularly, were predominantly positive 

not fully reflecting the key milestones of the ongoing change process. Moreover, 

information was kept on a general level not tailored to a specific stakeholder group. The 

analysis indicates that different internal and external factors during the change 

initiative served as a barrier to effective dissemination of information. On one side, the 

complexity of the project internally has led to several modifications of the initial plan 

until the most feasible approach to change has been chosen. On the other hand, the 

dependence on the external software development during the change implementation 

and their “unstructured” project governance has impeded accurate and detailed 

dissemination of change information. From employees’ perspective, intranet is a 

medium where they expect to find relevant information about ongoing organizational 

changes. Nevertheless, the majority of the employees have not visited the dedicated 

project news page on their own initiative. The need for going to intranet, searching and 
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selecting information themselves in combination with heavy workload have been found 

as the main reasons for meagre attendance on the intranet.  

4.3 Workshops but not for everyone 

The face-to-face interviews with non-implementers revealed that workshops and 

trainings are the two communication activities where employees felt they can share 

their opinions, feedback and concerns with the implementation team. These two 

activities show an indication that implementers are willing to collect input from 

employees although the change is initiated from the top of the organization.  In 

accordance with the literature, a two-way-communication is vitally important for an 

effective communication during organizational change (Lewis 2011; Klein 1996). 

Moreover, as advised by Mento et al. (2002) despite the change is initiated from the top,  

the content of change should come from the bottom. 

Two of the interviewed non-implementers have taken part in a series of workshops that 

took place in the autumn of 2014. Both employees are working in the delivery 

department but they are dealing with different product groups. In the workshops 

participated representatives of the organizational functions in the order-to-delivery 

processes. An interviewed member of the implementation team noted that they have 

requested from each line manager to appoint individuals to take part in the workshops. 

Moreover, he/she stressed that teams also bear a responsibility to select an appropriate 

representative who can move their interests forward. 

“It should be the team selecting who to represent the team, we never said who exactly to 

join the workshop. It should be the responsibility of the team to push the requirements and 

to understand who should take that.”  

When faced with the question how they were selected to represent their teams, both 

delivery employees answered in a similar way that they actually voluntarily wanted to 

involved in the project. Both interviewees are interested in systems, and at the same 

time feel it is important for them to have the chance to express their wants and wishes 

in regard with processes and system functionality. In addition, both mentioned that they 

have gathered requirements from their team mates and acted like representatives of 

their teams.  

The collection of requirements happened differently in the billing team. There the 

manager has appointed a contact person and requirements collected from the team 

were submitted to a member of the implementation team in form of an email. 

Interestingly, the interviewees from the sales department were not aware at all who has 

taken part in the workshops and who has provided feedback regarding the wished 

process and system improvements from their side. This indicates that the selection of 

employees to participate in the workshops happened differently for each department. In 

regards with the different styles of participation during change, the gathered empirical 

data shows that in the case company a sort of a “privileged empowerment” has been 

applied.  This means that only selected individuals have been approached to provide 
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input (Lewis 2011). Further, this statement is supported by one of the interviewees who 

said that for this change project feedback has not been gathered from everyone: 

“What differs this change project from others is that we have not get everyone’s blessing 

on everything, we have stressed some parts because it was necessary instead of having 

consensus, just to get things done.“ 

In this respect, most of the non-implementers commented that they understand that the 

change project is complex, as well as that there might be too many different opinions 

even between people from the same organizational unit. So they understand and accept 

that not everyone’s approval has been looked for.  

The purpose of the conducted workshops primarily has been to gather information 

about the actual ways of working and the issues employees face in their day-to-day 

work in the system. One interviewee summarized the workshop activity the following 

rather neutral way: 

“…There we had people from each team together with people in the project where we 

basically went through every step of the process for one product and looked at how things 

are communicated in the process, what tools and what kind of information and really look 

deep into what can be put into as… we did not develop anything they just took it back and 

analyzed it with the company responsible for the software implementation…” 

This explanation allows to place the workshops into the diagnoses phase of the Hayes’ 

change model (2002) because according to the interviewee the activity aimed to collect 

information from employees that would enable the implementation team to start their 

analysis and diagnosis of the existing issues within the CRM system and processes. 

Interestingly, the other participant in the workshop expressed that he/she had other 

expectations and wanted to be able to provide the team’s ideas on what exactly the 

change should include: 

“…I was a little disappointed. In fact they kind of used us to provide information but not 

much feedback and exactly how we would like to see it.”  

The views of both participants demonstrate how people from the same organizational 

unit could perceive a communication activity, in this case the workshop, differently.  

The same interviewee also commented on the lack of continuity of communication. 

After several intense workshop sessions in the autumn 2014, the participants did not 

hear anything from the implementation team for several months. In March 2015 they 

were shown a developed version where some initial comments by the non-

implementers had not been implemented, so the project team had to revise and change 

what they have done. This has led to another delay in the implementation plan that has 

been mentioned earlier in this chapter. The delivery representative remembered that 

the implementation team were more concentrated on the interface of the system rather 

than the details important for each team: 
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“…they were not completely listening I would say. They were more into how to present it 

and how to work, not down to the details what we really need.”  

The other participant in the workshop also pointed out that the communication from 

the implementation side stopped suddenly but he was more positive stating that this is 

“maybe because things are getting delivered.” 

Despite the difference in perception and expectations, the interviews with both delivery 

representatives showed that they as participants in the project have better 

understanding about the development of the change. For example, both commented that 

the project is taking longer than planned while the other non-implementer interviewees 

did not acknowledge the delays. Furthermore, according to one of the delivery 

representatives other colleagues could have felt that some information has not reached 

them. 

“Other people have felt that a lot of information has gone lost. That is my feeling from 

listening to others. The core persons or groups that have been involved heavily know a lot 

more than the other ones. So that is my feeling and what I hear…”  

The third interviewed delivery employee has not taken part in the workshops but 

remembered that the representative from his/her team was trying to keep the whole 

team informed about the project development, the discussions at the workshops and 

the upcoming changes. In this sense, it was not directly observed that the employees 

from this department feel uninformed and uncertain what the change is going to be. 

However, it should be acknowledged that the three interviewees belonged to different 

teams within the delivery department. 

In regards with the feeling that “the information has gone lost” , most of the employees, 

even those who have participated in the workshops, mentioned that they used to ask 

about the progress of the change project at the coffee machine, approaching colleagues 

or members of the implementation team who were supposed to have more information. 

This is an indication that employees try to get hold of information by taking their own 

initiative because they would like to know more details about the progress of the 

change but such information is not available or as it was found in the intranet 

subchapter, has simply not reached them. Nevertheless, this observation is consistent 

with a study by Lewis (2006) who found that popular channels for information for non-

implementers is word of mouth or small informal discussions. 

Several of the interviewees commented that colleagues that are sitting in the other 

offices around the world could have different “less positive” views about the change and 

change communication. Lewis (2011) suggests that employees look for information 

from colleagues who are most likely to possess the useful information. In this sense, the 

proximity to the majority of the implementers could be considered as beneficial for the 

employees based in the Stockholm office and it could have had an effect on their 

perceptions of the performed communication.  
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4.4 Trainings – a complete two-way communication forums  

The training sessions are the other form of communication that employees described as 

a way of participation in the change initiative. The members of the implementation 

team advised that the training responsible makes sure that all users in accordance with 

their current position in the company receive the planned trainings for their 

organizational function. As the changes unfold according to product group, different 

employee groups have been affected at different points in time. At the same time 

employees like sales who are selling different products need to attend training sessions 

for different products according to the change implementation time plan. As the training 

sessions happen after the software implementation for each product group but it allows 

non-implementers to feed their input regarding the change, the trainings can be placed 

in the Review stage of the Hayes’ model. 

The implementation team explained that due to the geographical distribution of the 

workforce and respectively time zone each of the training sessions has been conducted 

several times to ensure that everyone gets the chance to attend. The trainings happen 

online, through a communication platform where the participants have to call in and 

they can see a presentation, listen to the instructions of the training hosts and 

communicate with all participants.  Several employees commented positively on the 

initiative by the implementation team to host several training sessions because in this 

way they felt implementers intention and willingness to pass on and convey the 

implemented changes to everyone affected. Below, for example, an interviewee 

commented on the whole training initiative in a very positive manner. 

“I think the training for [the project name] has been very good, and I can see that they 

focus on the training. We had 6-7 slots available…“ 

When asked how they participated in the change project, the majority of the 

interviewees first answer that they did not take part. Eventually, they talked about the 

trainings they attended. That was the communication activity for which every non-

implementer employee had most to talk, share and contemplate about. The non-

implementers who did not participate in the workshops and were not aware who has 

taken part from their department, had their first impression of what actually the 

changes are on the training sessions they were invited to attend. One interviewee 

remembered: 

“So the first time when I saw the new system was  when I went to the training. There I saw 

the interface and how it was…”  

There these employees had also for the first time the chance to interact with the 

implementation team officially, share their feedback, and express their opinions and 

concerns. Interestingly, the employees felt they still could influence the changes because 

they were said that the change is work in progress due to the different rounds for 

implementation for each product group. However, non-implementers had different 

views on what could be changed. Some thought that only minor changes could be 
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accepted while others supported the opinion that if something major is missed out this 

should be possible to be amended. Interviewees confirmed that the implementers paid 

attention to their comments and informed them if they had this idea or feature in mind 

for the next implementation round. Employees, however, were not completely sure 

whether and how their feedback will be used eventually. In the time of the interviewees, 

the feedback from billing department was already implemented while the sales 

proposals were on the implementation “roadmap” as per the feedback the sales 

employee got from the implementation team but were not in place yet. So in contrast 

with the workshops the type of participation during the trainings can be categorized to 

some extent as “widespread empowerment” where all employees were given the chance 

to provide feedback and suggestions for improvements (Lewis 2011). It was, however, 

not crystal clear to employees how the feedback is processes, which proposals are 

dismissed and why and what criteria apply.  

For each change release there has been two training sessions with different content: one 

providing more explanation and guidance what the change is and the other 

concentrated on hands-on experience in a test environment. A member of the 

implementation team commented that the first of both trainings starts with 

introduction of the goals of the change project, the vision and what the change strives to 

achieve. In the change management literature, Kotter (1995) argues that the vision is 

one of the first key messages conveyed to inspire and guide employees through the 

organizational change. In a similar manner, Klein (1996) considers using persuasive 

messages demonstrating the reasons for and goals of the change in the beginning of the 

change initiative.  The timing of presenting the vision and goals of the change at the 

training seems contradicting with the existing body of literature. However, it could be 

assumed that implementers wanted to revise and remind of the change vision and goals 

that were published on the intranet. Specifically, on the trainings they were able to have 

direct contact with each group of internal stakeholders in contrast with the official 

communication through intranet where they could not ensure that the messages have 

reached the non-implementers. 

A follow-up activity of the trainings in form of a Questions & Answers (Q&A) 30 minutes 

online call has been highly appreciated by all interviewed employees.  

“…there is a Q&A session every day where you can ask questions. I think that is very 

important part of implementing a new system, to be available as trainer to teach other to 

work with it and give fast answers. If you do not help people quick, it will be unmotivating 

to work with it and you will have a bad experience.”  

The Q&A online meeting takes place every working day for about a month after the 

trainings and is organized to help the employees in their daily challenges with the new 

ways of working. In this forum they can raise questions and can get an answer directly 

from the implementation team. Because of the distributed workforce, the interaction in 

this forum is through a mediated communication channel and not as recommended by 

Mento et al (2002) and Klein (1996) in a face-to-face communication. Nevertheless, 
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non-implementers with longer experience in the company that has been part of many 

organizational changes compared the trainings set up together with this Q&A sessions 

and state that these communication activities have been sufficiently better than the 

introduction of new systems in the past.  

Apart from the Q&A session that focuses on providing the employees an opportunity to 

raise questions after the training session. The implementers added that there was a 

short feedback questionnaire aiming to collect employees view on the trainings set up 

and their suggestions for improvement. Only one employee mentioned this opportunity 

for feedback but initiative shows that implementers’ willingness to deliver good 

trainings that would enable people to feel certain how to do their jobs. 

Furthermore, sales and billing claimed that they feel prepared for the change after the 

trainings. Here it is worth pointing out that the impact of change seemed to be different 

for each of the organizational functions. Sales and billing had to adapt to a new interface 

in the system and some minor changes in the way they work with the other teams. The 

changes for delivery, however, include a major change in the system as well as change in 

the way they have to work with the orders and the skills and knowledge they have to 

possess to perform the job. The observations related to the impact of change has been 

further discussed in the last section of this chapter.  

So even though sales representatives seemed satisfied with the new “friendly” system 

outlook and ease of use, one of them expressed his/her concerns about the processes 

and coordination between the organizational units: 

“…one of the challenges is how the process will be working in the new system. That, we do 

not know yet, whether these parts are synchronized together. Those parts are not perfectly 

clear for now.” 

Further, one of the delivery representatives argued that there when it comes to details 

in their day to day work, the new ways of working remain unexplained. 

“We had two hours training and then they showed us kind of what to do, now you start 

having an idea but there are no guideline, no paper written on the side, you just have to 

test it yourself, learning by doing. That is the way!” 

Similarly, another interviewee from the same department confirmed one cannot get full 

understanding on the training and summarized his/her impressions of the change 

implementation and the communication as somewhat chaotic.  

“It is not like people a getting the full picture on the training....When looking at [the 

project name], to me it is very unstructured both in regards with the communication and 

how the project is running…” 

In comparison, the other groups of employees sales and billing were satisfied with the 

trainings and appreciated that they were much better than previous ones in the 

organization. 
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Another important remark is that by the time of the interviews the non-implementers 

have actually not had the chance to really work in the new environment. There has not 

been an order from sales that has been passed through the order-to-delivery process for 

none of the product groups. So the replies from the interviewees are based on what they 

saw and tested in the training but their impressions are limited when it comes to real 

data and real life experiences. As a result, it is possible that the interviewees were not 

able to evaluate how well they were actually prepared for the changes and a study a few 

months later might provide deviations from the initial opinions and more critical 

evaluation of the trainings and the conveyed communication. 

Nevertheless, trainings seem to be a communication activity that is especially relevant 

and important for technochange because there the announced changes materialize to a 

new system interface and demonstration and hands-on experience of the new way how 

one has to execute their job.  In this particular study, it could be said that the trainings, 

together with the Q&A sessions were perceived as a complete two-way communication 

forum for company-wide exchange of knowledge, opinions and clarifications.  

In conclusion, as part of the change process, workshops and trainings were conducted 

respectively prior to and post implementation of the new system environment. Both 

communication activities allow two-way communication where employees had the 

possibility to provide their feedback about how they work and partly how they would 

like to work. Nevertheless, only limited number of employees took part in the 

workshops and selection was carried out differently for each team. Moreover, one 

organizational unit was not aware who have represented their interests. In contrast, all 

affected employees participated in the trainings that, in turn, were described as 

interactive and practice oriented. The trainings appeared to be the forum where most of 

the interviewees received detailed information about the change for the first time. 

Understandingly, it was also the communication activity that employees had most 

impressions of.  The follow-up daily Q&A sessions was welcome and appreciated by the 

interviewees because they had the possibility to ask for and receive direct feedback 

from the implementers over a period of time and in this way become more confident in 

switching to the new system environment and the new ways of working. Despite the 

overall positive feedback regarding the trainings and the complementing to it 

initiatives, the delivery group that seems to have highest impact of the change not only 

systemwise but also processwise concluded that procedures are not fully defined, 

explained and documented so that they could feel prepared for the change.  

Both communication activities, workshops and trainings, have been used to collect 

input and impressions by employees but interviewed employees had an incomplete 

picture of how their feedback is treated. As Lewis (2011) suggests, employees should 

feel that the intentions of the implementers are sincere and their input is used as a 

valuable resource. That is why transparency of the workshop participants, their 

selection process as well as transparency how the feedback is processed would help to 

ensure a solid base for implementers and non-implementers interaction. 



47 
 

4.5 Meetings on different levels 

In the context of organizational change, researchers encourage to use several 

communication channels in order to reach stakeholders. Several authors emphasize the 

use of direct, face-to-face communication over impersonal and indirect electronic media 

(Klein 1996; Barrett 2002). In the particular case study, the semi-structured interviews 

resulted in one more category of communication activities that has allowed employees 

to learn more about the planned technochange through face-to-face or video 

conferencing communication. On different occasions interviewees mentioned that they 

attend meetings on team and on organizational level where they have received 

information about the observed change project.  

The team meetings seemed to have different frequency for each team but they were 

organized at least once every two weeks. The majority of the interviewed employees 

pointed out their manager as the primary source of information where the manager 

would inform them if they need to be aware of a change or an action that they have to 

perform. This dissemination of information happens either per email or on the regular 

team meeting. It can be further said that the employees expected their line managers to 

provide them with information about changes in the organization. In relation to the 

employees and their line managers, one of implementers commented that managers 

have not been very involved in the change process and that is why what information the 

line managers had remains unclear: 

“I think what they hear is mostly through their managers. Since the managers have not 

been very involved in the process, I am not so sure how much they have discussed or how 

much they have gone through these articles or information with their teams, because they 

have not really known either. ” 

That statement by a member of the implementation team got partly confirmed by the 

interviews with the non-implementers. They had difficulties to recall what information 

and when exactly they have received through their managers but the overall impression 

was that the information they received from their managers was general. The 

expectation of employees to receive updates regarding organizational changes from 

their line managers is aligned with Klein (1996) and Larkin and Larkin (1996) who 

claim that the line manager plays an important role in the dissemination of information 

to the employees. 

Apart from the line managers, some of the non-implementers pointed the All staff 

meetings as another source of information. The observation of the company meetings 

showed that the communication about the change projects aimed to amplify the 

importance of the project for the organizational development and in this sense 

demonstrate the senior management support for the change. The meetings were nor 

forum to disseminate detailed information about the progress of the project neither an 

event to solicit input. The CEO of the company commented during one of the All staff 
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meetings how employees were not persuaded that the CRM technochange would bring 

the desired results: 

“I think the question I was asked was Why should we believe? I think if I remember 

correctly I said: It is really not for people to believe but people to see…  

We definitely have some way to go, so I am not standing here and saying that I am 100% 

happy with what we are at today. We made a huge step forward during 2014 and I think 

finally we can see the light in the end of the tunnel. So this first half of 2015 is an 

opportunity to take a couple of more steps and really get ourselves around a strong 

position around internally.“                            (From the All staff meeting in February 2015) 

Theory suggests that often implementers fail to communicate the rationale behind the 

change. Good understanding and awareness of the need for change is supposed to help 

employees to accept the upcoming changes (Klein 1996; Barrett 2002). In the particular 

case study, all interviewees supported the opinion that the current CRM system was not 

allowing them to work in an efficient way and the issue has been addressed many times 

to their managers. As a result of this dissatisfaction, employees as well as implementers 

acknowledge, that senior management had taken a decision to run a massive change 

project to reinvent the system. Similar with the previously reviewed generic model of 

Van de Ven and Poole (1995), dissatisfaction has been illustrated as a trigger for the 

initiation of the planned change. Furthermore, dissatisfaction was expressed by the 

employees, so they have been aware of the need for change. In this respect, the change 

itself was not provoking resistance as everyone felt uncomfortable working with the 

CRM system and understood the need for change. In this respect, the need for 

persuasive messages in the beginning of the change initiative that Garvin and Roberto 

(2005) suggest in order to ensure that employees would consider the new ways of 

working was not so obvious. 

Further, the statement of the CEO above can be interpreted as showing intention to 

have full match between what was said and promised and what is going to be 

implemented. This example can be also related to the SAY/DO matrix where D’Apprix 

(1996) suggests that high say/high do situations are indication for an effective 

communication between management and employees. The management support for the 

change has been acknowledged by the interviewees. One of them even put 

himself/herself in their shoes: 

“I think everyone knows it has been very important to [the name of the CEO] to launch 

something much better.  If I was a manager, I would have been very tired hearing all the 

nagging about the system on every management meeting.” 

In regards with the management communication, there were some valuable 

observations made during the All staff meetings. There senior management encouraged 

employees to speak up if management is not communicating the way the employees 

expect or the meetings are not run as per the expectations of employees. The CEO 

highlighted that the All Staff meetings are practically for the employees and it is 
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important that they get the information that is relevant in their work. This additionally 

demonstrated that the communication is recognized as an important feature of the 

organizational life in the case organization. 

Meetings on a team and on an organizational level were another acknowledged source 

of information about organizational technochanges. On a team level, most of the 

employees rely to a great extent on their managers to be notified if there is a new 

available information or an action they need to perform in relation to the ongoing 

change. On an organizational level, the observed meetings served as evidence that the 

change in focus of this study is supported by the senior management and recognized as 

a milestone in the organizational development. In general, the observed organizational 

meetings were used to demonstrate the importance of the change project for the 

company and not to disseminate information about the time plan or progress of the 

change.  

4.6 Considering the applied communication methods altogether 

The selection of employees aimed to collect empirical evidence from non-implementers 

that reside in the same stage of the change process, e.g. are working with the products 

for which the CRM system and the accompanying it processes have undergone a change. 

The assumption was made that those interviewees would have been exposed to the 

same change messages throughout the technochange.  

Surprisingly, interviewees’ answers differed in some aspects.  For example, 

interviewees provided different points in time and sources of information when they 

were faced with the question when and how they heard about the particular 

technochange for the first time. Three of the non-implementers said that they heard 

about the project before the summer of 2014. Two of them had an informal source of 

information but the third interviewee remembered a meeting on higher level where the 

project was presented. The rest of the employees pointed the autumn of 2014 as the 

time they heard for the change project for the first time from organizational meetings or 

from their managers. This observation supports the one of the reflections of the non-

implementers have been somewhat “unstructured”. 

Through the first announcements, Lewis (2011) suggests that a change can be framed 

by implementers in a certain way in order to demonstrate whether it is a big or a small 

event in the organization. In the particular case, the change was framed as new “ways of 

working” or new WOW. Here, the non-implementers also differed in the way they assess 

and perceive the impact of change on their daily job. Even employees from the same 

organizational unit can vary in their definition of the change from “not a big impact” to 

“in a sense it can be a life changer”. By describing what the change means for every 

interviewee, it was possible to grasp how employees understand and see the change. 

Mainly based on their knowledge from trainings, most employees commented that the 

new system interface would make their daily work easier and more efficient. Billing and 

sales actually did not see any major changes in the way they were to do their jobs but 
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changes in the way information is presented in the system and that they expect to have 

positive effect on their day to day work with less errors and less confusion. They 

summarized the change for their daily hob in the following way, highlighting on the ease 

of use of the upgraded CRM system. 

“It is much easier to find the information to be able to perform the job.”  

“It is easier to handle the data. It is easier from a user perspective.”  

The scope of change for delivery, however, seems to go out of the system interface 

borders and affect dramatically the field of responsibility. As part of the change 

employees have to do new tasks that previously were performed by other employees, 

they also experienced reorganizations that the interviewees assign to the change. In the 

discussion about the change, the delivery representatives were explaining about the 

new ways of working in comparison with the other two interviewed groups of 

stakeholders who were mainly commenting on the system interface and the ease of use. 

Herewith, there are observed similar findings as in the study by Gallivan (2001) where 

different stakeholder groups perceived a technical change in a different way. In sum,  

the findings cannot confirm that new CRM system environment is a new WOW for all 

affected non-implementers. Groups in the observed technochange who do not need to 

change significantly the way they perform their job see the change mostly as a system 

change while the group with biggest impact on the way they work do not emphasize on 

the specific changes in the system features but express concerns about the knowledge 

they need to acquire to perform their new job tasks properly. As mentioned in the 

section about trainings, the delivery were the group that had more expectations from 

the trainings, did not feel prepared and assessed the new ways of working as the biggest 

challenge with the change for their group. This implies that differences in the perceived 

impact of change create different communication needs, what in turn raises 

considerations for tailoring the communication. 

Another discussed aspect of change communication is the first official announcement. 

Schmeltzer (1995 as cited in Lewis 2011) suggests that the tone of the formal 

communication during planned change is considered to be set by the very first official 

announcement. The announcement is supposed to have an impact on the whole 

implementation effort. In this regard, the implementation team confirmed that there 

was no official written announcement to mark the beginning of the change in form of an 

email, for example. According to the implementation team, the change project was 

promoted on bigger organizational meetings and relied on the information posted on 

the dedicated intranet page to spread the word. These two communication activities are 

aligned with Timmerman (2003) who proposes that in a programmed or planned 

approach to change implementers are focusing on one-to-many announcement methods 

in order to reach many recipients. As discussed previously, however, the information on 

the intranet related to the change project organization and change progress has hardly 

reached the non-implementers prior to the first training sessions. Employees 

highlighted the high workload, the explicit need for self-initiative and prioritization as 
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reasons for the relatively low attendance on the intranet in general and the project 

pages in particular. The information from the meetings was just perceived as general 

and employees were not able to remember any details about it. In contrast with 

descriptive framework of media prediction by Timmerman (2003), the findings from 

the study identified the usage of two other more participative communication activities: 

workshops and trainings. Interestingly, these two communication activities easily found 

its place in the stages of the Hayes’ change model while the dissemination of 

information through intranet and the meetings are supposed to cover the whole change 

process and in this sense should be present in all stages. 

In conclusion, the collected empirical data shows that the non-implementers are not a 

homogenous group, their views and perceptions can differ and that is why they should 

not be simply united under the term “receivers”. Different stakeholders perceive the 

change and the performed communication in different ways. To some extent the reason 

for the difference in perceptions could be searched in the impact for individuals that the 

change involves. As a consequence different communication needs have been expressed. 

The overall impression from the interviewed employees comes down to a presence of 

general information during the change implementation that employees received 

through meetings on organizational level or their managers. The non-implementers 

showed richest impressions of the trainings where most of them for the first time got 

acquainted with what the change is actually all about. The trainings and the 

complementary Q&A sessions were used also as forums for two way communication 

where the employees had the possibility to express their opinions and feedback about 

the implemented changes. As this was the activity, where every employee were able to 

attend and get in touch with other colleagues and the implementation team, the 

trainings appear to have the biggest impact on the perception of non-implementers 

regarding the change communication. They have also played a decisive role to shape the 

employees’ understanding about the scope and the core of the change initiative.   
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5 Conclusion and Future Research 

The last chapter of the thesis includes a summary of the key findings, answers to the posed 

research questions and discusses the limitations of the research. The last section of the 

thesis discusses the contribution in relation to theory and suggests future research topics 

related to the communication practices during technochange implementations on an 

organizational level. 

5.1 Conclusion and managerial implications 

The communication during technochange implementation plays an important part of 

the change process because it mediates the interaction between the implementation 

team on one side and the high number of diverse affected users or non-implementers on 

the other side. By following an ongoing technochange in a case company, the study 

aimed to investigate how formal communication can be enhanced in order to increase 

the employee engagement in such change situations. The objective of the study was 

pursued by posing the following research questions: 

 What are the current communication practices during a technochange? 

 How do the affected employees perceive them? 

 How communication can be enhanced in order to increase the employee 

engagement during such change implementations? 

The study outlines the communication practices during a technochange situation, how 

they were perceived by employees and what aspects could be enhanced in order to 

assure engagement.  First, the findings suggest that the process of communication has 

been acknowledged and considered by implementers and supported by senior 

management. The use of several communication channels for disseminating of change 

information and collecting employees’ input has been applied. Specifically, the 

company’s intranet and meetings accommodate one-way communication channels, 

while workshops with selective participation prior to the change implementation and 

trainings with company-wide participation from employees after the change 

implementation represent the applied two-way more participative communication 

methods. The study illustrates, however that, although an adequate choice, the intranet 

has not been fully utilized as a main channel for dissemination of information. On one 

side, the posted information is on a general level, published irregularly and does not 

fully reflect the key events of the change implementation. On the other side, findings 

showed that employees are not used to visit, search and read the project pages on their 

own initiative. In this respect, the main channel for dissemination of information 

appeared ineffective in achieving its primary function: spreading relevant information 

in order to create understanding about the change among the ones who do not 

participate in the change implementation directly.  

Second, the study illustrates that the non-implementers are not a homogenous group 

and interviewees’ answers differed in some aspects. The non-implementers who 
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interacted prior and after the implementation demonstrated better awareness of the 

change process than those who had their first impressions of the change at the training 

sessions. Furthermore, the different organizational units perceived the change in 

different ways. Two groups highlighted mainly the system improvements and how 

those would affect their work. In contrast, the third group commented on a major 

impact in their ways of working rather than the system changes. This difference was 

also recognized in the expectations regarding the communication. The group with the 

higher perceived impact criticized the communication and felt the provided support is 

insufficient to feel prepared while the other two groups were overall satisfied with the 

performed trainings and preparation for the change. 

The findings related to the communication practices during technochange, as well as 

how employees perceive them bring several suggestions for enhancements in the 

current communication practices and in this sense, implications for the implementation 

team and the line managers.  

First, the implementation team should verify whether the employed communication 

channel is actually effective. This could be achieved, for example, by active monitoring 

and analysing of the intranet traffic. Second, once an appropriate channel for 

dissemination of information has been established, the implementers need to make sure 

that the provided information is relevant and up-to-date, reflecting the change reality 

and creating a comprehensive understanding about the project scope and goals prior to 

the change implementation. Third, the varying impact of the change on the different 

stakeholder groups creates the need for addressing different communication needs. In 

this respect, implementers have to consider tailoring their communication efforts in 

order to satisfy those different needs. Last but not least, in order to ensure that 

implementers’ intention to collect feedback is perceived as sincere, a transparency of 

the workshop participants, their selection process as well as transparency how the 

feedback is processed would build a solid base for interaction between implementers 

and non-implementers. 

As long as the line managers are concerned, the findings show that nearly all 

interviewees rely on their manager to provide them with information regarding 

upcoming and ongoing changes in the organization. This implies that line managers 

have to acknowledge their role as primary sources of change information and 

translators of the change in the organizational context.  

Along with the main findings and the implications for the line managers and the 

implementation team, the limitations of the study have to be acknowledged as well. The 

thesis relies on a single case study. The studied company might share similar 

characteristics with other international companies, operating in heavy commoditized 

industries that have employed a CRM system to manage their business. However, direct 

transferability would not be possible because the whole empirical data is based on the 

case company’s background experience with this specific technochange and the views of 

the company’s employees that are contextual. The part of the study that could be 
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transferable to some extend is the package of discussed communication practices 

during a technochange. Another limitation is the number of interviewees that could 

represent just an incomplete picture of the investigated topic. In order to address this 

deficiency and a potential bias on personal level, a data triangulation have been used. 

Additionally, the opinions of several members of the implementation team as well as 

employees from three organizational units have been collected in order to get a more 

realistic view of the investigated technochange case.   

5.2 Contribution in relation to theory 

Foremost, the thesis makes a contribution in form of empirical data in the area of 

organizational change where technology and IT is the target of change.   

The reviewed change management literature demonstrates that single examples of 

technology related changes are mentioned by researchers but the previous studies do 

not provide full picture on the communication practices during such changes. Moreover, 

the term technochange is relatively new and although previous studies acknowledge the 

process of communication as a critical success factor, no studies have been found 

specifically dealing with communication practices, neither with the employees’ 

perception of communication during technochange implementation.  

In this respect, the thesis makes an attempt to explain specific communication 

approaches in the context of technochange. By exploring what communication practices 

have been employed, how they have been perceived by the affected employees and 

combining with existing knowledge about internal communication, the study provided 

areas for communication improvements that aim to achieve effective interaction 

between implementers and non-implementers. 

5.3 Suggestions for future research 

Following discussions in the empirical data and analysis chapter, as well as considering 

the mentioned limitations, this study could be expanded in several ways.  

As the observed organizational change continues after the research time limits and the 

employees have not fully tried in practice the new ways of working, a longitudinal study 

could be performed in order to investigate whether employees evaluate the change 

communication by implementers in the time during the implementation and later when 

the change is fully operational in a different way. In this way it could be observed 

whether the experience in the new system environment and the use of the new 

processes could have an effect on the way employees interpret and appreciate the 

performed communication. 

Another future research proposal could be to extend the data collection by interviewing 

middle and line managers in order to fully track the communication flow. As highlighted 

in the study, line managers are perceived as a primary source of change information. By 

including middle managers and line managers, it would be possible to better 

understand how and why the change communication does or does not reach the low 
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level employees. That would enable identification of strengths and weaknesses of the 

current communication practices as well as opportunities for applying more effective 

communication. 

Further, some of the interviewees expressed the opinion that their colleagues based in 

offices abroad who do not have the possibility for face-to-face communication with the 

implementation team could have different views on the communication process during 

the technochange. In this respect, a further study could investigate whether there are 

contrasts in the attitudes towards change communication between employees who are 

sitting in the office where the change is initiated and managed and those who are sitting 

in offices around the world. Nowadays, geographically distributed workforce is a 

common phenomenon but the conducted review of literature did not come across 

previous studies that examine non-implementers and their perceptions of change 

communication depending on their proximity to the change implementation team. 
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Appendix: Interview Guides 

Interview Questions - Implementers 
 

1. Tell me more about you… 

a. What is your position in the company? 

b. How long have you been working on this position and in the company?  

c. What is the first thing that comes to your mind when you think of changes in the 

organization? 

2. Tell me more about the change… 

a. What triggered the need for change?  

b.  What is the change project all about? 

c. How would you define the project goals? 

d. Please explain shortly the project organization. 

e. What is your role in the project? 

f. Which departments/business lines are the ones most affected by this change 

project? Why? 

g. What do you consider as the biggest success of the project so far? 

h. What is the biggest challenge of the project until now? 

i. How do you evaluate the involvement by stakeholders in the project? Why do you 

think so? Please provide some examples. 

3. Tell me more about the communication to all stakeholders during the 

change implementation  

a. In general, please describe the communication flow from implementers to 

employees. 

b. How is the communication to the employees organized during this 

particular change initiative? In terms of source of information, target 

group, channel, message content, timing and frequency 

c. What information is available to employees and what is just accessible for 

the ones involved in the implementation? 

d. What are the opportunities for feedback and participations in the change 

project?  

i. Before the change 

ii. During the change 
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iii. After the changes are implemented 

iv. Can anyone provide feedback or just selected stakeholders?  

v. Do employees take advantage of those options? 

vi. How is the feedback used? 

e. How would you characterize your interaction (implementation team) with 

employees that are not involved in the implementation?  

f. The change project promotes new “ways of working”. What is the magnitude 

of change for the different departments? How will their daily work change?  

g. Please explain how trainings are organized 

i. What does the training include?  

ii. When is it conducted?  

iii. Who takes care of the training on department level? 

 

Interview Questions - Non-Implementers 
 

1. Tell me more about you…  

a. What is your position in the company? 

b. How long have you work on this position?  

c. What is your workload? 

d. Which is the channel/tool that you use most internally to communication in your 

daily work? 

e. How do you feel when you get the information that there is an upcoming change 

in the organization? 

2. Tell me more about the change… 

a. What do you think triggered the need for the change project?  

b. What is the change all about from your perspective? 

c. In what way have you taken part in the project? 

d. How did your daily job change as a result of the change? 

e. What are the benefits and challenges with the change? 

f. How do you assess the new ways of working? 

3. Tell me more about the communication during the change… 

a. How do you normally receive information about changes in the 

organization? What is your primary source of information? 
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b. How does the information flow about upcoming and ongoing changes 

looks like for you?  

i. Who? Where? What? When? 

ii. Is there something that you would have changed or you think it is 

missing in this flow?  

c.  Please describe what you do when you want to learn more about what is 

happening in the organization. 

d. What is your preference of channel when it comes to information about 

ongoing change projects? Why? 

e. What do you think about … and why? 

i. the quality of information about the change? 

ii. the quantity of information about the change? 

f. Do you feel you were/are able to influence the change implementation? 

g. What were the opportunities to give feedback about the change project?  

i. Before the change 

ii. During the change 

iii. After the changes are implemented 

iv. Do you know someone that provided feedback?  

v. How is the feedback used? 

h. Did you take advantage of giving feedback? 

i. What was/ is your interaction with the implementation team?  

j. The change project promotes “new ways of working”. What is the impact of 

change for you? 

k.  How does the new ways of working affect your team and your daily work?  

l. Can you compare this change with some previous change in the 

organization? Has something changed in regards to communication? If 

yes, what?  

m. Did you feel prepared for the change? Please describe the training you got. 

 
 

 


