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Abstract 

This study’s aspiration was to close the gap within the research field IT-enabled change 

management which has previously been dominated by the perspectives of the managers. 

Therefore, the purpose of this study was to explore how different stakeholders perceive 

successful IT-enabled change. A framework of determinants for successful IT-enabled change 

were identified and constructed into a conceptual framework. The data was collected from five 

key figures involved in a BI implementation including a change manager, an IT-manager and 

three change recipients who were all critical in either the entire process or parts of it and 

obtained the necessary insights into the BI project. 

The findings showed that a general view was that the IT-enabled change was perceived 

successful. The identified determinants were applied, however not formally and not before the 

final release of the BI system, in contrast to what the determinants suggest. Another finding 

was that, unlike previous studies, the change manager and change recipients viewed the 

determinants similarly, while the IT-manager and change manager had different perspectives. 

Moreover, it was also found that the background of the change recipients influenced how they 

perceived the determinants. Finally, the determinants were perceived to be important for a 

successful IT-enabled change management. Despite some perspetives that were against some 

determinants, their actions showed the opposite.  

 

 

 

 

 

 

 

Keywords: 

IT-enabled change management, determinants, BI-system, BI implementation, stakeholders, 

change manager, change recipients, IT-manager 



 

 

Acknowledgements 

I would like to show my gratitude towards my classmates and supervisor, Leon Caesarius, 

during this final course in the Master’s programme. Without their apprehensive feedback, 

which challenged me to constantly revise and improve every aspect of the paper, I would not 

have learned as much as I learned during this semester. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

TABLE OF CONTENTS 

 

1. Introduction ..................................................................................................................................... 6 

1.1. Problem Statement ................................................................................................................. 7 

1.2. Purpose And Research Question ............................................................................................. 8 

2. Literature review ............................................................................................................................. 9 

2.1. Background .............................................................................................................................. 9 

2.1.1. Business Intelligence – The Tool ...................................................................................... 9 

2.1.2. Business Intelligence – The Implementation................................................................. 10 

2.2. Stakeholders .......................................................................................................................... 11 

2.2.1. Change Manager ........................................................................................................... 11 

2.2.2. IT-Manager .................................................................................................................... 12 

2.2.3. Change Recipients ......................................................................................................... 13 

2.3. Determinants of Successful IT-Enabled Change .................................................................... 14 

2.3.1. Develop a Systematic Process for Change..................................................................... 14 

2.3.2. Analyse The Energy Effort And Size of The Change ....................................................... 15 

2.3.3. Analyse And Manage Stakeholder Commitment .......................................................... 15 

2.3.4. Flexible Role of The Champion ...................................................................................... 16 

2.3.5. Manage Equilibrium Through Complementary Changes .............................................. 16 

2.3.6. User Involvement .......................................................................................................... 17 

2.3.7. Understanding Change Resistance, Role Clarity and Education ................................... 17 

2.3.8. Prototype Organizational Response .............................................................................. 18 

2.3.9. Following Up on Behaviours .......................................................................................... 18 

2.4. Conceptual Framework: Purpose, Tasks and activities ......................................................... 19 

3. Method .......................................................................................................................................... 20 

3.1. Selecting the Case Study – Introducing Company M ............................................................ 20 

3.2. Data Collection – Semi-Structured Interviews ...................................................................... 21 

3.2.1. Data Triangulation ......................................................................................................... 24 

3.3. Operationalization – Implementing the Study Lens .............................................................. 24 

3.4. Understanding the Findings .................................................................................................. 26 

3.5. Limitations ............................................................................................................................. 26 

4. Understanding The Perspectives of The Stakeholders .................................................................. 27 

4.1. BI Implementation Process ................................................................................................... 27 

4.2. Develop a systematic process for change ............................................................................. 28 

4.3. Analyse the energy effort and size of the change ................................................................. 29 



 

 

4.4. Analyse and manage stakeholder commitment.................................................................... 30 

4.5. Flexible Role of The Champion .............................................................................................. 31 

4.6. Manage equilibrium through complementary changes ........................................................ 33 

4.7. User involvement .................................................................................................................. 34 

4.8. Understanding change resistance, role clarity and education .............................................. 35 

4.9. Prototype organizational response ....................................................................................... 37 

4.10. Following up on behaviours .............................................................................................. 38 

5. Outcome of The IT-Enabled Change Management and Stakeholders’ Perspectives .................... 40 

5.1. Determinants of Successful IT-Enabled Change .................................................................... 40 

5.1.1. Develop A Systematic Process for Change .................................................................... 40 

5.1.2. Analyse The Energy Effort And Size of The Change ....................................................... 41 

5.1.3. Analyse and Manage Stakeholder Commitment ........................................................... 41 

5.1.4. Flexible Role of the Champion ....................................................................................... 42 

5.1.5. Manage Equilibrium Through Complementary Changes .............................................. 43 

5.1.6. User Involvement .......................................................................................................... 43 

5.1.7. Understanding Resistance, Role Clarity and Education ................................................ 44 

5.1.8. Prototype Organizational Response .............................................................................. 44 

5.1.9. Following Up on Behaviours .......................................................................................... 45 

5.2. Stakeholder perspectives ...................................................................................................... 46 

6. Discussion And Conclusion ............................................................................................................ 47 

6.1. Contribution .......................................................................................................................... 49 

6.2. Limitations and Further Research ......................................................................................... 50 

7. References ..................................................................................................................................... 51 



6 

 

1. INTRODUCTION 

Organizations today operate in a world where data is increasingly available (Boyton et al. 2015) 

and since every company has the ability to get hold of the available information “out there”, it 

has become crucial to leverage data in order to survive. Yet, businesses are struggling to make 

sense of the massive volumes of data generated from internal as well as external environments 

(Isik et al. 2013). In an effort to help address this issue, in the 1990s a decision support system 

(DSS) called Business Intelligence (BI) emerged gaining popularity within the business and 

information technology (IT) communities (Watson, 2009; Chen et al. 2012). BI is commonly 

defined as “the techniques, technologies, systems, practices, methodologies, and applications 

that analyse critical business data to help an enterprise better understand its business and market 

and make timely business decisions” (Chen et al. 2012, p. 1166).  

However, as continued efforts are put on accelerating BI implementations, so are also the 

reported failure rates of BI investments. In fact, research suggests that more than 50 per cent of 

BI projects fail to meet the expectations of end-users (Feng et al. 2009). This is not an 

uncommon phenomenon for IT-investments overall; consequently, leaving businesses with a 

primary focus on technology during implementation struggling to fully realize the value for its 

end-users. Meanwhile IT investments have been proven beneficial, however, only when also 

governing organizational changes (Benjamin & Levinson, 1993; Manzoni & Angehrn, 

1997/1998; Ward & Elvin, 1999; Gibson, 2004; Markus, 2004)); widely accepted amongst BI 

scholars as well.  

Boyton et al. (2015) assembled research within BI implementations and compiled a list of 

failure factors frequently made by businesses. A predominant failure factor is how businesses 

focus too much on the technical aspects of the implementation process and fail to manage the 

organizational and process changes which the BI system encompasses (Boyton et al. 2015). 

Further reinforcing its importance, change management has been identified as a prescription to 

achieve a successful BI implementation (Seah et al. 2010; Williams & Williams, 2003). Hence, 

reaching the finish line requires more than just a technical implementation – it requires the 

enablement of human-technology interaction and the ability to integrate the BI system into the 

organization by governing the changes it entails. It seems that nothing could be more obvious 

than the necessity of having a successful change management when implementing a BI system. 

Yet, there is nothing more complex than organizations and human beings. 
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1.1. PROBLEM STATEMENT 

Managing change is not an easy task and its downsides (to some degree) might even be 

inevitable; while most of it is still avoidable (Kotter, 1996). IS research extends the field of 

change management and makes a distinction between organizational change management and 

IT-enabled change management. IT-enabled change management involves prescriptions of how 

to manage unique changes that emerge as a result of the IT-implementation per se (Benjamin 

& Levinson, 1993; Manzoni & Angehrn, 1997/1998; Ward & Elvin, 1999; Markus, 2004). 

Managers are required to know how to interconnect IT with the business (IT-Business 

partnership) (Markus, 2004; Williams & Williams, 2003) and the human aspects (end-users) in 

order to achieve the expected outcome with the BI system (Iveroth, 2010). This in turn require 

managers to understand the different perspectives of various stakeholders in order to achieve 

the goals for a successful implementation (Keil et al. 2002; Lin & Rohm, 2009). A stakeholder 

in a change project is defined as groups or individuals who can affect or are affected by a certain 

change project (Boonstra, 2006). Thus, having a shared understanding about the change is 

emphasized by many scholars (Keil et al. 2002; Iveroth, 2010;2011; Boonstra, 2006), which is 

considered to be critical for the success of IT projects (Keil et al. 2002).  

Hence, studying the concept success in IT projects has been attempted by many scholars over 

the years (Thomas & Fernández, 2008). There are many success stories about leading IT-

enabled change, however, they are dominated by the perspectives of the change managers 

(Manzoni & Angehrn, 1997/1998; Bozarth, 2006; Iveroth & Lindvall, 2011; Iveroth, 

2010;2011). For instance, Iveroth & Lindvall (2011) explicitly state that a limitation is that their 

research only included the perspectives of change managers and from their perspective the IT 

implementation was considered successful. Simultaneously, the high rates of failed IT-enabled 

change projects (Markus, 2004) and unmet end-user expectations in BI projects (Feng et al. 

2009) cannot be neglected. This contradicting view regarding success shed light to the argument 

that success is achieved when an information system is perceived to be successful by 

stakeholders, since it means different things to different people (Thomas & Fernández, 2008). 

This is further supported by previous studies on different stakeholder perspectives, however not 

on IT-enabled change but rather IT project risk or ERP success factors, which show that 

discrepancies in perspectives exist and can give rise to an increased likelihood for conflicts 

(Keil et al. 2002; Chang, 2006; Lin & Rohm, 2009). For instance, a change manager might 

consider the IT-enabled change project as successful based solely on providing a better tool for 
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the change recipients to use. Likewise, the IT-manager might consider the technical 

functionalities and quality to be of essence for success. While, the change recipients might 

consider that user training and participation in the project to be critical in their view of success. 

1.2. PURPOSE AND RESEARCH QUESTION 

This gap of investigating different stakeholders’ perspectives on the success of IT-enabled 

change projects has previously been overlooked in research. Therefore, this thesis’ purpose is 

to address this gap and explore how different stakeholders perceive successful IT-enabled 

change. With inspiration from Keil et al. (2002), Chang (2006) and Lin & Rohm (2009), the 

aspiration is to explore and describe the different stakeholders’ understandings of and their 

reasoning behind the determinants to achieve successful IT-enabled change. The stakeholders 

being, IT-manager, change manager and change recipients – these stakeholders play a central 

role in BI projects and have the ability to affect as well as be affected by the change (see 2.2. 

Stakeholders for explanation).  

Given the aforementioned purpose the research question is:  

How do different stakeholders perceive the determinants for successful IT-

enabled change management? 

The research question is answered through insights from a post-implementation phase of a BI 

system and the changes that comes with the implementation in an international organization.  

By answering this research question, the findings will contribute to scholars with added 

knowledge about how different stakeholders perceive success in IT-enabled change projects 

and the implications of that. To practitioners the findings will be helpful as a framework of 

guidance when undergoing an IT-enabled change process. 
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2. LITERATURE REVIEW 

This chapter engages the reader with a thorough background to BI as the tool as well as BI 

implementation failure and success factors. The reasoning behind the background section is to 

provide the reader a holistic understanding later on in the Analysis chapter. Following the 

background section, an extensive description of previous research similar to this study’s 

purpose is presented. Lastly, the theoretical framework is introduced, that is, the study lens of 

this study which entails the most significant determinants of successful IT-enabled change. 

2.1. BACKGROUND 

2.1.1. BUSINESS INTELLIGENCE – THE TOOL 

BI is a tool that help analyse critical business data in order for decision makers to better 

understand their business and market (Chen et al. 2012). The vast amount of data stored can be 

hard to make sense of without having a tool that automatically extracts and integrates data from 

different sources (Arnott & Gibson, 2005; Gartner, 2015).  It supports decision 

makers, at different levels in the organization, to make better decisions based on real time and 

reliable information (Feng et al. 2009; Chen et al. 2012; Olexova, 2014; Yeoh & Papovic, 

2016; Audzeyeva & Hudson, 2016). By converting data into actionable and useful 

information together with human analysis it generates new knowledge about the business 

(Negash, 2004).  

In order to give the reader a holistic picture and understanding of BI, one need to be informed 

about the technical side of BI as well. Chaudhuri et al. (2011) gives sufficient information about 

the technical aspects of BI. One of the main capabilities of BI is integration of data, however 

data often comes from multiple operational databases (internal and external); therefore, it needs 

to be cleansed and standardized. This preparation stage is defined as the back-end technologies 

of BI and is commonly referred to as the Extract-Transform-Load (ETL) step. ETL is supposed 

to extract data from different operational databases, transform data quality issues to 

standardized data and efficiently load large volumes of data into the data warehouse with as 

little performance loss as possible. Following the ETL step is designing the user interface, 

referred as the front-end of BI. The user interface is what the end users will see and interact 

with. A user interface can contain features such as; online analytic processing (OLAP), to 

enable multidimensional view of data; dashboards that visualize performance management; 

data mining, through visualizations; and ad hoc analysis, to extract reports (Chaudhuri et al. 
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2011). The purpose of a BI user interface is to be flexible to meet the needs of different 

managerial levels. For instance, an operational manager might need to track core operational 

processes and have access to near-real time data, while an upper-level manager may need to 

monitor the execution of strategic objectives throughout the organization (Isik et al. 2012).  

 

Figure 1. Illustration of the back-end and front-end of BI (Source: Modified figure from Sqlpower) 

2.1.2. BUSINESS INTELLIGENCE – THE IMPLEMENTATION 

Even if an implementation is not considered as a total failure, Boyton et al. (2015) find it 

necessary to identify the pitfalls that lead to unmet expectations. Failure factors are divided into 

three dimensions – organizational, process and technological. One of the identified failure 

factors in the organizational dimension is lack of management commitment to BI; which is one 

of the most challenging factors. The second factor is having an unclear vision and scope, for 

example if a business case does not identify metrics of success or does not exist. A failure factor 

in the process dimension is that BI implementations that have IT driven solutions with little or 

no business input are destined to fail. Developing the BI system, and the process changes it 

entails, with a technological approach will increase the failure rate, they contend. The 

technological dimension entails factors such as lack of business input, scalability and flexibility 

in the BI system as well as having poor data quality with no ETL approach. These are factors 

that most certainly will result in failed BI implementations and not enough acceptance from its 

users (Ibid).  
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Furthermore, research within BI suggest that a major issue when implementing BI is having too 

much focus on the technology instead of the organizational changes it entails (Yeoh & Papovic, 

2016; Williams & Williams, 2003; Seah et al. 2010; Audzeyeva & Hudson, 2016). The 

importance of aligning the BI system to the business is stressed by many scholars (Isik et al. 

2013; Audzeyeva & Hudson, 2016; Arnott & Gibson, 2005; Williams & Williams, 2003), but 

to understand the varying perspectives of different stakeholders, which is the purpose of this 

study, is vaguely mentioned by Arnott & Gibson (2005).  

2.2. STAKEHOLDERS 

According to Freeman, a stakeholder can be “any group or individual who can affect or is 

affected by the achievement of the organization’s objectives” (Freeman, 1984 in Boonstra, 

2006, p. 40). Thus, groups or individuals that can affect or are affected by a certain change 

project are considered as stakeholders (Boonstra, 2006). In a BI implementation there can be 

several stakeholders involved, such as senior management, change recipients, general 

managers, IT personnel, external consultants. However, this thesis focuses on three 

stakeholders that are the ones most affected by or can affect the change – the change manager, 

IT-manager, and change recipients. This is due to the fact that these stakeholders are internal 

stakeholders from within the company which makes them targets of the IT-enabled change. 

Thus, each stakeholder’s important perspective is explained in the following sections.  

2.2.1. CHANGE MANAGER 

Research within IT-enabled change is predominantly represented by the perspectives of change 

managers (Manzoni & Angehrn, 1997/1998; Dent & Goldberg (1999); Bozarth, 2006) and has 

been identified as a limitation (Iveroth & Lindvall, 2011; Iveroth, 2010;2011).  

However, a change project cannot function without a change manager. The change manager 

has a central role providing the necessary resources for the change project, through budget and 

dedicated employees (Tarhini et al. 2015). It can be argued that since IT implementations per 

se are activators of organizational changes and, as Kotter (1996) mentions, changes need to be 

managed which is usually done by the change manager. This makes the change manager a 

stakeholder that can affect the change project, as Boonstra (2006) suggested, which is why the 

change manager’s perception is valuable. 
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Signs of discrepancies in perspectives between project managers (change manager) and users 

(change recipients) when it comes to IT project risk are evident. For instance, project managers 

consider lack of top management commitment to the project to be the most crucial risk factor in 

IT projects (Table 1), while users did not even consider the commitment from top management 

to be important enough to rank (Keil et al. 2002).  

 

Table 1.  Risk fators in IT projects. Source: Keil et al. (2002, p. 111) 

Critical success factors (CSF) for BI implementations as well as the determinants for successful 

IT-enabled change management mention several of these risk factors (Table 1) to be of essence 

in order to accomplish successful projects (Yeoh & Papovic, 2016; see for instance Benjamin 

& Levinson, 1993). The resemblance between the risk factors Keil et al. mention and the 

changes that need to be managed (determinants) which IT-enabled change research mentions is 

evident. However, only identifying the risk factors in an IT project is not sufficient enough. IT-

enabled change management is about more than that – it is about overcoming them in order to 

achieve a successful change. 

2.2.2. IT-MANAGER 

When it comes to BI implementations, which falls under the category IT projects, the IT-

manager has a central role. Discussions regarding the IT and Business alignment during the 



13 

 

process of IT implementations all come to the conclusion that fostering a strong relationship is 

a crucial (Siurdyban, 2012). Additionally, as the focus of this thesis is about managing 

organizational changes that emerge from the introduction of a new IT system, Doherty (2004) 

agrees with Siurdyban (2012) by stressing the importance of a strong IT-business relationship 

that lasts during the entire project.  

However, establishing a strong relationship between IT and the business has not been easy. 

Earlier contributions to this area has highlighted a ‘culture gap’ due to different backgrounds in 

knowledge and communication (Willcoxson & Chatham, 2004). For instance, it is said that IT 

personnel can sometimes forget that systems must provide value to the business by meeting 

evolving business goals (Mann, 2002); which can be due to a common view that IT and the 

business are diverse and separate organizational areas (Siurdyban, 2012). In fact, Mann (2002) 

stated that IT personnel want to be more involved in business decisions but are not asked to do 

so. On the other hand, Weiss & Anderson (2004) found that IT-managers’ roles have evolved 

to become more strategical, involving change management and business problem-solving skills. 

Consequently, Chang (2006) did a study on capturing the perspectives of IT-managers and 

general managers on enterprise information system implementations, benefits and importance. 

The findings from the study showed that even if the opinions, from interviews, were expressed 

with some mutual hostility, IT and general management perceptions were very similar based 

on data from surveys. This might imply that the role of IT-managers has in fact evolved, which 

can give a different perspective on IT-enabled change management as well. Additionally, this 

makes the IT-manager an important stakeholder that can affect the change project (Boonstra, 

2006), which is why his or her perspective can be valuable to capture.  

2.2.3. CHANGE RECIPIENTS 

In a broad range of studies within IT-enabled change management or BI implementation 

research, prescriptions for how change managers should interact and communicate with change 

recipients (users) are suggested. In fact, this stakeholder group has the last say in what the 

change means for them because they are the ones who are going to use the system when the 

implementation is finished. This makes the change recipients a stakeholder group that is most 

affected by the change project (Boonstra, 2006).  

In a study about BI acceptance from the users’ perspectives, the findings showed that 

organizational factors such as management support, user training to facilitate familiarity with 
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the system and user participation in the implementation process were significant for BI 

acceptance. However, individual characteristics were important as well; for instance, the most 

pressing determinant was personal innovativeness and readiness for change (Grubljesic & 

Jaklic, 2015). However, it seems that many change managers are unsuccessful in meeting the 

needs of the change recipients since more than 50 per cent of BI implementations fail to live up 

to their expectations (Feng et al. 2009). Moreover, the reasons behind the failed projects might 

not be detected since Thomas & Fernandes (2008) found that negative outcomes from IT 

projects are supressed due to political agendas. More importantly, previous research has 

indicated that conflicting perspectives between users and IT project managers might exist since 

it is already a fact in their perspectives on IT project risk. These factors give even more support 

to the ambition to explore the perspectives of the change recipients on the determinants for 

successful IT-enabled change.  

2.3. DETERMINANTS OF SUCCESSFUL IT-ENABLED CHANGE 

The composition of the theoretical framework has been assembled from consistencies and 

overlapping objectives in the field IT-enabled change management. The framework consists of 

nine determinants with clarifying and descriptive titles in order to provide a comprehensive, 

transparent as well as simplified overview of what the determinants for successful IT-enabled 

change management are. These specific determinants where chosen based on the findings from 

previous research on success factors, suggestions or models to achieve a successful IT-enabled 

change. The collection of previous studies was chosen based on their relevance for this thesis. 

2.3.1. DEVELOP A SYSTEMATIC PROCESS FOR CHANGE 

Understanding the origin of the need for change (Ward & Elvin, 1999) and having a clear vision 

of the desired outcome with the BI system is what defines this determinant. The vision will lay 

the foundation of which resources and managerial processes that are needed to progress towards 

it (Benjamin & Levinson, 1993). According to the researchers, the purpose of this determinant 

is twofold. First, to construct a road map over time with details on the tasks and activities to 

consider during the change process and second, using that road map as a common frame of 

reference. Iveroth (2010; 2011) is also highlighting the importance of activities and tools and 

using road maps as a tool to visualize the project model, which enables a shared understanding 

and a common ground. Shared understanding is also emphasized by Boonstra (2006), who 

suggests that management of change, equals management of meaning. He continues by 
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stressing that a successful innovation (here: BI implementation) is about achieving consensus 

amongst the relevant stakeholders and only then will the solution be accepted by them. There 

are however some opposing views towards this determinant. The counter argument is that 

change projects should only begin with an objective rather than a plan and the rest of the process 

should have an ad-hoc approach moving towards this objective (Macredie & Sandom, 1999). 

On the other hand, Keil et al.’s (2002) study showed that users of IT perceived ‘lack of effective 

development process/methodology’ to be the most critical project risk, which (if not developed 

effectively) can lead to unmet expectations. 

2.3.2. ANALYSE THE ENERGY EFFORT AND SIZE OF THE CHANGE 

Defining the required energy, tasks and activities necessary to integrate and adapt the BI system 

into the organization is another determinant (Benjamin & Levinson, 1993; Gibson, 2004). 

Successful IT-enabled change management requires an integrated technical and organizational 

solution (Markus, 2004). However, if the BI system has a broad range of functionalities it 

requires superior energy effort through tasks and activities for educational purposes (Benjamin 

& Levinson, 1993). Similarly, Iveroth (2010; 2011) emphasizes the importance to allocate 

activities and the tools to accomplish such activities to ensure a smooth transition and adaption 

to the new changes the BI implementation entails. Such activities and tools are transactional 

activities, which involves transferring the change message from change manager to change 

recipients through one-way communication by for instance, presentations or emails. 

Translational activities entail tools for training, teaching and knowledge sharing. Relational 

activities is about establishing political and supportable relationships to important stakeholders. 

And lastly, stabilising activities consist of tools such as KPIs to monitor and follow-up on the 

changed behaviours after the BI implementation.  

2.3.3. ANALYSE AND MANAGE STAKEHOLDER COMMITMENT 

Identifying the stakeholder groups whose commitment is necessary to achieve the goals to 

accomplish the vision is vital for a successful IT-enabled change. Meaning, to analyse the 

needed effort to gain commitment from each stakeholder group and develop action plans for 

those stakeholder groups that are not committed enough (Benjamin & Levinson, 1993). One 

stakeholder group that research suggests is of essence is senior management commitment (Ward 

& Elvin, 1999; Keil et al. 2002). Another stakeholder group that is vital during IT projects is IT 

personnel, more importantly, their relationship to the business side (Ward & Peppard, 1996; 
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Doherty, 2004). There is a third stakeholder group, which is mentioned in every IT-enabled 

change management research, and it is the group of change recipients (see for instance Iveroth, 

2011; Markus, 2004). Thus, in order to engage and motivate these stakeholder groups, change 

managers need to embody different roles and possess certain skills, which is explained 

thoroughly in the following section. 

2.3.4. FLEXIBLE ROLE OF THE CHAMPION 

This determinant can require one or several champions (change managers) depending on the 

size of the change. It involves being able to influence critical stakeholders through creating 

relations to the different stakeholders and embodying different roles (Benjamin & Levinson, 

1993). Iveroth (2011) provides solid prescriptions to change managers on how they should act 

and what skills they need to obtain at different levels of the change process. In order to ensure 

shared understanding regarding the BI system, the change manager is required to embody the 

role of a messenger. Here it is enough with a one-way communication to the change recipients. 

When there is a necessity to achieve shared interpretations of the new BI system and the changes 

it entails, a prerequisite for the change manager is to obtain skills like people management, 

pedagogics and experience-based knowledge; hence, being an expert of the change. Moving on 

to shared interests – to align interests among the different stakeholder groups and to manage 

the feelings as well as engagement of the end-users. The change manager is required to embody 

the role of a negotiator and coach, thus obtain networking, political and emotional skills 

(Iveroth, 2011). The change manager is expected to intervene in the organizational politics to 

legitimate the change and represent others’ interests (Boonstra, 2006). However, the change 

manager’s role does not end when the BI implementation is finished, in fact, it continues 

afterwards to ensure a common behaviour in the usage of the BI system. The role of the 

champion is to observe and follow-up on the user behaviours and, if needed, intervene to secure 

common behaviour in the long-term.  

2.3.5. MANAGE EQUILIBRIUM THROUGH COMPLEMENTARY CHANGES 

To ensure adaption of the BI solutoin, change managers need to understand that the 

implementation will come with changes. Thus, in order to restore equilibrium, managers need 

to add complementary changes in organizational structures and day-to-day work processes 

(Benjamin & Levinson, 1993; Markus, 2004). On the other hand, Macredie & Sandom (1999) 

argues that IT-enabled change is not an event with an end-point so that organizations can return 
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to equilibrium; instead, it is an ongoing process in which the changes cannot always be 

anticipated.  

Regardless of whether or not changes can be anticipated, some changes are evident before the 

implementation, which means that businesses need to reorganize work processes. Examples of 

complementary changes are new business processes and workflow, new metrics and incentives 

etcetera (Markus, 2004). The change recipients need to understand what the change will mean 

(common meaning) for their daily work practices and have interest (common interest) in using 

the system, which implies that change managers need to have answers for questions like ‘why 

should be adjust the way we work and our practices…’ and ‘why should we bother?’ (Iveroth, 

2011 p. 386). Organizations that believe in only installing a BI system and hope for changed 

organizational behaviour and performance have a ‘magic bullet thinking’. Magic bullet thinking 

is to think that IT alone is enough to create significant improvements in organizational 

performance (Markus, 2004).  

2.3.6. USER INVOLVEMENT 

A continuous process of user involvement was brought up as one of the most critical 

determinants by several scholars. Benjamin and Levinson (1993) suggest that group based 

discussions should take place regarding how to manage change issues that occur throughout the 

change process, with reference to the road map over time. The broader this group is the more 

familiarity they will have with the BI system and the change process, which will enable more 

intelligent discussions of the specific issues and potential solutions. Moreover, capturing the 

perspectives of the users can lessen the change risks as well (Gibson, 2004). Ward & Elvin 

(1999) and Keil et al. (2002) also found that user involvement is of the system is of essence for 

a successful change process. In fact, user involvement and commitment was perceived to be 

among the most crucial risk factors to overcome for a successful IT project (Keil et al. 2002).   

2.3.7. UNDERSTANDING CHANGE RESISTANCE, ROLE CLARITY AND EDUCATION 

This is regarded as the single largest opportunity for improving IT-enabled change 

management, which involves identifying sources of resistance by different stakeholders in order 

to overcome them by understanding them (Benjamin & Levinson, 1993). Identifying the 

sources of resistance is also in line with Gibson’s (2004) argument that businesses need to 

assess the risks of change for a successful IT-enabled change management. Similarly, Markus 
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(2004) argues that achieving successful IT-enabled change requires a BI system that is 

adaptable and usable, which is best realized by avoiding resistance. The change needs to satisfy 

organizational requirements and perceptions (Benjamin & Levinson, 1993). Accordingly, 

Iveroth (2010;2011) stresses that overcoming interpretive differences are of essence to achieve 

greater common meaning. Overcoming resistance and interpretive differences can be done by 

teaching, training and communicating with the change recipients regarding the meaning of the 

change (Benjamin & Levinson, 1993; Iveroth, 2011). Communication to the change recipients 

to make sure they understand their part in the change process is of paramount importance 

(Iveroth, 2011). In fact, Keil et al. (2002) identified that ‘improper definition of roles and 

responsibilities’ was perceived as one of the greatest IT project risks. 

2.3.8. PROTOTYPE ORGANIZATIONAL RESPONSE 

Even after efforts of rationalizing and planning the management of change, the conclusion is 

that organizations and human beings are still more complex than we think (Benjamin & 

Levinson, 1993). The success of the project depends on the interaction of both technology and 

people; people initiate, design, and use the system. Various stakeholders might respond in 

different ways, for instance by welcoming, rejecting or adapting it (Boonstra, 2006). Having an 

iterative and prototyping approach to the change process can be a way to test the organization’s 

response (Benjamin & Levinson, 1993; Markus, 2004). Even though this way can require 

greater energy and time, it enables more user involvement (which is a prerequisite for successful 

change) and reviews of the response (also a prerequisite) (Markus, 2004; Benjamin & Levinson, 

1993). The iterative and prototyping approach is characterized by the involvement of the BI 

system and related complementary changes, such as new business processes, metrics and 

training (Markus, 2004). Smaller incremental changes over a continuous process of change can 

over time amount to a major organizational transformation (Macredie & Sandom, 1999).  

2.3.9. FOLLOWING UP ON BEHAVIOURS 

The last determinant is to follow up on the change recipients’ perceptions of the IT-enabled 

change process. In fact, the people that are involved in the change process can be trained to 

intelligently observe and identify where resistance, after the implementation, needs to be 

overcome (Benjamin & Levinson, 1993). Gibson (2004, p. 14) concludes that “business results 

come ultimately from behaviour change, and that such change is critical to achieving business 

value from IT projects”. Similarly, Iveroth (2010; 2011) also emphasizes the importance of 
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establishing common usage behaviours. Change managers need to follow up and monitor 

whether the behaviours are aligned with the purpose of the BI system. Although, more often 

than not, formal follow-ups are not conducted due to political agendas. Managers want to avoid 

embarrassment due to negative outcomes or even failure, rather than viewing it as a learning 

experience (Thomas & Fernández, 2008).  

2.4. CONCEPTUAL FRAMEWORK: PURPOSE, TASKS AND ACTIVITIES 

The conceptual framework, this thesis’ study lens, is constructed by the overlapping concepts 

in the research field IT-enabled change management and modified further by identifying themes 

within each determinant. The framework consists of the determinants summarized above and 

starts with each determinant title. Following the title is an overall purpose with the determinant 

which the change manager should strive for in order to successfully manage the IT-enabled 

change process. Tasks and activities were identified to help the change manager achieve the 

purpose of the determinant, since they are more concise and detailed. The tasks and activities 

were later used as the analytical tools to detect whether the purpose of the determinants was 

achieved or not.  
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Table 2. Conceptual framework 

3. METHOD  

This chapter aims to clarify the chosen methodological steps taken in order to answer this 

study’s research question. It entails the research approach, research method, data collection, 

data analysis and ends with the methodological limitations of this study.  

3.1. SELECTING THE CASE STUDY – INTRODUCING COMPANY M 

Since the purpose of this study was to explore how different stakeholders perceive successful 

IT-enabled change the research approach is an exploratory and qualitative approach (Saunders 

et al. 2009). This is also one of the reasons why a case study research was suitable in order to 

answer this study’s research question. Whether or not to use case study research is mainly 

dependent on three conditions, Yin (2009) argues. The first condition for using case study 

research is the form of the research question, that is, whether the research question is a how or 

why question – which it is since the research question is “How do different stakeholders 

perceive the determinants for successful IT-enabled change management?”. A second 

condition is whether the phenomenon requires control of behavioural events and the answer to 

that should be no. This study is about capturing perceptions based on experiences from an event 

that has taken place, which demands for as little control of behaviours as possible. The third 
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condition is that case study research methods focus on contemporary events (ibid, p. 9). This 

condition is also met since the event in this study is the recently implemented BI-system, which 

is a contemporary event.   

Since the conditions to use case study research were met, the next step was to assess criteria to 

choose the case study that is suitable for the purpose of this study. Thus, in order to gather 

empirical findings that can answer the research question and fulfil the purpose, the criteria were 

mainly based on: (i) that the case study company had implemented a BI system recently. Since 

the data was collected retrospectively, the respondents’ memories would still be fresh. (ii) The 

key stakeholders that had been involved in the project were still employed. This was important 

for making sure that the experiences of the critical stakeholders were captured. (iii) IT 

department was in-house and not outsourced. The reasoning behind this was to ensure that the 

IT-manager was a part of the company, thus, increase the chances of a strong IT/business 

relationship. (iiii) The BI system exists in production and is being used, which was necessary 

to capture the perspectives about the final determinant – follow up on changed behaviour.  

As a result, the selected case study became what will be named Company M in this thesis. 

Company M is a Swedish organization with 40 years of experience within the service industry. 

They provide assistance in Recruitment, Talent Management, Business Development as well as 

Board and Executive services. More than 700 employees across several time zones in 25 

countries are employed. The organization consists of a senior management team located in 

Stockholm (HQ) as well as a Finance and IT team, also located in Stockholm. Beneath them is 

a level of Central Business Leaders that are the supervisors to the team leaders. The team leaders 

are distributed across 25 countries all over the world and their teams consist of consultants. The 

BI system was aimed to be implemented on a global level for the use of team leaders.  

3.2. DATA COLLECTION – SEMI-STRUCTURED INTERVIEWS 

The main data collection source consisted of interviews where the respondents gave their 

retrospective views in a post-implementation phase of a BI implementation. In total five 

interviews were conducted for this study, with the key figures involved in the BI 

implementation. In order to collect the data needed to answer the research question, these five 

respondents’ perspectives were critical to include due to the knowledge and insights they obtain. 

They were the key figures and the most engaged stakeholders in the change process which is 
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why their interpretations of the determinants on successful IT-enabled change was important to 

capture, as Thomas & Fernandez (2008) suggests.  

The first contact was initiated with a BI consulting firm that implemented BI systems to several 

companies. The reasoning behind this was partly in line with Farquhar’s (2012, p.52) suggestion 

to reach out to existing contacts and partly due to the reason that consulting firms who only 

work with BI implementations have a broad client base. Therefore, the chances to find a case 

study company that match the criteria and thereby acquiring sufficient information can increase. 

The sample of case studies was narrowed down to five companies that possibly matched the 

criteria. A second contact was then initiated with respective contact person from these five 

possible companies to find out which case study matched the criteria the most. After choosing 

Company M, that matched all the criteria, respondents who were the key figures and obtained 

the most knowledge as well as insight in the BI project were contacted to schedule interviews. 

Table 3 gives sufficient information regarding the interviews and the interviewees. 

Table 3. Interviews table 

Interviews are a central source of data for case study research and one of the most important 

sources of evidence (Yin, 2009). Due to this study’s research design – with propositions 

consisting of the theoretical framework as a study lens – the interviews needed direction in 

order to collect the required case study evidence. Based on this notion the interviews were more 

focused and therefore also not requiring longer interviews (ibid.). Most of the interviews took 

approximately 1 hour, only one was shorter and took 30 minutes. By taking the same argument 

as before, the theoretical framework also necessitated a semi-structured form of interviews. The 

researcher had a clear scope to focus on, yet without the intention to ask leading questions 

(Bryman & Bell, 2011, pp. 467-472). That is why semi-structured interviews was the best 

option to carry out the research design. Both the interviewer and the interviewees can be 

flexible, that is, if the conversation gets going then the interviewee might answer some other 

topics that were going to be brought up. Flexibility in the interview process can also mitigate 
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the risk of framing the interviewee, thus semi-structured interviews can capture the 

interviewee’s way of understanding issues and events (ibid.).  

A critical factor to consider for any researcher that conducts interviews is the ethicality of the 

interviews. The researcher should provide the option of anonymity and information about the 

issue/s to be investigated to the respondents. Not only is it offering the respondents a feeling of 

protection, but it can also enable the interviewees to tell the truth; which they would not feel 

comfortable telling if their identity was not anonymous (Silverman, 2011). Thus, before 

scheduling the interviews, the researcher sent an email to the respondents with a short 

description about the study and its focus. It involved information about the approximate length 

of the interview and that identities would be anonymous and no one but the researcher would 

know which respondent said what. However, Bryman & Bell (2011) argue that having a 

recording device might agitate respondents to feel alarmed at the notion that they are being 

recorded. Nevertheless, recording the interviews enables the interviewer to focus more on what 

is being said, how they are being said and ask follow-up questions on important points (Ibid) – 

contributing to more advantages than disadvantages. Therefore, it was considered to be more 

important to follow the conversation and ask follow-up questions to get to the core of the matter. 

In addition, at the time of the interview the respondents were asked whether they agreed on 

being recorded. 

Directly after the interviews the researcher took notes about the overall message from the 

interview and other observations. The interviews were later transcribed in order to avoid natural 

human bias of lacking memory and intuitive annotations (Bryman & Bell, 2011). Since two of 

the interviews were in Swedish, the used parts of the transcribed material were translated to 

English. 
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3.2.1. DATA TRIANGULATION 

When exploring a phenomenon in its context – IT-enabled change in an organization – data 

triangulation can support the researcher to better understand the phenomenon. It enables a 

multidimensional view on the same phenomenon. In this thesis, the dimensions are the 

perspectives of critical stakeholders that were involved in this complex environment and finding 

the single truth by the consistencies in their perspectives (Guion, 2002; Malterud, 2001). 

Triangulation is conducted by looking for agreements between the stakeholder groups, who are 

viewing the phenomenon from different points of view (Guion, 2002). Thus, in order to 

construct validity – investigating what this thesis aims to investigate – data triangulation was 

necessary, together with a clear research process and a conceptual framework (Farquhar, 2012). 

Figure 2. Data Triangulation 

3.3. OPERATIONALIZATION – IMPLEMENTING THE STUDY LENS 

Developing the research questions required that the previous steps in the research design were 

settled, in particular the step to form the theoretical framework. Thus, in order to retrieve the 

empirical data required to answer this study’s research question, an operationalization of the 

conceptual framework was done. Yin (2009) emphasizes the importance of theory development 

in case study research. The theory development requires some theoretical propositions, which 

is defined as explanations of why, for instance, events or structures occur. The theoretical 

propositions for this study are the determinants of successful IT-enabled change management 
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as shown in the conceptual framework (Table 2) and operationalization framework (Table 4). 

The aim was to ask the same questions to the different stakeholders in order to triangulate the 

data and find consistencies in their answers. 

Table 4. Operationalization model 
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3.4. UNDERSTANDING THE FINDINGS 

The first step of understanding the empirical findings, was done simultaneously as the 

transcription of the interviews. Having the Conceptual framework (Table 2) in consideration 

while listening to the interviews and transcribing them provided with an overall understanding 

of the empirical findings. In fact, the Operationalization model (Table 4) was constructed in a 

way to shape the data collection to be aligned with the conceptual framework (Yin, 2009). In a 

second step, each individual interview was categorized, on a general level, into the nine 

determinants in the theoretical framework. Thirdly, the analytical tools from the conceptual 

framework were applied (Randolph, 2009), that is, identifying the purpose, task and activities 

in each determinant. Consequently, the stakeholders’ perspectives were compared to each other 

and related to previous findings (Ibid).  

3.5. LIMITATIONS 

One of the limitations of using interviews as a method of data collection is the risk of bias. For 

instance, the interviewer can be biased to frame the interviewee towards a certain direction. In 

addition, the interviewee can be biased due to the sensitivity of their answers together with their 

position within the company (Ghauri & Grønhaug, 2005). Data triangulation is a way to 

minimize the risk of bias, which can help detect consistencies from different perspectives of the 

same phenomenon (Farquhar, 2012). 

One of the greatest concerns with case study research is usually whether it is rigorous enough. 

This is predominantly dependent on the researcher’s effort to follow specific procedures (Yin, 

2009). However, this study has followed a very specific procedure by first, with the help of the 

research question and purpose, composing the theoretical framework. The theoretical 

framework in turn was operationalized to design the interview questions; consequently, the 

analytical tools were applied in the data analysis. However, qualitative studies in general are, 

unlike quantitative research, based on relatively small databases (Silverman, 2011). Especially 

since this thesis only gives empirical evidence from one case (Yin, 2009). The question of ‘how 

generalizable are the findings?’ or ‘can the findings be transferred to other settings outside the 

one in the case study?’ can be asked. However, such questions are based on quantitative 

representativeness aiming at statistical validity (Diefenbach, 2008). Qualitative studies are not 

supposed to generalize to a population – statistical generalization. Instead, the analysed 

outcome can be generalized to some theoretical concepts – analytical generalization – and add 

https://www.google.se/search?hl=sv&tbo=p&tbm=bks&q=inauthor:%22Kjell+Gr%C3%B8nhaug%22


27 

 

new details to previous findings (Yin, 2009 p. 40; Silverman, 2011). What is needed in a 

qualitative analysis is that the chosen respondents are suitable for finding what is meant to be 

investigated (Diefenbach, 2008) and the respondents in this thesis were the key figures in the 

IT-enabled change process.  

4. UNDERSTANDING THE PERSPECTIVES OF THE 
STAKEHOLDERS 

This chapter presents the empirical findings collected from the interviews with the different 

stakeholders. The chapter starts with a short description of the BI implementation process at 

Company M and proceeds with presenting the perspectives on the different determinants. 

4.1. BI IMPLEMENTATION PROCESS 
 

 

 

 

Figure 3. BI implementation process at Company M 

The BI implementation started with the change manager, IT-manager and senior managers 

attending workshops to acquire knowledge before making decisions regarding the BI system. 

Thereafter, senior management and the change manager, together with the external consulting 

firm, decided the BI system’s functionalities, the design and content relevant for all the team 

leaders globally. Simultaneously, another external company was working on providing 

Company M’s data to the consulting firm. Eventually, a pilot version was launched to senior 

management for testing and feedback. Some final improvements were implemented and the 

final version was then launched to the change recipients. In connection with the launch, the 

change recipients received a video tutorial of how to use the BI system. A short period after the 

launch, the change recipients received an email from the change manager that opened up for 

feedback regarding the BI system. The system was continuously being developed and changed 

in accordance with the feedback from the change recipients. Simultaneously, the change 

manager also monitored the change recipients to track how often they used the system in their 

work. The project team consisted of the change manager from the Group Control (finance) 
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department and senior management who were responsible for the organizational 

implementation of the BI system; the external consultant and the IT-manager were responsible 

for the technical aspect of the project.   

4.2. DEVELOP A SYSTEMATIC PROCESS FOR CHANGE 

The vision for this BI project was twofold – technical and business vision. There was consensus 

among the stakeholders regarding the technical vision, as well as the technical need for change. 

Their understanding was that a more user-friendly, easy-to-use and more intuitive system would 

replace the old one, which was too complicated to use and required more manual effort in order 

to extract reports. However, the change manager who had more insight and a close relationship 

to the senior managers, was aware of an underlying vision – the business vision. The need for 

change was due to a business problem which the existing reporting system had caused. The old 

system was an internally developed system, with numerous functionalities and with time had 

evolved to become a multifaceted version of extracting reports and calculating KPIs.  

“It’s important to look at the same numbers, because if they had 50 variations of KPIs, who 

knows what they were looking at. Senior management might look at something different than 

the team leaders, which cause a mismatch.” - Change manager 

Thus, the business vision with the BI implementation was to make sure that KPIs were defined 

and calculated in a standardized way. Unfortunately, this was not communicated to the other 

stakeholders.  

The technical vision was communicated to the change recipients through email by the change 

manager. However, it was not communicated until the BI system was launched. Before its 

launch, the change recipients were only aware of a new dashboard that was aimed towards them 

which was about to be implemented and this information was sent out to them through email 

from senior management.  

In addition to the formal channels of communications revolving the BI implementation at 

Company M, it was also made apparent that change recipients with a well-established 

relationship to senior management would receive more information regarding the BI 

implementation process.  

“I consider myself being quite close to central management and I’m probably one of the best 

informed people because I get both the formal and the informal communication. But my view 
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was that the application was in progress. I knew from HQ that there will be more real time, 

more intuitive, better tool to actually follow up on people’s real time performance.” 

- Change recipient in Sweden 

Despite this informal relationship, the respondent was still not aware of the business vision with 

the BI system. The other change recipients were located abroad and could therefore only receive 

formal information through formal channels.  

4.3. ANALYSE THE ENERGY EFFORT AND SIZE OF THE CHANGE 

Prior to the implementation start, the sales representatives from the external consulting firm 

reassured Company M that their BI system, immediately after installation, could be readily 

useable for its end-users. The system was portrayed as such an easy-to-use tool allowing 

anyone, no matter background, to be able to use it without much effort put into educating them 

first. The only scepticism towards this proposition was expressed from the IT-manager, who 

was basing it on the years of experience from IT projects. The simplistic picture of the BI 

system, which was portrayed by the sales representatives, was also reflected in the decision 

about the tasks and activities necessary to educate the change recipients. The change manager, 

along with the change recipients, perceived the BI system as a minor change in their lives.  

“To be honest it’s not a massive change in our lives (…) Because it’s not a big change right? 

We’re not talking about any kind of change project and suddenly everything is different. It’s 

just another source where you draw your information and your numbers from and I find it very 

easy to use.” - Change recipient in Singapore 

Moreover, another factor that contributed to the decision to not include additional tasks and 

activities for education was because the company, in parallel with the BI initiative, was 

undergoing an organizational change. As such, they did not want the change recipients to 

receive too much information and risk cause information overload. In addition, the geographical 

dispersion was also a hinder to gather a group of change recipients for several occasions of 

training purposes. Consequently, these factors fell into the decision to have one activity planned 

to teach the change recipients about the BI system and its functionalities – a video tutorial. 

Otherwise, the change manager used emails as a channel of information sharing. As soon as 

new changes occurred the information was sent out via email, which had to be confirmed by 

senior management in order to avoid information overload. 
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The energy required from respective stakeholder group varied a lot. For instance, the IT-

manager was promised to only attend a few workshops and then be responsible for the technical 

enablement in the BI project. Instead, she had to put in twice the energy that she had expected 

to invest into the BI project. The change manager, who was new to the company, and the IT-

manager, who had ten-years of experience at the company, developed a strong informal 

relationship during the process of the BI project. The IT-manager was grateful for the 

experience to be involved in business decisions, however her view was that the misjudgement 

in time estimation could have been avoided if IT had more representation in the strategic 

discussion before the implementation started.  

The change manager was the owner of the project; hence, she estimated that she spent 60-70 

per cent per week on the BI project. Since its launch her invested time decreased to 40-50 per 

cent each week and her belief was that it would continue this way for additional six months.  

Although, her prediction was that the BI system would continuously develop without an 

absolute ending, as senior management frequently changes their business objectives which in 

turn implies reflecting these changes in the BI system as well.  

4.4. ANALYSE AND MANAGE STAKEHOLDER COMMITMENT 

According to the change manager, the stakeholders considered important to obtain commitment 

from were: senior management, IT-manager and the external companies who implemented the 

BI system. Thus, she single-handedly initiated contact and established relationships to these 

stakeholders. There was an awareness among the stakeholders that senior management did not 

consider the commitment from the change recipients to be important. Even if the BI system was 

directed towards the change recipients, focus was on fulfilling the desires of senior 

management. On the other hand, the change recipients’ feedback was taken into consideration 

after the BI system was launched. An example of this was that senior management could correct 

or even disregard their initial idea based on the comments from the change recipients.  

Senior management’s commitment was perceived as strong by the change manager and IT-

manager, but also by the change recipient who worked at HQ.  

“I think our company is functioning as an algorithm. Our previous owner or founder of the 

company was a psychologist and he was highly analytical. That is a positive legacy that we 

have as a company. For that reason, our senior management was enthusiastic to have this 

sort of tool to feel the pulse of the company.” - Change recipient in Sweden 
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Signs of commitment that the other change recipients noticed were campaign letters to advocate 

the BI implementation before its launch. Again, informal channels and geographical location 

played an important role for information sharing.  

Senior management invested time and interest into this particular project through attending 

workshops (each one lasted up to two hours), sending emails to the change recipients to 

advocate the BI system, and sponsoring the project. However, this strong commitment was also 

perceived as a strong top down micromanagement by the IT-manager and change manager. 

Whenever the change manager identified a problem or had an idea she had to confirm with 

senior management to go ahead and implement it. Sometimes senior management could initiate 

contact with the change manager when they had certain requests, however more often than not, 

it was the change manager who contacted them when she identified a problem. In such cases, 

the senior managers would discuss the issue between themselves and get back to the change 

manager with their solution.  

To gain commitment from the IT-manager the change manager established an informal 

relationship with her. On a formal level, the IT-manager was not supposed to be involved in the 

BI project except for being responsible for the technical enablement.  Instead her role evolved 

to become a ‘speaking partner’ or ‘co-change manager’ to the change manager – a go-to person 

whenever a business decision had to be made.  

“The change manager actively involved the IT side. She has worked hard to manage this 

project and she has kept me very well informed. I’m actually a control freak and when I see 

something go wrong I act, but with this project I felt calm. She pushes the question, she 

speaks with me about it, but she still pushes the question forward by herself.” - IT-manager 

Both the IT-manager and the change manager perceived their relationship to be strong and 

based on mutual trust. The change manager discussed decisions, issues or ideas with the IT-

manager due to her ten-year experience at the company and her knowledge. This relationship 

was appreciated from both sides – the change manager appreciated the IT-manager’s knowledge 

and competence and the IT-manager appreciated to be involved on the business side of the 

project. 

4.5. FLEXIBLE ROLE OF THE CHAMPION 

The change manager was perceived as successful in gaining commitment from the stakeholders 

she actively tried to gain commitment from. The IT-manager’s perspective of the change 
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manager was that she was good in establishing relationships with important stakeholders, 

especially the one to her. She perceived that the change manager actively engaged senior 

management and the external companies to push the project forward.  

The relationship to the change recipients started with a one-way communication initiated by the 

change manager through emails mainly. One of those occasions was when she sent them the 

email with the video tutorial with information about the BI system. She was the designer of the 

tutorial and instructed, simultaneously as a screen of the BI system was shown, the change 

recipients of how to use the system. However, the change recipients could not raise any 

questions then; instead, they had to watch through it, get access to the system, use it for a while 

and only then were they invited to ask questions or give feedback. Thus, a short period after the 

release, contact was initiated by the change recipients; when they had gained knowledge about 

the system. There was an observed correlation between those who became more familiar with 

the system and an increase in emails, to ask questions or give feedback, from those. After the 

launch, contact was initiated by the change manager only when there was a new change in the 

system. 

However, not only did the change manager establish an informal relationship with the IT-

manager, but also with one of the change recipients who was located at HQ. Despite the top-

down approach, the change manager needed the perspective of the change recipients regarding 

the BI system. Thus, she involved the change recipient in practical tests with the BI system 

before its release to make adjustments accordingly. 

Having the strong interests of senior management in mind, the change manager still 

accomplished to align different stakeholder perspectives. When occasions of conflicting 

opinions emerged, notably so after the launch of the BI system, the change manager relied on 

quantity.  

“If it’s not only one person but maybe five persons that have requested the same thing, I get 

tired of answering the same question and think ‘okay, let’s do something then’. (…) So I go on 

quantity a lot. If it’s only one poor guy that asks for something, then we do nothing. But 

usually, they want the same thing so we inform them that the change will come or will maybe 

come.” - Change manager 

The change manager also used this feedback invitation as a way of observing the behaviours of 

the change recipients. There was, however, another way of doing that. The change manager had 



33 

 

access to a monitoring application inside the BI system, which kept track of how many of the 

change recipients were using the system and how often they were using it.  

4.6. MANAGE EQUILIBRIUM THROUGH COMPLEMENTARY CHANGES 

Before the BI implementation, Company M faced the problem of having multiple versions of 

the “truth” due to various ways of calculating KPIs and extracting reports. Thus, a change was 

necessary and the BI application was the initiator for this change process to be enabled. As a 

result, the BI system generated changes such as new KPIs, new reporting processes and more 

frequent tracking of performances. However, one thing that was not anticipated by the change 

manager and IT-manager, until after the release, was that people’s understanding of KPIs was 

lacking. Despite the fact that KPIs were a part of the change recipients’ day-to-day job before 

the BI implementation. 

Moreover, the change manager did not want to communicate too much information since 

information about changes outside the BI project was already being provided frequently. Thus, 

the change manager and senior management were extremely cautious with sending out 

information to avoid information overload. Therefore, every email that entailed information 

regarding these newly introduced KPIs had to be short and concise, regardless of the change 

manager’s wish to include more detailed information about the changes. 

Whenever change recipients felt a message was not sufficient enough or needed some further 

explanations, they had to initiate contact with the change manager to understand it better. 

Emails of that kind was received at least twice a day, according to the change manager, 

especially as more time passed since the first release of the BI system. 

Still, the change recipients’ perspectives towards the BI system was optimistic, they were 

looking forward to it. They did not have any understanding about what the BI implementation 

would mean for their daily work practices before it was launched, but they knew that it would 

be a replacement for the old reporting system. The situation for the change recipients before 

was requiring a lot of time spent on manual work, such as exporting excel sheets or removing 

rows and columns to extract reports. There was a general dissatisfaction among them towards 

the old reporting system. Thus, when they started using the new BI system they could see how 

it changed their daily work practices. 

 “I’m saving a lot of time (…) Almost one fourth of my working time is spent in meeting with 

my team members. Previously I haven’t had any convening tool to actually track their 
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individual performance and now I just open the laptop and write the name in the BI 

application and see how they are doing. Then we have a conversation about that.” - Change 

recipient in Sweden 

 “It’s really just to press the button and I see it. It’s very easy. Clear overview, insight, no 

puzzle, just one-stop-shop like I would like to call it – just one place to look and everything is 

there.” - Change recipient in The Netherlands 

Judging from the perspectives of the change recipients, either the quality of the BI system or 

the dissatisfaction of the old reporting system generated an interest to use the new system. One 

of the change recipients did even say that there was no need for incentivizing the use of the BI 

system since it already was helpful in his daily work practices. Even if the old reporting system 

was still in place and could be used, these change recipients did not feel the need to. They were 

already using the system almost every day of the week. 

The IT-manager, however, did not share the same enthusiasm as the other stakeholders. The 

only change in the IT-manager’s day-to-day work practices was that change recipients would 

from now on turn to the change manager regarding questions about reporting and KPIs. 

However, the IT-manager realized that people were still turning to her about issues with the old 

reporting system. Her perspective was that management must inform the change recipients if 

they decide to implement new KPIs and not expect them to figure it out themselves, because 

otherwise they will continue using the old system since they are more comfortable with them. 

4.7. USER INVOLVEMENT 

The stakeholders agreed on the view that user involvement was very low before the BI system 

was launched. Senior management wanted to use the BI system as a management tool, that is, 

steering the team leaders’ behaviours, thus they had no intention to include the perspectives of 

the users. The change manager’s perception was that the culture in Company M is top-down 

and does not encourage the involvement of stakeholders below senior management level. They 

did not have the intention to open up for user participation during this BI project. Therefore, it 

was only senior management who was involved in getting familiar with the BI application 

through practical testing during a month. On the other hand, retrospectively, the change 

recipients did not find it necessary either for them to be involved. 

“I don’t think it’s necessary to involve users and I’ll tell you why – because I think that if you 

let people test and test and test then everyone will have an opinion and you are never finished. 

Sometimes it’s better to just say, this is it and it’s never going to be pleasing everyone but you 

simply have to live with it. It is a tool right? And it provides all the necessary reporting we 
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need, if someone is not satisfied and thinks that things could be different or is insulted cause 

he or she was not involved in the testing or didn’t have a say what has to be shown – you 

can’t please everybody.” - Change manager in Singapore 

User involvement was also low in terms of education. The change manager did not find it 

necessary to educate and involve the change recipients in order to make them familiar with the 

BI application since she perceived it to be very easy to use. Although, when the change 

recipients were finally involved, after it was released, the change manager noticed a necessity 

to educate the change recipients in KPIs and how to register information correctly in the input 

system. This is in line with the perspective of the IT-manager. Her view was that user 

involvement through testing sessions and giving feedback could have been beneficial through 

higher acceptance of the BI system, due to familiarity, as well as improvements in the BI system 

itself. The change recipients also suggested group-based knowledge sharing discussions and 

one-on-one testing sessions as advantageous to enable greater usage and familiarity with the BI 

application. Despite the perspectives that user involvement was not perceived as necessary by 

the change manager, she still informally involved one of the change recipients. Her perspective 

was that she as a ‘superuser’ could be blind towards things that change recipients would not 

miss, since the system was aimed for them.  

4.8. UNDERSTANDING CHANGE RESISTANCE, ROLE CLARITY AND 
EDUCATION 

The overall picture, among the stakeholders, regarding the sources of resistance was knowledge 

and competence. Lack of knowledge regarding KPIs and how to correctly register information 

in the input system were identified as sources of resistance; however, it was not realized until 

after the BI system was launched. The change recipients were not given information about how 

the BI system would change their daily work practices, nor were they allowed to participate in 

the implementation process until it was ready to use. Hence, according to the IT-manager people 

resisted the system.  

“I had hoped that there would be more talk about the BI application than what I have heard 

among its users. There are still those who use the old reporting system. It’s new and it’s hard, 

hence, it’s hard to teach an old dog new tricks. They were used to a certain way of extracting 

reports. But they didn’t like the old ways either, now they like them because they don’t like the 

new way – that’s how it usually goes. One feels comfortable with the old ways, while the new 

way is dangerous.” - IT-manager 
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The IT-manager was the only stakeholder with the perception that user involvement was 

important during the implementation process. She thought it was important to include the 

perspectives of the change recipients to enable familiarity with the system, but also for 

improvements with the system itself so that it would be easier for the change recipients to accept 

it. The change manager, however, was convinced that training and education was not necessary, 

due to the BI system’s simplicity. What she did not realize was that it was not the new technique 

they would resist; instead it was the insecurity of not knowing about the new information. The 

change recipients did also identify lack of knowledge as a risk for resistance among their peers. 

 “At least in our company I think that we have that type of risk. When we put people together 

that are insecure, they’re not able to say they are insecure because they want to protect their 

egos. Then they just say that the system is not good. Motivation to use the system follow many 

times the competence of using it. By building confidence first, it’s easier to have those type of 

conversations. I have the experience that it is more efficient with one-on-one training. So after 

that it can be more contributing to have intelligent discussions.”  

- Change recipient in Sweden 

The only activity for motivational and educational purpose was a six-minute video tutorial. The 

tutorial entailed a short introduction about the department Group Control, where the change 

manager works, and what the BI system is as well as what it is supposed to do. Then the change 

manager instructed the change recipients of how to use the BI system and its functionalities. In 

order to encourage the change recipients to watch the tutorial the change manager tricked them 

to think that they needed to watch the video tutorial first and then click on a link that would 

give them access to the system. The perceptions of the video tutorial were positive, they found 

it informative and very detailed – perhaps too detailed even.  

Nevertheless, the interviewed change recipients all had to test around, for self-learning 

purposes, in the system for a while in order to get used to it. Thus, the video tutorial seemed not 

to be enough for competence building. Not only was it a new technological device they needed 

to learn, but the implementation gave rise to several changes for the change recipients. For 

instance, new KPIs and reports were introduced. After the video tutorial they were on their own, 

except for the ones who were comfortable initiating contact with the change manager to ask 

questions, getting clarifications or further explanations.  

The IT-manager did not find the knowledge building activities to be enough. Her interpretation 

was that the change recipients did not understand the new KPIs that were introduced, hence, 

they did not change their behaviour and instead went back using the old reporting system. Still, 
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the will to avoid information overload was more important than filling this knowledge gap, thus 

no actions were taken to overcome this resistance. It was suggested by the change recipients 

that more practical testing with one-on-one sessions or group-based knowledge sharing 

discussions could have been beneficial to increase acceptance.  

The interviewed change recipients did however trust senior management and the change 

manager with the change project. Even if they did not understand their own part in the project, 

they did not find it important, because they trusted the outcome. This could also be due to the 

fact that they all described themselves as generally being open towards change and even 

enthusiastic towards new technology. They even wanted to learn more about the BI system to 

become more advanced. 

“Bringing together users in some sort of training (…) someone who has more knowledge 

about the system, who can show other options, possibilities, tricks or how to even get more 

out of it. I could imagine something like that, I would welcome it.” - Change recipient in The 

Netherlands 

4.9. PROTOTYPE ORGANIZATIONAL RESPONSE 

The implementation process was iterative to some degree, there was an occasion of pilot testing 

before the final launch but only to the senior managers. Thus, it was not a test of organizational 

response, but rather to test senior management response. The IT-manager was critical towards 

only letting senior management testing the system since different stakeholders can have 

different perspectives. Her view was that more user involvement would have been beneficial, 

both for an improved BI system and for more familiarity.  After the testing was done by the 

senior managers, the BI system was introduced to the change recipients as a finished product. 

Thereafter, the change manager encouraged the change recipients to express their opinions and 

give feedback about the system. In other words, organizational response was tested eventually 

but when the BI system was already considered finalized. On the other hand, both the IT-

manager and the change manager stated that the intention is to continuously develop and align 

the BI system with business objectives. 

Thus, after the final version was launched the change recipients frequently, on their initiative, 

provided feedback and requests regarding the BI system’s improvements. Whenever a majority 

of the change recipients request or complain about the same thing, the change manager takes 

the question up to senior management and if they think it is reasonable they go through with it. 

Retrospectively, the change manager was critical towards this top down approach that senior 
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management persisted on. They would decide to change a KPI, which the external consultant 

could work on for several days, then they would launch it and notice that it did not fit into some 

situation based on the response from the change recipients; which led to even more time 

correcting it or lost time changing it. Therefore, the IT-manager thought that prototyping, 

including the change recipients, would have been beneficial. Although, it would have required 

a great deal of engagement and energy.  

The change recipients perceived the project to be well implemented and they all agreed that due 

to the reason that the system is easy to use and intuitive, it would be unnecessary to involve 

them in the development of the system. 

“I don’t think that I would have had any valuable contribution for the system before it was 

implemented. But then later on I might have some good ideas for improvement, then I can 

request them from Group Control.” - Change recipient in Sweden 

On the other hand, now that it has been launched and the change recipients are more familiar 

with the application they agree on one thing and that is that the application have potential to 

become even better. 

4.10. FOLLOWING UP ON BEHAVIOURS 

The stakeholders did not perceive there to be any official follow ups on the project or the 

behaviours. Still, the change manager had a monitoring application in the BI system that kept 

track of the change recipients’ usage behaviours. 

“I think that I have seen one person that hasn’t even logged in to the application yet, so I am 

going to take away her license – I’m just joking! I haven’t followed up on the usage actively, 

because I still focus on the system development. I’ve seen every now and then that some are 

using it more often and others have not been using it for a while.” - Change manager 

In addition, the change manager also sent an email to the change recipients inviting them to 

contact her if they would have any input such as feedback, questions or issues regarding the BI 

system. Emails of that kind was received at least twice a day and they were increasing as more 

time was passing by since the first release. She perceived the reason for this to be familiarity 

with the system, because there is a correlation between those using the application frequently 

and those asking many questions. Although, the interviewed stakeholders were not afraid of 

initiating contact and they did not hesitate to give their opinions to the change manager.  
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“I am the type that speaks. I say what I think (…) I don’t need any follow ups. The 

information that I receive from people that I have spoken with I mediate to the change 

manager.” - IT-manager 

According to the IT-manager, other change recipients have expressed their dissatisfaction, but 

through informal ways such as reputation, discussions and the non-existent buzz that was 

expected about the BI system. The IT-manager is also the person people turn to whenever they 

encounter problems with the IT systems in place, thus she realized that people were still using 

the old reporting system. Her view was, however, that there will always be those who resist and 

that maybe they are the ones who contact her; hence, she does not see the other side of the coin. 

However, this perception did not fit into the perspectives of the interviewed change recipients. 

Not only did they change their behaviour to become highly active users, they could also identify 

that lack of knowledge or competence as sources of resistance. In addition, that extra training 

could have been beneficial for their colleagues to be more accepting towards the system. This 

is in line with the change manager’s perspective as well; knowledge seems to be key to changing 

behaviours. The change manager could see a change in those who contacted her more often. 

They gained more knowledge about how to use the system, what KPIs consist of and they could 

understand faster when the change manager explained her expert view on things; which also 

enabled them to recognize their own mistakes and faults. Unfortunately, those who were not 

comfortable initiating contact with the change manager did not realize these benefits.  
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5. OUTCOME OF THE IT-ENABLED CHANGE MANAGEMENT 
AND STAKEHOLDERS’ PERSPECTIVES 

This chapter presents the connections the empirical findings has to this thesis’ study lens. It 

starts by presenting a model that visualizes how the determinants were applied during the BI 

implementation process. Later, an analysis of the Conceptual framework in relation to the 

empirical findings is presented.   

 

 

 

 

 

 

 

 

 

Figure 3. The procedural relation between empirical findings and determinants1 

5.1. DETERMINANTS OF SUCCESSFUL IT-ENABLED CHANGE 

5.1.1. DEVELOP A SYSTEMATIC PROCESS FOR CHANGE 

The empirical findings showed that Company M was unsuccessful in formulating a clear vision 

for the IT-enabled change. The perceptions regarding the need for change and vision were 

technical, thus the focus of the IT-enabled change process became technical as well – as it often 

does (Boyton et al. 2015). There was no awareness among the stakeholders of a road map or 

project plan of the change process, which was one of the activities recommended to develop a 

systematic process for change (Benjamin & Levinson, 1993; Iveroth, 2010; 2011). However, 

                                                           

1 Figure 4. Illustrates at which stages the determinants appeared in the BI implementation process.  
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there was a shared understanding and consensus regarding the technical vision and need for 

change, which is in line with Boonstra (2006) and Ward & Elvin (1999). The change message 

was mediated through the tool of emails, thus some degree of common ground was established 

(Iveroth, 2010, 2011).  

Thus, the purpose of this determinant – to mediate the vision and project plan for shared 

understanding – was achieved to some degree. However, a systematic process for change was 

not planned ahead through road-maps or a project plan, hence the process for change was ad-

hoc, as suggested by Macredie & Sandom (1999). 

5.1.2. ANALYSE THE ENERGY EFFORT AND SIZE OF THE CHANGE 

The planned energy requirement from the interviewed stakeholder groups did not correspond 

to the actual energy they put in to the BI project. By assessing the size of the change, it would 

have revealed the activities necessary to integrate the BI system into the organization (Benjamin 

& Levinson, 1993; Gibson, 2004; Markus, 2004). A correlation was identified between the 

initial perception regarding the size of the change and the view towards necessary activities to 

integrate the system into the organization. For instance, the IT-manager did not find the BI 

system to be as simplistic as the sales representatives from the external consulting firm 

portrayed, which resulted in her thinking that more activities such as training was necessary. 

While the change manager, who believed in that picture, planned a limited number of tasks to 

integrate the BI system into the organization. For instance, transactional activities to mediate 

the change message were only through emails to the change recipients. Moreover, planned 

translational activities for training or knowledge-sharing purpose was the video tutorial that was 

sent via email or information letters (Iveroth, 2010; 2011). 

5.1.3. ANALYSE AND MANAGE STAKEHOLDER COMMITMENT 

The job to analyse and manage stakeholder commitment was a continuous process. In the 

beginning of the project it was important to gain the commitment from senior management, IT-

manager and the external stakeholders. It did not require much time analysing the needed effort 

to gain commitment from senior management because they showed their commitment instantly 

from the beginning, thus senior management commitment was strong (Benjamin & Levinson, 

1993; Ward & Elvin, 1999; Keil et al. 2002). For the stakeholders that did not show 

commitment, the change manager took initiative to engage them. For instance, the strong 

relationship between the IT-manager and change manager lasted throughout the entire process, 
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which was important for the project (Siurdyban, 2012; Doherty, 2004). However, the 

commitment from the change recipients was not regarded as important during the change 

process (except by the IT-manager), unlike what Iveroth (2011) and Markus (2004) suggest.  

In general, the purpose of this determinant was achieved successfully since the change manager 

did manage to gain commitment from the stakeholders that she considered necessary for the 

project. One can argue, however, that more than one change recipient’s perspective could have 

been captured before the finalized version of the BI system was released to avoid changing it 

so much afterwards. 

5.1.4. FLEXIBLE ROLE OF THE CHAMPION 

The flexible role of the champion was also required during the whole process. In this case study 

it was Head of Group Control who was the change manager. However, informally there was 

another change manager, namely the IT-manager. The IT-manager acted as an expert to the 

change manager and observer of the change recipients. She engaged in translational and 

stabilising activities by sharing her experience-based knowledge and informally following up 

on user behaviours, which is how Iveroth (2011) describes a change manager.  

Moreover, the change manager took on the role as a mediator to communicate the change 

message (technical vision) through one-way communication by emails. She embodied the role 

of an expert when pedagogically instructing the change recipients in how to use the BI system. 

In addition, after the system was launched the change manager also shared her experience-based 

knowledge and translated it to the change recipients who contacted her. The change manager 

acted as a negotiator when aligning conflicting interests of different stakeholders (Ibid); thus 

representing others’ interests (Boonstra, 2006). Networking and political skills was used to 

establish formal and informal relationships with important stakeholders; for instance, the 

informal relationship to the IT-manager. Finally, the change manager also embodied the role of 

an observer through the monitoring application that tracked usage-behaviours of the change 

recipients. However, she did not intervene in situations of resistance, which is recommended 

by Iveroth (2011) in order to establish common behaviour.  

Overall, the purpose to have a champion with the necessary skills to influence critical 

stakeholders was achieved. She was flexible by embodying different roles whenever necessary. 
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5.1.5. MANAGE EQUILIBRIUM THROUGH COMPLEMENTARY CHANGES 

The BI implementation per se did enable several organizational changes that necessitated 

complementary changes as research suggests (Markus, 2004). However, these changes were 

not anticipated before the system was launched. Thus, Macredie & Sandom’s (1999) argument 

can be applicable – namely that changes cannot always be anticipated. For instance, for the 

change recipients the implementation introduced new KPIs, new ways to view reports and more 

frequent follow ups of the KPIs. This would have required complementary changes such as new 

skills training (Markus, 2004). Additionally, the change recipients were not aware of how the 

implementation would affect their daily work processes, which is necessary in order to avoid 

interpretive differences and create common meaning (Iveroth, 2011). Although, the lack of 

complementary changes was not criticized by the change recipients. They shared the view of 

the change manager regarding how user-friendly the BI system was and therefore did not find 

it necessary for complementary changes, such as new skills training or incentives as suggested 

by Markus (2004). The realized benefits of the BI system were enough to create common 

interest in using the system (Iveroth, 2011). On the other hand, the IT-manager realized that 

some change recipients were still using the old reporting system since they were still turning to 

her about issues related to the old system. Indicating that a common interest in using the system 

was not fully realized (Ibid).  

5.1.6. USER INVOLVEMENT 

Despite the culture or general views to not include the perspectives of the change recipients, 

this case eventually did. For instance, after the system was released senior management and the 

change manager (who were advocators for a top-down approach) were receptive towards the 

feedback from the change recipients. Even before the launch the change manager included the 

perspective of one change recipient for improving the BI system. This is in line with Gibson 

(2004), Ward & Elvin (1999) and Keil et al. (2002) who argue that capturing the perspectives 

of the users increase chances for success. The purpose of this determinant was to involve the 

users to enable familiarity with the system (Benjamin & Levinson, 1993); however, involving 

one change recipient does not enable familiarity for the other change recipients. Moreover, the 

change manager’s idea behind including the perspective of the change recipient was to improve 

the system itself and not enabling familiarity. 
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The empirical findings also confirmed the argument by Benjamin & Levinson (1993) that 

familiarity facilitates more intelligent discussions regarding solutions to issues of change 

resistance. For instance, the change recipients suggested that group-based discussions or one-

on-one testing sessions could enable greater usage and acceptance of the BI system. Moreover, 

it was also identified that more familiarity with the system, gave rise to  more questions asked 

to the change manager by the recipients, which in turn generated more knowledge. 

5.1.7. UNDERSTANDING RESISTANCE, ROLE CLARITY AND EDUCATION 

Advocators for this determinant suggest that change resistance should be identified and 

overcome before the new BI system is released and ready to use (Markus, 2004; Iveroth, 2011; 

Gibson, 2004; Keil et al. 2002). Only installing it and hoping for changed behaviour is ‘magic 

bullet thinking’, as Markus (2004) stresses. Still, in this case, the change recipients started 

interacting with the BI system only when it was finalized and ready to use. In addition, 

communication with the change recipients before the launch was limited. There was no 

awareness about their role in the change process, which could have minimized the risk of 

interpretive differences (Iveroth, 2011; Keil et al. 2002). As a result, sources of change 

resistance – lack of knowledge regarding KPIs and registering data into the input system 

correctly – were not realized until then. Overcoming change resistance required that the change 

manager understood them and consequently acted upon them by teaching, training and 

communicating with the change recipients (Benjamin & Levinson, 1993; Iveroth, 2011). 

However, the only training for the change recipients was provided at the same time as the 

release and nothing else was provided after the sources of resistance were identified. As a result, 

there were still resistance to use the system among the change recipients. The IT-manager 

received problem-solving issues related to the old reporting system from the change recipients 

and they expressed their dissatisfaction towards the new work processes.  

Consequently, the purpose to overcome resistance by understanding them was not achieved 

fully, even if the sources of resistance were identified (after release) no actions were taken to 

overcome them. 

5.1.8. PROTOTYPE ORGANIZATIONAL RESPONSE 

According to Boonstra (2006) the success of the BI project depends on the interaction of both 

technology and people. However, various stakeholders might respond in different ways by 

welcoming, rejecting or adapting the BI system. Therefore, prototyping would have been a way 
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to test their responses (Benjamin & Levinson, 1993; Markus, 2004). The BI project was 

iterative to some degree, however, to the wrong audience. The BI system was aimed towards 

the team leaders (change recipients), still it was senior management who was the testing group. 

A pilot version was released to them with the purpose to receive feedback and make 

improvements. One can argue that it was in line with Markus’ (2004) recommendation, 

although the purpose for testing organizational response is to enable more user involvement 

and later review their response, which was not the case at Company M. Retrospectively, the 

change manager was critical towards this top down approach that senior management persisted 

on, since it required unnecessary time correcting unfit decisions. They could decide to launch a 

KPI, which required a lot of time implementing, then they would notice that it did not fit into 

the situation based on the response from the change recipients. If an iterative approach had been 

implemented, this would be avoided since pilot testing would have revealed the flaws, as well 

as sources of resistance, before launching (Markus, 2004; Benjamin & Levinson, 1993). 

5.1.9. FOLLOWING UP ON BEHAVIOURS 

In line with Iveroth (2010; 2011) the change manager did engage in stabilising activities through 

the monitoring application that tracked usage behaviour. However, she did not intervene when 

change resistance was identified (Ibid), due to the reason that the project was perceived as new 

and it would take time for people to adapt to it. Although, the source of resistance was identified 

as lack of knowledge, thus giving the change recipients time to adapt would not do any 

difference. What is necessary in such situations is to intervene and overcome resistance through 

education and training (Benjamin & Levinson, 1993; Iveroth, 2011). 

Other instances of stabilising activities, such as observing behaviours (Iveroth, 2010; 2011) and 

reviewing perspectives on the BI project (Benjamin & Levinson, 1993) was found. For instance, 

the IT-manager observed the change recipients’ behaviours after the system was launched and 

shared those observations with the change manager. Moreover, the change manager invited the 

change recipients to contact her if they would have any input such as feedback, questions or 

issues regarding the BI system. As a result, the change manager found that common behaviour 

existed, which both Iveroth (2010; 2011) and Gibson (2004) find critical for capturing the value 

of the BI system. For example, the highly active users had changed their behaviour by gained 

knowledge about KPIs, using the input system and BI system correctly as well as improved 

ability to understand faster when the change manager shared her knowledge. This in turn, 

enabled them to recognize their own mistakes and faults. Unfortunately, those who did not 
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contact her did not acquire new knowledge and used the system less frequently than others. 

Thus, it could have been beneficial for those remaining in the shadows that the change manager 

would intervene (Iveroth, 2010; 2011). 

5.2. STAKEHOLDER PERSPECTIVES 

The empirical findings showed that the change manager and the change recipients perceived 

the determinants similarly, while the IT-manager diverged from their interpretations. For 

instance, the IT-manager was sceptical towards the portrayed picture of the BI system as an 

easy-to-use tool allowing anyone, no matter background, to be able to use it without much 

education or training. This can be due to the ‘culture gap’, meaning that different backgrounds 

in knowledge and communication can be found between IT and business (Willcoxson & 

Chatham, 2004). Additionally, the IT-manager was not as satisfied with the BI system as the 

other stakeholders were. According to her, the technical vision was not achieved due to the BI 

system’s functionalities, which can be related to Mann’s (2002) argument that IT personnel can 

sometimes forget that systems must provide value to the entire business. The different views 

between the change manager and IT-manager was surprising, especially since previous research 

indicated that IT-managers and general managers had similar perspectives (Chang, 2006). 

Additionally, since they also had a close and strong relationship during the change process. 

Moreover, it can also be argued that since the change recipients were team leaders within the 

organization, meaning that their main task is to supervise and coordinate a team of employees, 

they could understand the change manager. Their perspectives could have been influenced by 

their experiences as team leaders. For instance, the change recipient from Singapore reasoned 

that user involvement was not necessary because in some cases a decision has to be made and 

everyone else has to live with it. In addition, the interviewed change recipients all perceived 

themselves as open towards change and optimistic towards new technology. This can be related 

to Grubljesic & Jaklic’s (2015) findings which showed that individual characteristics such as 

personal innovativeness and readiness for change were essential for BI acceptance. Thus, even 

if the change recipients did not participate in the implementation process, which also is a 

prerequisite for BI acceptance (Ibid), their individual characteristics was enough motivation.  

Consequently, the empirical findings also showed that the IT-business relationship was 

important for the success of the BI project as well as appreciated by both sides. This is in line 

with what previous research suggests, namely that IT-managers want to be more involved in 
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business decisions (Mann, 2004). In addition, that the role of the IT-manager has evolved to 

become more strategical, involving change management and business problem-solving skills 

(Weiss & Anderson, 2004); which was the case in the BI project to some extent. This role was 

an informal role; hence, not part of the IT-manager’s job description during the BI project.  

6. DISCUSSION AND CONCLUSION 

The final chapter starts with a summary of this study’s findings and further discusses their 

implications within the research field IT-enabled change management. This is followed by a 

contribution section and ends with a section regarding the limitations and suggestions for 

further research.  

To avoid ending up on the failing side of BI implementations IT-enabled change management 

has been prescribed as a solution. The BI implementation per se is an initiator of organizational 

change and those changes need to be managed in order to integrate the BI system into the 

organization. As obvious as it sounds, managing an IT-enabled change successfully is a 

nontrivial matter since success is interpreted differently amongst different stakeholders. 

Therefore, this thesis’ purpose was to explore how different stakeholders perceive successful 

IT-enabled change, which has been overlooked in previous research. The key stakeholders 

being the change manager, IT-manager and change recipients were chosen based on Boonstra’s 

(2006) definition of stakeholders as those who can affect or are affected by the change project. 

In order to achieve a successful IT-enabled change nine determinants were identified and 

categorized into a conceptual framework. Therefore, the research question was “How do 

different stakeholders perceive the determinants for successful IT-enabled change 

management?”.  

A first finding was that the stakeholders perceived the IT-enabled change to be successful. 

There was consensus among the stakeholders that Company M did apply all nine determinants 

in the BI project, however, not formally and not before the final release, as advocated by 

research. On a formal level the intention was to not include the determinants ‘Manage 

equilibrium through complementary changes’, ‘User involvement’, ‘Understanding change 

resistance, role clarity and education’ and ‘Prototyping organizational response’ since these 

involve the participation of the change recipients, which senior management was against. 

However, after the BI system’s launch these were included on an informal level because the 
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change manager and senior management realized that the change recipients’ perspectives were 

necessary. Unfortunately, causing them unnecessary time revising initial decisions and delayed 

identification of sources of resistance. 

The second finding showed that the first determinant – ‘Develop a systematic process for 

change’ – was significant in deciding the direction of the IT-enabled change process. As a result 

of having a technical need for change and vision, the activities in the other determinants had a 

technical focus; hence, neglecting the organizational changes that was necessary. This can be 

exemplified by the video tutorial which was used as the only educating activity for the change 

recipients, focusing on the technical use of the BI system rather than education around new 

work processes.  

Thirdly, the findings indicated that the determinant ‘Analyse the energy effort and size of the 

change’ proved to be significant for the outcome of the BI project since it settled the perspective 

towards the other determinants as well. For instance, if the size of the change was perceived as 

small then the perception towards the number of activities necessary to integrate the BI system 

into the organization was small too.  

The fourth finding showed that the change manager and change recipients shared more similar 

perspectives, who were more commonly not in favour for the determinants. For instance, the 

change manager and change recipients thought user involvement was needless, whereas the IT-

manager perceived it to be important. The IT-manager, whose perspective was more commonly 

aligned with the determinants, deviated from the other stakeholders’ views. The results were 

different from previous findings who concluded that IT-managers and general managers had 

similar perspectives, while users and managers had different perspectives (Keil et al. 2002; 

Chang, 2006; Lin & Rohm, 2009).  

A final finding indicated that the background of the stakeholders can affect their perspectives 

about the determinants of successful IT-enabled change management. Previous research within 

IT-enabled change has categorized change recipients into a homogeneous group, however, the 

findings showed that the background of the change recipients affected their perceptions. In this 

study the change recipients’ role within the company was as team leaders, which implies that 

they had management experiences. This in turn can be a reason for their similarity in views 

regarding the determinants in comparison to the change manager, who also had a managing role 

in this project. Additionally, the IT-manager’s perspective was different from the other 
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stakeholders’ views. This conforms to the ‘culture gap’ which previous findings highlight, 

meaning that the different backgrounds in knowledge and communication can deviate between 

IT and business. 

In conclusion, the findings suggest that the conceptual framework, which was constructed by 

the nine determinants, was perceived as important for a successful IT-enabled change project. 

Despite perspectives that were against some determinants, their actions showed the opposite 

since many of the determinants were included after the BI system was introduced to the change 

recipients. In addition, making the distinction of different background within the stakeholder 

group of change recipients can help change managers to develop appropriate change process 

activities – such as training, communication, prioritizations – for an improved IT-enabled 

change.   

6.1. CONTRIBUTION 

The research gap that was identified, which this thesis aimed to complement, was that previous 

studies within the field IT-enabled change were dominated by the perspectives of the managers. 

Thus, answering the research question helped closing that gap by contributing with added 

knowledge about different stakeholders’ perceptions of successful IT-enabled change 

management and their implications. This study’s contributions are twofold – theoretical and 

empirical. The theoretical contributions of this thesis are – firstly, the exploration of different 

stakeholders’ perspectives, more specifically the change manager, IT-manager and change 

recipients, on successful IT-enabled change management. Exploring stakeholder perspectives 

and combining these three stakeholders’ perspectives in a study has not been done before within 

the research field IT-enabled change management. This was important since success can mean 

different things to different stakeholders and this study’s findings emphasized that even more. 

The empirical contribution of this study to practitioners is the conceptual framework, which 

was built on the nine determinants assembled from previous research’s suggestions for leading 

a successful IT-enabled change process. The framework can be used as a guideline or 

framework for organizations undergoing an IT-enabled change process. However, the 

framework and the findings are limited to a certain extent and these are discussed in the 

following section. 



50 

 

6.2. LIMITATIONS AND FURTHER RESEARCH 

Due to the fact that this study collected data from one case study and a total of five interviews, 

the findings are restricted to be generalized to a broader population. Nevertheless, this was not 

the aspiration with this study either since the respondents were chosen to fit the purpose of this 

study and could therefore provide with valuable insights into the BI project. However, in 

relation to the limited number of interviews, three out of five respondents were change 

recipients and they described themselves as being open towards change and technology. 

Therefore, the outcome could have been different if more change recipients had been 

interviewed and those were not generally open towards change or technology. In relation to this 

limitation, this thesis indicated that change recipients can have multiple backgrounds which can 

affect their perspectives towards the determinants. However, this was not investigated 

thoroughly in this study. Therefore, a suggestion for future research would be to investigate the 

stakeholder group change recipients and include more respondents with multiple background 

to see whether their perspectives would be different than the outcome from this thesis. Another 

limitation is that this study’s findings can be specific for the observed company culture or 

industry, thus, the perceptions of the three stakeholders can differ depending on factors such as 

culture, industry or country. In this case study the change recipients where spread out all over 

the world, thus geographical availability or cultural background could have influenced their 

perspectives about the success of the IT-enabled change. Therefore, it is suggested that for 

future research data can be collected from other company cultures or industries. A final 

limitation of this study is that data collection was gathered retrospectively in a post-

implementation phase, which can cause gaps in memory or providing only a static perception 

of the IT-enabled change process. It is suggested that future research can gather the perceptions 

from key stakeholders gradually.  
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