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Abstract 

The use of digital communication has become more interesting for organizations since the rise of 

globalization and liberation of markets. It allows employees within multinational companies to 

communicate effectively with each other. The use of digital communication when managing 

global, IT-enabled change is, however, an area that has not received much attention from scholars. 

Therefore, the purpose of this study was to investigate use of digital communication in a global IT 

change project. Iveroth (2010) argues that a high degree of willingness to change is achieved when 

employees understand the intended change, accept the meaning of the change, have an interest in 

changing and finally act accordingly towards the new intended state (behaviour). Thus, a research 

question needed to be addressed: How do employees perceive digital communication and what 

impact does this communication have on their willingness to change? 

The study was carried out within a global organization that performed an IT change project 

in which a content management system (CMS) was updated from an old to a new platform. With 

support from the chosen theoretical framework, empirical data was then collected through 

interviews, observations and document analysis during a 10-week internship. To grasp the full 

complexity of IT change, a meta-framework was used as the theoretical framework of this study. 

Since the meta-framework focuses on how change leaders can manage successful IT change, and 

does not solely focus on communication aspects within an IT change initiative, extensions of 

relevant organizational change communication theories were included in the framework.  

 

The result showed that when change leaders use digital communication in an IT change 

initiative, it has a strong effect on how employees perceive communication. In general, we found 

patterns indicating that the use of digital communication can create a certain amount of 

understanding for a global IT change initiative among employees. However, reaching meaning, 

interest and behaviour among employees is more complex.  
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1.0. Introduction 

In the dynamic and global environment in which modern organizations operate, there is constantly 

increasing competition that they need to adapt to in order to survive. Often companies try to manage 

these unpredictable situations through competition with organizational change. However, 

managing organizational change is complex and problematic and often leads to failures (Pillay, 

Hackney, & Braganza, 2012). Organizational change includes many different change categories, 

and the process includes when an organization changes its structure, strategies, operational 

methods, information technology (IT) or organizational culture. The aim is often to turn the 

business around to a more desirable position. One area within organizational change is IT change, 

such as implementing new IT functionality, consolidating IT systems or updating an existing IT 

platform. Managing IT change is complex and leads to an unsuccessful outcome approximately 

70% of the time (Sharda, Delen, & Turban, 2013). 

There are many reasons why organizations fail when managing IT change projects, but one 

crucial reason is that organizations do not realize that without effective change communication 

these change initiatives often do not succeed (Elving, 2005; Heracleous & Barrett, 2001; Johansson 

& Heide, 2008; Lewis, 2007; Sharda et al., 2013). A probable cause is that organizations do not 

apply the same analytical effort to managing change communication as they apply to financial and 

operational components of a change initiative (Elving, 2005). However, among scholars, there is a 

general consensus of the importance of communication in change initiatives (Armenakis, Harris, 

& Mossholder, 1993; Elving, 2005; Iveroth, 2010; Johansson & Heide, 2008). Some even argue 

that change is not only constituted in communication, it is the central meaning why change occurs 

(Armenakis et al., 1993). In a more globalized world with stronger market liberalization, 

organizations are showing more interest in new digital communication tools (Ernst & Young, 

2011). These digital communication tools can at first sight be seen as effective, but scholars argue 

that these new tools should be considered carefully, even if they solve many challenges (Lipiäinen, 

Karjaluoto, & Nevalainen, 2014). 

1.1. Problem identification 

Research about change communication in global organizations was mostly conducted before the 

digital communications era. Since communication is a key aspect when organizations need to 

change and adapt, organizations need a solid understanding of how to communicate in change 
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projects, or else they often end up failing. At the same time, many business areas are undergoing a 

digital transformation in which earlier non-digital activities are becoming digital; for example, 

instead of travelling the world for a meeting, a digital conference call is conducted. And it is not 

only through traditional digital communication channels such as e-mails and intranets, but also 

through digital meetings, such as advanced audio and video conference calls (Armenakis et al., 

1993; Elving, 2005; Ernst & Young, 2011; Johansson & Heide, 2008). 

The use of digital communication within organizations is argued to be an under-researched 

area, and recent research is focused on internal digital communication (e.g. e-mails, intranets, audio 

and video conference calls; Lipiäinen et al., 2014). Since there is a lack of earlier research 

conducted in this area, as far as we know, it can be problematic to conduct a study on the intended 

research area since there is no clear theoretical legacy for us to rely on. However, our purpose is to 

shed some light on this research area so others can find this research area interesting and continue 

where this study left off. Hence, earlier research does not focus on the impact of digital 

communication in global IT change projects. However, the use of digital communication in IT 

change projects can be problematic since scholars argue that most digital communications tools are 

better suited for developing an understanding, rather than for commitment or a sense of belonging 

among employees (Lipiäinen et al., 2014). This contradicts what scholars point out as key aspects 

when discussing elements that need to be addressed in a change project—that commitment and 

sense of belong are crucial to achieving a successful outcome (Iveroth, 2010; Pillay et al., 2012). 

Further, lack of employee commitment and sense of belonging are seen as one of the most common 

causes for change failures (Jørgensen, Owen, & Neus, 2009). Willingness to change among 

employees can be seen as the sum of these two aspects, employee commitment and sense of 

belonging (Iveroth, 2010). 

This study was carried out within a global organization that performed an IT change project 

in which a content management system (CMS) was updated from an old to a new platform. 

Therefore, an opportunity occurred to investigate how the use of digital communication in a global 

IT change project affects willingness to change among employees.  

1.2. Thesis objective 

The purpose of this study is to investigate use of digital communication in a global IT change 

project. Solely studying how digital communication is managed will not generate a greater 

understanding about what impact it has on employees’ willingness to change. However, studying 
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how digital communication is perceived by employees will generate an understanding of what 

impact this communication has on their willingness to change. Iveroth (2010) argues that a high 

degree of willingness to change is achieved when employees understand the intended change, 

accept the meaning of the change, have an interest in changing and finally act accordingly towards 

the new intended state (behaviour). Thus, the following research question needs to be addressed: 

 

1. How do employees perceive digital communication and what impact does this 

communication have on their willingness to change? 
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2.0. Theoretical review 

This chapter will present a theoretical review based on “the commonality framework for IT-enabled 

change” (Iveroth, 2010). The foundation of this chapter will be based on Iveroth’s (2010) 

transactional-, translational- relational- and stabilizing processes. These processes are extended 

with relevant organizational and change-communication theories. Extensions also derive from case 

studies similar to Iveroth (2010)—research with an emphasis on similar global IT change 

initiatives—but also other relevant, non-IT change initiatives. 

2.1. A meta perspective on IT-enabled change 

Lewin (1947) is seen as one of the pioneers within organizational change with his 3-step model of 

unfreeze, change, refreeze. The first stage in his model is about getting ready to change and creating 

an understanding among employees that change is necessary. In the next phase, the transition 

towards the new state occurs when intended changes are fulfilled. Finally, the last phase is about 

establishing stability once the change have been fulfilled. However, even if Lewin’s (1947) model 

is still considered relevant (Levasseur, 2001), some criticize the model for being a linear process 

which does not grasp the full complexity of organizational change (Bridges, 1986). Bridges argues 

that an organization that only views IT change moving from one state to another will end up in 

failure because only hard, technical aspects of change are controlled. Hence, it is both about change 

and about the transformation of soft, social and cultural aspects (Bridges, 1986).  

Kukafka, Johnson, Linfante, and Allegrante (2003) argue that no single model or 

framework has emerged in literature as being optimally effective in all situations. However, they 

indicate that outputs of a change initiative are indisputably affected by both technical and social 

aspects (Kukafka et al., 2003). More recently, scholars have started evaluating meta-frameworks 

surrounding IT change because the sheer complexity of IT change cannot be covered through a 

single or even a few theories (Iveroth, 2010; Pillay et al., 2012). They argue that it needs to be 

studied through a holistic framework that includes existing theories and combines them through a 

contextual framework. A meta-learning perspective can be seen as self-reflexive, context specific 

and dynamic. According to these scholars, this helps when studying change practitioners in the 

field and because of the need to find agile, context-rich approaches to change management. Two 

meta frameworks originating from recent IT change studies were evaluated for this study. The first 

framework was conducted through a case study at a global Swedish telecom company (Ericsson 
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AB), which was managing a global IT change initiative (Iveroth, 2010). The second framework 

was also conducted as a case study but had its origin from a Scottish bank managing a national IT 

change initiative (Pillay et al., 2012). Both meta-frameworks displayed what organizations need to 

fulfil in order to achieve a successful IT change project. However, Iveroth’s (2010) case study is 

methodologically similar to ours since he studied a similar Swedish organization and his studies 

also were based on a global IT change initiative. We also had the opportunity to conduct an expert 

interview with him for this study since he is located at Uppsala University. Thus, it is easier to 

migrate a selection of his meta-framework for this study due to these similarities.  

2.2. The commonality framework for IT-enabled change 

Iveroth (2010) presents a meta-framework with four dimensions that he argues must work to create 

a successful change: common ground, common meaning, common interest and common behaviour. 

The goal of each of these dimensions are to create an understanding, meaning, interest and 

behaviour among employees for the intended IT change project. An organization does not always 

go through all these dimensions of change each time, Iveroth suggests; it depends on the complexity 

and size of the IT change project. Never can the framework be seen as a linear or an iterative 

process in which a change initiative starts at the first dimension and goes through the remaining 

dimensions. Hence, Iveroth’s (2010) framework includes both technical and social aspects of an 

IT change initiative that occurs in parallel. Since Iveroth’s (2010) framework is a meta-framework, 

it includes a wide spectrum of different research elements. We realize that it would be problematic 

and almost impossible to include all different research elements within this study. Thus, we only 

discuss activities that involve communication within Iveroth’s (2010) framework; these activities 

are included in each of the transactional, translational, relational, and stabilizing processes. In this 

study, we see a process as a series of activities that leads to a goal. Within Iveroth’s (2010) 

framework the goal of each process is to achieve the highest degree of understanding, meaning, 

interest and behaviour among employees affected by the IT change project. In other words, 

communication activities (e.g. one-way communication) can be seen as a part of the whole process 

(e.g. transactional process) with the aim to reach a goal of a certain dimension (e.g. create 

understanding). The reason why we work with these processes instead of the entire breadth of 

Iveroth’s (2010) dimensions is because these are more manageable to operationalize when trying 

to answer the overall purpose of this study.  



 6 

2.2.1. The transactional process 

The transactional process aims to transfer a message from a change leader to end recipients, which 

is central when aiming to create a shared understanding among those affected by the IT change 

project. The higher degree of understanding there is, the easier the change journey will be (Iveroth, 

2011). When all employees share a common language and work logic, the transactional process 

has fulfilled its task and a shared understanding is most likely reached (Iveroth, 2010).  

Common communication activities within this process can be seen as top-down, or in other 

terms, cascading communication activities (Iveroth & Bengtsson, 2014). Messages often involve 

minimal adjustments, if any, from change leaders to local practices (Iveroth, 2010).  Iveroth (2010) 

argues that when working with a transactional process, common communication activities consist 

of e-mail, presentations, documents or phone. However, e-mail is more or less the only digital 

communication activity that he mentions within his framework. E-mail is the most commonly used 

digital communication activity within organizations since it is considered to be quick, cheap and 

easy to use. Often e-mail is also a preferred since a message is easy to store and review later. 

However, a risk is that e-mail can easily lead to information overload among employees. In 

addition, written communication through e-mail is not seen as the most suitable way to motivate 

employees. Another risk with using e-mail is that it can create distance between employees and 

even distance from the organization to which they belong. When used as a mass-communication 

tool, e-mails can be considered boring and repetitive among employees (Lipiäinen et al., 2014). In 

fact, an impersonal written medium is seen as a really weak medium (e.g. standard reports, 

newsletters, mass e-mails) since it does not offer a personal focus, handles limited information cues 

and does not offer any feedback possibilities (Daft & Lengel, 1986). Instead, change leaders should 

use weaker mediums for routine and simple communication. Fulk (1993) argues that media 

richness will greatly contribute to employees’ attitudes and behaviours towards a specific medium. 

It will be particularly significant when an individual has a low attractiveness to a workgroup or 

certain task—for example, if an employee has neither interest nor confidence in a certain 

assignment. 

Another digital communication channel that often is used by organizations to create 

understanding in change projects are intranets. An intranet can be seen as a platform only accessible 

for employees within an organization. An intranet allows employees to communicate with each 

other regardless of where they are located. Furthermore, since the intranet is based on a digital 
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platform it can contribute with accurate, new information—for example, metrics of performance 

among employees. There is, however, a risk to using intranets, since when designed poorly an 

intranet can lead to lack of understanding and potential confusion among employees. If an intranet 

is not updated frequently, it can lead to a lack of trust among employees since the information is 

not trustworthy (Lipiäinen et al., 2014). 

A critical aspect within the transactional process is to establish employees’ ability to 

understand a proposed change by receiving a message and acting accordingly (Iveroth, 2010). 

Nadler (1981) argues that if employees are satisfied with the current state, they will probably not 

be willing to change at all. Therefore, change leaders need to identify and highlight dissatisfaction 

with the current state, to be able to create an understanding and motivate employees to change 

towards the new desirable state. In other words, the identified dissatisfaction need to be included 

when communicating the overall purpose why change is necessary. However, if the main purpose 

is unclear, abused or complex, change initiatives can take on a life of their own (Applegate, Austin, 

& Collins, 2005). Moreover, if the direction and bigger picture are not continuously communicated 

by change leaders, there will be a loss of credibility and uncertainty will be more frequent among 

employees. 

When change leaders communicate the same message to a large group of employees, the 

latter will interpret the message in different ways (Clampitt & Berk, 1996). For example, Fulk, 

Steinfield, Schmitz, & Power (1987) argue that when the same communication task is assigned in 

the same office but to two different departments, the outcome will differ. And if there is a regional 

difference the variation may be even more significant since there are strong cultural differences 

that affect both usage and interpretation of the communication assignment. Hence, this can be seen 

as social norms affecting the communication message (Fulk et al., 1987). Thus, change leaders 

need to map and identify employees that are directly, or indirectly affected by the change to be able 

to have a successful impact of a message when aiming to create an understanding (Clampitt & 

Berk, 1996; Goodman & Truss, 2004; Johansson & Heide, 2008). Hence, this planning shall be 

included in a well-executed communications plan, which may provide an environment that is more 

open and receptive to change. However, when planning communication within an IT change 

project a change leader must understand that communication activities have different richness. 

Hence, to use different channels to communicate, Daft & Lengel (1986) introduce lean and rich 

mediums. A lean medium (e.g. reports, newsletter) is a channel that is seen as less rich: not offering 
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any personal focus, handling limited information cues and not offering any feedback possibilities. 

A rich medium (e.g. face-to-face meetings) can be seen as the opposite of a lean medium. It is 

critical to understand that by only communicating through a lean medium a quick change in 

employees’ understanding is not possible. Further, when an overly complex message is 

communicated within a lean medium, it can lead to data starvation in which the medium cannot 

capture the full complexity of a message (Daft & Lengel, 1986). ´Thus, planning and having a 

strategy for how to communicate during a change initiative is important when trying to reach 

understanding among employees. However, Pillay et al. (2012) caution against planning ahead 

within organizational change initiatives since it can bring a false sense of certainty that “now we 

planned for everything” and change leaders may then lower their guard and ignore upcoming 

issues. They argue that planning can also be over-simplistic, therefore not grasping the whole 

picture or offering enough responsiveness or flexibility for the intended change initiative. 

Moreover, change leaders need to have a deeper understanding of the need for change if they wish 

to avoid damage to the change initiative: communicating the bigger picture and the role that the 

intended change has in that picture will keep the initiative on track and create an organization that 

holds together in the frustration that change creates (Lewis, 2007). 

According to Iveroth (2011), major IT change projects that fail, often do so by only focusing 

on the transactional process and the communication activities included in that process (e.g. one-

way communication activities). Hence, as a change leader you must focus on remaining processes 

(translational, relation and stabilizing) as well to be able to have a successful outcome of a change 

project.  

2.2.2. The translational process 

To achieve a high degree of meaning for the intended change among employees, change 

leaders need to work with a translational process through two-way communication activities, with 

the aim of creating learning and encouraging reflections that in turn can overcome potential 

interpretative differences (Iveroth, 2010). If the included communication activities within this 

process not are well established, employees will have different meaning structures and interpret the 

intended change differently. In the end, the change initiative will move in an unplanned direction 

and probably fail (Iveroth, 2010).  

Communication activities to work within the translational process can be, for example, 

workshops, conferences or webinars (Iveroth, 2010). A common mistake that Daft and Lengel 
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(1986) point out is that when routine messages (e.g. when a message is communicated and no 

dialogue opportunities are appearing) are communicated in a rich medium (e.g. a medium where 

dialogue opportunities are appearing), employees can experience confusion and surplus in 

meaning, which in turn can lead to communication failure (data glut). When a change initiative is 

presented to employees, they try to make sense of and understand (sensemaking) the implications 

for the change as a whole and what needs to be done (Johansson & Heide, 2008). When employees 

make sense of a different situation, such as a change initiative or a communication message, they 

will interpret these in totally different ways due to different values, education, interests, 

experiences, nationality, culture and so forth (Heracleous & Barrett, 2001; Martinsons, Davison, 

& Martinsons, 2009; Stohl & Cheney, 2001). Furthermore, Iveroth (2012) argues that interpretive 

differences have a higher probability of occurring in a global change initiative. Communication 

activities towards sensemaking is all about the interplay between action and interpretation. For 

example, through testing and experimentation—and thus engaging in conversations—employees 

can begin to understand what implications surround the change initiative (Gioia, Thomas, Clark, 

& Chittipeddi, 1994; Johansson & Heide, 2008). Thus, it is the change leader's responsibility to 

offer those discourses of information, as a form of sensegiving, however, rather than by monologue 

and one-way communication activities (Johansson & Heide, 2008). The focus of the 

communication should be to explain the meaning of the change initiative and visualize the journey 

ahead (Iveroth, 2010). For example, to push change forward, British Petroleum (BP) in their change 

initiative constructed contexts in which change leaders and employees focused on reflection, 

discussions and concerns to be able to plan for future action. They understood that sensemaking 

arises primarily out of conversational and narrative processes in different communicative forms 

and that it may be oral or written, informal or formal (Gardner, 2004). 

Another crucial task within the translation process is to create a story behind all documents 

and numbers to create meaning and feeling for the change. According to Iveroth (2010), change 

leaders need to explain what is ahead and get employees to understand the need for change; 

learning, reflection and social transformation are of central concern, with the purpose of 

contextualizing and transforming information into meaningful knowledge. However, learning 

processes for employees within change initiatives have been discussed and criticized within change 

management theories since, as Johnson (1992) suggests, these processes can create a lack of focus 

for employees when they learn and gain new knowledge. He argues that when employees learn and 
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gain new knowledge, it can lead to a strategic drift within the change initiative; this is something 

that thus needs to be controlled and understood by change leaders when creating environments for 

learning. 

2.2.3. The relational process 

Through a relational process, change leaders shall get employees to see the intended change as 

important and of interest (Iveroth, 2010). Included in the relational process, Iveroth (2010) argues 

that both political and supportive activities shall be used, and only then can a change leader work 

as a negotiator and try to gain influence and power by building informal relationships in order to 

create change legitimacy. Likewise, only then can a change leader reach the overall goal of having 

a high degree of interest among employees for the intended IT change project.  

The relational process is the most difficult and complex to manage by change leaders since 

it aims at controlling the mindset and behaviour of all employees to share the same interest of the 

change initiative (Iveroth, 2010). A change leader needs to know how to negotiate, network and 

gain power by building informal relationships. These activities are about demonstrating 

management support and trying to manage employees’ feelings, emotions and motivation for the 

intended change (Iveroth, 2011). The aim for change leaders should be to establish trust and change 

legitimacy that aligns with the same interest as the employees (Iveroth, 2012). A communication 

activity that generates a great deal of employee interest is top management support that 

communicates the importance and priority of the change initiative (Applegate et al., 2005; Gardner, 

2004; Jørgensen et al., 2009; Windeatt & Knox, 1991). However, if a change initiative puts too 

much trust in a single leader for its success, it can be seen as “risky,” according to Mintzberg 

(2009). Instead, he argues that organizations need “just enough leadership” to balance the power 

top management support brings. The medium needed when communicating top management 

support depends on what needs to be achieved in regards to purpose and effect with that specific 

communication activity (Daft & Lengel, 1986). However, rich mediums (e.g. face-to-face) are 

preferred in change initiatives since a leader can fully communicate his intentions and thoughts, 

and hence have a strong impact on the audience (Daft & Lengel, 1986). 

Questions that may appear within this process are “why should we bother?” or “how does 

our organization/department fit into the bigger picture?” Lack of employee engagement is the 

most common cause for change failures (Jørgensen et al., 2009). A key factor for change leaders 

to overcome lack of employee engagement is to create activities in which employees feel part of 
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the change (Invernizzi, Romenti, & Fumagalli, 2012). For example, through involvement in early 

planning of the change initiative, Ferrari created a context in which employees felt part of the 

change from the beginning, thus shaping pride in belonging to the organization and an endeavour 

in change as a whole, which in turn encouraged a sense of belonging and made change easier 

(Invernizzi et al., 2012). Crafting a culture around the change is seen as an important factor for 

success within change initiatives (Pillay et al., 2012). Lewis (2007) argues that pushing 

responsibility towards employees can reduce uncertainty about the change initiative, which gives 

a sense of control and makes employees feel part of the change process and more committed. 

Nadler (1981) argues that participation during change reduces resistance, builds ownership and 

makes employees more willing to change; however, participation is time consuming and may create 

conflicts so the degree of participation needed should be planned where it is most effective. For 

example, Cisco understood that when choosing the best and brightest (internal leaders) project team 

in their organization, who influenced other employees to believe that this was important and 

something to respect and prioritize (Applegate et al., 2005). In other words, Cisco was indirectly 

communicating and crafting a culture around the change initiative that was well received by 

choosing influential and skilled people within the organization. However, whilst there is wide 

support for the importance of cultural impact within change initiatives, there is also a consensus 

that culture is easy to understand in theory but complex for change leaders to work with in practice 

(Pillay et al., 2012). Furthermore, some organizational cultures are more resistant to change, so 

change leaders have to work extremely hard to push through the resistance to get actions done 

(Lewis, 2007). 

2.2.4. The stabilizing process 

The stabilizing process strives to make sure that everyone aligns for the change initiative and 

change leaders is to secure employees’ adoption of the intended change and to embrace new 

behaviours and practices (Iveroth, 2010). Communication activities within this process is mainly 

focused on different forms of measurements such as monitoring, performance measurements and 

key performance indicators (KPIs), or it can just be a change leader picking up the phone to follow 

up on progress (Iveroth, 2010, personal communication, March 16, 2015) These evaluations and 

follow-ups are coupled with both one-way communication and two-way communication activities 

depending on situation and context (Iveroth, 2011).  



 12 

When working with communication activities within this process, communication should 

include the greater good the change initiative will bring and ensure that all participants can see the 

benefits of changing to a new desirable state (Iveroth, 2011). Furthermore, if an organization does 

not ensure the behavioural change is measured, it is impossible to gain insights into, learn about or 

even discuss the intended outcomes (Iveroth, 2010). Often these activities are controlled and 

measured after the IT change project, but Iveroth adds that a stabilizing process also can be about 

follow-up and feedback during the IT change project (personal communication, March 16, 2015). 

Further, Goodman and Truss (2004) argue, that effective communication needs to contain feedback 

loops which in turn can enable both the sender and receiver to create an understanding. In addition, 

Nadler (1981) claims that an important step, especially in a change initiative, is to develop feedback 

activities which can in turn provide managers with new information or inspiration.  

A lean medium is suitable when choosing the medium for communicating feedback, 

controlling progress with employees or just following up from an earlier problem or issue. But as 

Daft and Lengel (1986) point out, it is not recommended to use a lean medium when giving more 

complex and personal feedback; then a rich medium is more suitable. They suggest, however, that 

during a change initiative these activities often break down because of the turbulence of the change, 

many times because no prior planning of these activities has occurred. Thus, a crucial factor for 

change leaders is to create activities for generating feedback and support during the change. This 

can be done through, for example, surveys, focus groups, interviews or something as simple as 

informal communication between employees involved in the change (Nadler, 1981). The role of 

the change leader is also often to be an observer that monitors employees’ behaviour over time 

through communication and measurements. If the intended change is not successful and the 

intended behaviour is not present, a change leader takes on a new role as an intervener and work 

more actively to secure that the intended change is accomplished (Iveroth, 2010).   
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3.0. Methodology 

This chapter presents how this study was conducted. The first section presents our research 

approach, which is followed by a section that presents our choice of theory. Then we discuss how 

the empirical data was collected and analyzed against our chosen theoretical framework. The 

following section presents the study’s validity and reliability, and finally, the study’s research 

setting is presented.  

3.1. Research approach 

There are three different perspectives on how to approach a research problem: deductive, inductive 

and abductive (Bryman & Bell, 2011). Abductive is a research approach that does not exclude the 

other two perspectives and is influenced by both. To address the purpose of this study, we have 

chosen to mix theories with observations, which in turn has helped us to discern how change agents 

communicate with their employees through digital communication channels. Data from the 

observations have enabled us to compare existing theories with the unique situation of this study 

and find similarities and differences in order to strengthen our assumptions. Characteristics for an 

abductive research approach are the shift in focus between the empirical and theoretical material 

whilst the analytical material is processed in parallel (Bryman & Bell, 2011). An abductive research 

approach can be seen as a strength when analyzing and finalizing a thesis conclusion. Our starting 

point has been relevant theories, semi-structured interviews, participant observations, document 

analysis and an expert interview. 

Bryman and Bell (2011) write that a case study is a deep and detailed investigation of a 

specific case (an individual, group, organization or project). Since our investigation focuses on how 

change leaders from the head office in Stockholm communicated with employees (divisional 

coordinators) in a global change initiative, a case study approach was naturally selected for this 

study. The goal of a case study is to create a rich, detailed picture of the case and its complexity, 

including how and why certain scenarios occur in certain situations (Bryman & Bell, 2011). 

During our study, we have chosen to collect data and knowledge systematically through 

models, which Patel and Davidson (2003) argue is best suited in a descriptive approach. Common 

characteristics in case study research are that researchers limit themselves to describing certain 

aspects of a phenomenon they are interested in (Patel & Davidson, 2003). Thus, in our study that 

limitation is the digital communication within a global IT change initiative. To be able to describe 
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relationships between different aspects collected from "soft" data, Patel and Davidson (2003) argue 

that qualitative interviews and interpretive, verbal and text analysis should be used which thus 

shapes a qualitative approach. Since we wanted to describe what impact digital communication has 

on employees’ willingness to change, a qualitative research approach was naturally chosen for this 

study. Furthermore, most descriptive studies use just one technique to collect data (Patel & 

Davidson, 2003). However, we have chosen multiple data collection techniques to be able to add 

more aspects that are important to address the purpose of this study. By using a mixture of 

observations, document analysis and interviews, we have been able to create a broader and more 

valid statement from findings in the project. Finally, these findings have been systematically 

compared to the chosen theoretical framework for this study. 

3.2. Choice of theory 

A literature review is about gathering knowledge of theories and models from previous research 

within a given field (Patel & Davidson, 2003); this knowledge gathering functions as the one of 

the basic elements within a study. Thus, we have chosen relevant theory for this academic field, 

along with defining what is and is not suitable for our research purpose. Patel and Davidson (2003) 

state that these relevant theories can, for example, be models, explanations or attempts to explain 

and describe the relationships between key concepts and variables. Two meta-frameworks 

originating from recent IT change studies were evaluated for this study. Both meta-frameworks 

displayed what organizations need to fulfil to achieve a successful IT change project. Iveroth’s 

(2010) case study is methodologically similar to ours since he studied a similar Swedish 

organization and his studies also were based on a global IT change initiative. We also had the 

opportunity to conduct an interview with him for this study since he is located at Uppsala 

University. Thus, it was easier to migrate a selection of his meta-framework for this study due to 

these similarities. 

3.3. Data collection 

A technique that can establish credibility is triangulation, which uses more than one method for 

data collection (Bryman & Bell, 2011). This compares people’s different perspectives and 

perceptions, creating a complete picture in a studied environment (Bryman & Bell, 2011). We have 

chosen to collect empirical data from a total of three different sources: semi-structured interviews, 

participant observations and document analysis. The total period of data collection continued for 
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ten weeks, with the purpose of capturing the qualitative aspects of how the project team in the One 

Web New Architecture (OWNA) project governed their digital communication in the IT change 

project. 

Bryman & Bell (2011) argue that semi-structured interviews, participant observation, and 

document analysis are appropriate data collection methods for case studies because they generate 

data of the case in useful, intensive and detailed ways. Using these methods in this study enabled 

us to examine the communication on the basis of our theoretical framework. Further, it allowed us 

to collect data from each theoretical dimension. 

3.3.1. Participant observation 

Bryman and Bell (2011) argue that an observer should choose a setting that is relevant for the 

study’s question and purpose. During our internship at the head office of ASSA ABLOY in 

Stockholm, we gained access to a suitable setting for our study—the OWNA change project. 

Ekström and Larsson (2011) suggest that the starting point of participant observations should be 

broad and open. With that in mind, we started our observations without a clear research question 

or clear vision of what we wanted to achieve and with an open-mind and that our observation notes 

would generate a specific purpose and guide us towards what is important within our study. 

Observations have helped us to re-evaluate findings and insights during the research, such as 

theoretical framework and interview questions, but mainly to see that the empirical data has been 

relevant in relation to our chosen theoretical framework, and this has helped us to increase the 

overall quality of our study. 

By using participant observation as a data collection tool, we have been able to study how 

change leaders communicated to employees. As Bryman and Bell (2011) argue, participant 

observations shape an understanding of a specific group's culture and behaviour in a given setting. 

When participating in a social environment for a long period of time, it is possible to formulate a 

detailed explanation of the studied environment (Bryman & Bell, 2011). Participant observations 

in this study focus on various meetings that were conducted through digital communication 

channels (e.g. audio and video conference calls) within the OWNA change project. Observing these 

digital meetings has helped us collect relevant data connected to the purpose of this study. For 

example, this study has participated in both formal and informal meetings at ASSA ABLOY—

within and outside of the OWNA project. The purpose when observing broader social perspectives 

at ASSA ABLOY head office was to see if we could identify and compare findings related to the 
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purpose of this study. However, the formal and informal meetings were our main focus during our 

internship when collecting data through participant observations. These meetings have given us 

different perspectives on how the communication is managed and perceived not only within the 

OWNA change project but also at the head office in general. 

3.3.2. Semi-structured interviews 

Ekström and Larsson (2011) argue that an advantage of semi-structured interviews is that the 

interviewer can be flexible and open-minded for the respondent's reply. Then the interviewer can 

continue with follow-up questions, and create space for detailed explanations of specific things that 

seem to be important for the overall study. Furthermore, Bryman and Bell (2011) argue that usually 

the interviewer should sort the interview according to a list of specific themes so as the respondent 

has the freedom to answer in their own way. Since the purpose of the interviews was to capture 

what impact digital communication had on respondents' understanding, meaning, interest and 

behaviour (willingness to change), open questions were suitable for this study. Respondents were 

able to give explanations of the purpose for the communication, but also express their thoughts on 

how digital communication had been managed within the change project. The interview guide used 

during the study was based on the study's theoretical framework. Thus, respondents’ answers lent 

themselves to a comparison between theory and practice for the study's objective. All interviews 

were recorded using a voice recorder and were then directly transcribed. We did this to be able to 

immediately discuss the interview with each other and compare our interpretations of what was 

discussed during the interview. A total of 11 interviews were conducted, with 6 change leaders 

involved in the change project from the head office in Stockholm and with 5 divisional coordinators 

(employees) from each business division. We have chosen to name divisional coordinators as 

employees in this thesis since they are the natural receivers when change leaders at the head office 

transmit a message. These divisional coordinators are also operatively responsible for the OWNA 

project in each division and are the ones who act on information received from head office change 

leaders. 

Based on our shallow understanding of the change project in the beginning of our 

internship, we understood that we had to broaden our interview selection and involve divisional 

coordinators to be able to fully address the purpose of this study. Thus, we started interviewing 

people from the headquarters in Stockholm, and then we used snowballing as a method of finding 

new respondents (Bryman & Bell, 2011). Through existing contacts at the head office, we were 
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able to find divisional coordinators as respondents in the OWNA change project. All interviews 

were planned in advance and averaged 46 minutes in duration. The respondents had been informed 

that they would remain anonymous and labelled as “respondent” or “employee.” All interviewees 

were involved in the change project. At the head office, 3 of the 6 interviewed respondents worked 

daily with the OWNA project. These project members had an overall operational responsibility for 

the OWNA change project. The remaining 3 respondents are members of the change project 

steering committee, which has overall strategic responsibility for the OWNA project. In total, 

interviews with 6 out of 7 change leaders at the head office were conducted. All employees with 

the title of divisional coordinator involved in the OWNA change project have been interviewed (5 

of 5; see Table 1). The semi-structured interviews were based on Iveroth’s (2010) framework and 

were conducted to gain insights into how digital communication has been governed from the head 

office and perceived by divisional coordinators. After conducting these interviews, we also used 

informal follow-up interviews. The purpose of these informal meetings was to clear up potential 

issues and possible misunderstandings; they were conducted daily without prior planning since we 

had easy access to respondents at the head office in Stockholm. When the last interviews were 

conducted, we felt an empirical saturation since no new themes arose from respondents’ answers 

during the interviews (Bryman & Bell, 2011). 

 

Role Length Dates Method 

HQ Respondent 1 34 min (break) 09:32 min 20150303 Interview at HQ 

HQ Respondent 2 38:43 min 20150304 Interview at HQ 

HQ Respondent 3 29:35 min 20150304 Interview at HQ 

HQ Respondent 4 44:22 min 20150309 Interview at HQ 

HQ Respondent 5 46:17 min 20150311 Interview at HQ 

HQ Respondent 6 55:21 min 20150311 Interview at HQ 

Respondent 1 50:27 min 20150417 Skype call 
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Respondent 2 39:35 min 20150408 Lync call 

Respondent 3 24:02 min (break) 38:39 min 20150316 Conference call 

Respondent 4 57:28 min 20150420 Conference call 

Respondent 5 37:42 min 20150418 Skype call 

Total: 11 interviews Average duration: 46 min  

Table 1. Contains information about respondents’ role, interview length, date and activity from 

semi-structured interviews 

3.3.3. Document analysis   

Bryman and Bell (2011) suggest that most researchers conducting case studies should use 

document analysis along with such techniques as participant observation and qualitative interviews. 

They argue that document analysis can gain access to valuable information produced by companies 

or organizations themselves. To collect additional data—aside from observations and interviews—

we chose to review available documents related to the OWNA project. We investigated documents 

such as newsletters, presentations, intranet information, editor manuals, e-mails and general project 

documentation such as project plans. By doing this we have been able to create an understanding 

of how communication has been managed and thus gleaned valuable information to answer this 

study’s objective.  

3.3.4. Expert interview 

Since the study is based on Iveroth’s (2010) framework and he is based at Uppsala University, it 

felt natural to contact him to present our study. By contacting him, we have obtained valuable 

feedback regarding his framework based on our study. Thus, we conducted an expert interview in 

which he gave feedback on his framework from our perspective at ASSA ABLOY and the OWNA 

project (Table 2). Three questions were mainly discussed during the interview. The first was the 

use of the framework on a smaller change initiative, instead of his research on a comprehensive 

Enterprise Resource Planning (ERP) change initiative. Secondly, we discussed the presence of 

communication within his framework. Finally, a discussion about possible challenges to our study 

in regards to the last dimensions were addressed since we as researchers not were present when the 
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change initiative at ASSA ABLOY was completed. His answers are discussed below as a primary 

source in the methodological challenges section.  

 

Name Length Dates Method 

Einar Iveroth 25:22 min 20150316 Phone call 

Table 2. Contains information about: name, length, date and activity from expert interview 

3.4. Method of analysis 

Ekström and Larsson (2011) argue that the purpose of an analysis is to divide the reality into 

different phenomena, aspects or scenarios. 

For our observation, we customized an observation template with themes such as 

material/artefacts, location and time, social aspects and other comments. These themes enabled us 

to observe what kind of digital communication channels change agents has been using and for what 

purpose, as well as how the communication has been interpreted by employees. By following this 

template, we were systematically able to take notes and gather important data to address the 

purpose of this study. The inspiration for this template was presented to us during a methodological 

workshop at Uppsala University on January 21, 2015. The template has been customized with 

elements more suitable to the unique situation of this study. Based on the observation template, the 

observation notes were collected on paper and then entered daily in a Google Spreadsheet. All 

observation notes were entered after each theme, and analysis of the re-appearance of a given 

phenomenon was conducted. For example, a certain aspect of a situation (e.g. meeting, lunch break) 

that could seem to be irrelevant at the moment of the observation later gave us a greater 

understanding of the digital communication as a whole. 

When analyzing data collected from semi-structured interviews, categorization can be used, 

a method that enables a researcher to code data into different categories (Ekström & Larsson, 2011). 

This can easily open up an approach to analyzing similarities and differences within a given 

category. Further, a researcher then can reduce and structure a large amount of data into a number 

of categories. In this study, we selected different processes (transactional, translational, relational 

and stabilizing processes) to code interviews, a method taken from Iveroth’s (2010) framework. 

Analyzing similarities and differences from each of these activities’ underlying aspects, we could 

reduce a large amount of data collected. In each activity, we chose to compare all respondents’ 
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answers to create an understanding of the chosen data, and then determine which data was most 

frequent and thus most interesting based on the study's purpose. 

According to Patel and Davidson (2011), the purpose when analyzing documents in a study 

is mainly to search for underlying themes. They argue that documents can be used to answer 

questions about individuals' interpretations of given circumstances of a process. In this study, 

documents were analyzed based on Iveroth’s (2010) framework. The analysis resulted in a broader 

understanding of how involved employees in the OWNA project interpreted and managed digital 

communication over time. By looking at the overall content, we could highlight the communicative 

focus within the documents and broaden our understanding of their purpose. Furthermore, Patel & 

Davidson (2011) note that the amount of documentation needed to be able to draw conclusions will 

depend on the purpose of the study. A lot of documents were produced within the OWNA project 

and since this thesis had a deadline to take into consideration, it was impossible to analyze all 

documentation within the change project. 

3.5. Validation and reliability 

3.5.1. Validation 

A statement in a study is seen as valid if it has something to do with the studied object (Ekström & 

Larsson, 2011). To create validity, this study has used Iveroth’s (2010) framework and its 

underlying communication processes from a change leader's point of view. Further, we are only 

discussing processes that involve communication activities derived from transactional, 

translational, relational and stabilizing processes. Instead of trying to include all aspects of his 

framework, we only include those processes that are connected to communication activities, which 

makes the purpose of this study more manageable to operationalize. At the same time, there is no 

guarantee that this study will fully capture all communication activities within Iveroth’s 

framework. For example, the process of sensemaking is problematic to capture when conducting a 

semi-structured interview. However, to capture respondents’ sensemaking process in this study we 

formulated questions that enabled the interviewee to talk about his or her interpretation openly and 

to describe in their own words how they interpreted a given scenario or aspect. To some degree, 

this has given us the opportunity to collect relevant data connected to the process of sensemaking. 

Moreover, by comparing the different interpretations of change agents and employees, similarities 

and anomalies have been easier to overview. Finally, since we combined different data collection 
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methods, we were able to more easily overview the data from one collection method that 

corresponded to the data collected from another method. These in turn have been highly relevant 

in the context of the IT change project and highlighted aspects this study intended to investigate. 

Validity can be problematic when relying solely on interviews because a researcher can never 

determine if respondents honestly answer the questions (Bryman & Bell, 2011). To decrease the 

probability of not getting honest and correct answers, this study allowed respondents to remain 

anonymous. Furthermore, to be able to secure as much data as possible from interviews, we have 

conducted follow-up interviews in the form of informal meetings. The purpose of these informal 

meetings was to clear up potential issues and possible misunderstandings. It was also an 

opportunity for respondents to supplement answers from an earlier conducted interview and ensure 

that they had interpreted the questions correctly. 

The validity of texts and existing documents in this study is difficult to determine. However, 

all texts and documents that have been analyzed have been produced for the OWNA project. In 

any case, document analysis as an empirical data collection method has only been complementary 

and not the primary focus for this study. 

3.5.2. Reliability 

Bryman and Bell (2011) argue that it is only possible to create reliability when using more than 

one research method for collecting empirical data. This is often referred to as triangulation, which 

involves using more than one data collection source in researching a phenomenon (Bryman & Bell, 

2011). To strengthen the reliability in this study, three different methods for data collection have 

been used: participant observations, semi-structured interviews and document analysis. Participant 

observation has given this study the opportunity to observe change leaders when acting in the 

digital contexts (e.g. audio and video conference calls). Semi-structured interviews have allowed 

us to discuss and capture respondents’ interpretations and impressions of the change project. 

Document analysis has shaped an understanding of how the content has been constructed and 

changed over time during the change project. These methods have created supportive evidence and 

complemented each other during this study. 

Whilst it is impossible to guarantee that all collected data within this study contain a certain 

degree of validity or reliability, from a researcher’s point of view it is at least enough to give an 

indication to be able to address the purpose of this study. In addition, Bryman and Bell (2011) write 

that to be able to generalize a result (also known as external validity) a careful selection of people 
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in relation to the studied phenomenon (i.e. the OWNA project) is fundamental. Only then can a 

study be generalized beyond the specific research context. The selection within this study was done 

by interviewing 6 change leaders from the head office whom we also observed. Further, 5 

employees (divisional coordinators) within the OWNA project were interviewed. Within the 

project a total 11 out of 12 interviews were conducted and can, therefore, be seen as representative 

for this study’s purpose. Finally, the empirical results have a strong correlation to the literature 

review, indicating that the study has reached a certain degree of internal validity (Bryman & Bell, 

2011). 

3.6. Methodological limitation 

During our research process, we needed to limit our research scope to be able to address the purpose 

of this study. These different limitations affected how we have approached our study and therefore 

also affected our final conclusions. 

This thesis will only study one organization (ASSA ABLOY) and one change initiative (the 

OWNA project). Organizations similar to ASSA ABLOY or projects within ASSA ABLOY will 

not be combined with this study or used to support our final conclusions. Moreover, as a result of 

taking into consideration our deadline, we have not been able to include all aspects of the OWNA 

project. These aspects include not being able to observe divisional offices or other non-digital 

communication tools. Also excluded were external consultants involved in the change project. 

Thus, this thesis is only interested in studying what effect digital communication has on employees 

within the change initiative. Additionally, the OWNA project has a planned lifespan of 2 years and 

we have only been on location for a period of 10 weeks, so we have not been able to study the 

whole change project from start to finish. 

 

3.7. Research setting 

ASSA ABLOY AB is a supplier of intelligent lock and security solutions worldwide, with the 

strategic aim of being the world-leading supplier of total door opening solutions. The company was 

formed in 1994 through the merger of ASSA in Sweden and Abloy in Finland. ASSA ABLOY is 

now an international group with approximately 44,000 employees and annual sales of over 57 

billion SEK. The organization operates in markets worldwide (ASSA ABLOY, 2015). Their brand 

and product portfolio is extremely complex with three geographical divisions: Europe, middle east 
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and Africa (EMEA), Asia and pacific (APAC) and north- and south America (Americas) and two 

global divisions (global technology and entrance systems). Within these divisions there are 

different brands: ASSA ABLOY as the master brand, product brands endorsed with ASSA ABLOY 

(e.g. Sargent/ASSA ABLOY, Besam/ASSA ABLOY), global brands non-endorsed with ASSA 

ABLOY due to unique market position (ex. Yale, HID, Abloy) and product brands that are non-

endorsed with ASSA ABLOY (e.g. Entrematic, Flexiforce). This brand and product portfolio is 

growing through acquisitions with around 10–20 new companies each year. The company’s 

strategic action plan has been divided into three area: market presence, product leadership and cost 

efficiency. Many argue that the company’s success is dependent on its ability to manage large-scale 

acquisitions and mergers around the world and at the same time be open and accept the local 

expertise that is merged into the global group (Dagens Industri, 2015). 

3.7.1 The OWNA project 

OneWeb is the digital ecosystem in which all external websites within the ASSA ABLOY group 

are managed. Management of this ecosystem today is done on an obsolete EpiServer 5.0 platform. 

The purpose of the OWNA project is to migrate all websites from EpiServer 5.0 (OneWeb 1.0) to 

a new EpiServer 7.0 platform (OneWeb 2.0). This change project is called OneWeb new 

architecture (OWNA). The project goal is that all websites in the OneWeb ecosystem are 

responsive, on a new, updated platform that has a more structured back-end layer. This is scheduled 

to be done in 2 years’ time with a deadline of September 2015. Governance of the change project 

is performed from the global head office in Stockholm. Groups involved in the OWNA project that 

have been studied in this thesis are the head office steering committee, head office project group 

and divisional coordinators. 

 

●   Head office steering committee (3 members) – overall and strategic responsibility. 

●   Head office project team (3 members) – overall operative responsibility. 

●   Employees (divisional coordinators; 5 members) – operative divisional responsibility. 
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4.0. Empirical review 

The purpose of this study is to investigate use of digital communication in a global IT change 

project. The empirical data is structured on processes from Iveroth’s (2010) framework and will 

make it easier to distinguish similarities and anomalies between the communication activities 

between head office members and employees. 

4.1. The transactional process in practice 

4.1.1. Governance of digital communication within the OWNA project  

“Communication within a change project is really, really important! It would have been a 

great advantage for us if we had a communication plan and strategy from the beginning 

of the project. This would have helped us to answer questions such as how we should 

communicate with employees. Unfortunately, it has been a bit ad hoc during the project.” 

– HQ Respondent 1 

Most head office members (change leaders) within the OWNA project argued that communication 

is crucial for a change project. However, other head office members stated that communication 

would not have made any difference for the outcome of the project. There was neither a 

communication plan nor communication strategy available for head office members on how to 

communicate within the change project. There seems to be no clear explanation why a 

communication plan was missing, but since the change project was seen as non-complex from some 

head office members they felt there was no need for planning in regards to how to communicate. 

The overall purpose of the communication within the OWNA project was to provide information 

that employees could act on and to create an understanding for the change project as a whole. A 

strategic decision was that the communication within the project should be managed through digital 

communication channels.  

“ASSA ABLOY is a global company which includes partners around the world which in 

turn makes it almost physically impossible to actually meet together at the same time in 

reality.” – HQ Respondent 2 

It is a bit unclear who had strategic or operative responsibility for digital communication within 

the change project. Some believes that it was the responsibility of both employees and head office 
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members to manage their own communication activities and other respondents stated that a single 

person at the head office had that overall strategic responsibility for communication. However, that 

person in question did not see his or her role to be responsible for communication within the 

OWNA change project.  

4.1.2. Digital one-way communication activities 

Within the OWNA project there were different one-way communication activities used by head 

office members: e-mail newsletters and communication through keyPoint (global intranet).  

4.1.2.1. Newsletters through e-mails 

Within the OWNA project there were mainly two newsletters circulating. One newsletter has been 

present in the project from the early phases of the project and was sent out monthly by head office 

members to employees. The content within that newsletter has been news copied from a news-feed 

on keyPoint (intranet) that is dedicated to the OWNA project. However, the newsletter has mostly 

been absent due to lack of time and resources. A new newsletter was implemented by head office 

members’ half-way in the change project as a weekly newsletter that was sent out every Friday to 

employees within the change project. That weekly newsletter had a communication focus on 

progress, development issues and action points. That weekly newsletter was also something that 

almost all head office members mentioned as a satisfying method of communicating with 

employees—and when instituting that newsletter they felt that it really made a difference in 

creating an understanding among employees. However, employees had a different opinion 

regarding weekly newsletters.  

“Most people involved in the project are so technical that it is hard for them to 

communicate in a non-tech way. They certainly are trying and they think they are 

simplifying things down a bit. But from my perspective the information has been too 

much, too technical and too dense.” – Respondent 5  

Almost all employees stated that the information in these weekly e-mails was too complex or 

irrelevant and that they sometimes even ignored e-mails. Employees mentioned that a reason for 

this is that action points were buried within the weekly e-mail together with development (e.g. bug 

fixes) and progress on the project. However, the e-mail newsletter changed format after feedback 
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from employees and was made more clear—but employees still stated that it was a bit hard to 

understand what to act on within these e-mails.  

“All e-mails have a lot paragraphs, if you want people to quickly and easily understand 

your information the communication has not been optimized for that. That does not mean 

that the information has not been in the e-mail but it has been far too detailed for a 

project that does not require technically savvy people.” – Respondent 4 

4.1.2.2. keyPoint (global intranet) 

One of the most frequently used digital communication channels in the OWNA project was 

keyPoint. keyPoint provides information about news, education material, updates and contact 

information that relates to the project. The consensus from head office members was that keyPoint 

should be the main information provider within the project for employees to gain an understanding 

of the project as a whole. A majority of the content consists of text in the form of articles and editor 

guides but also information in the form of attached presentations, guidelines and manuals. The 

information on keyPoint was updated daily, but some information was obsolete; since there was a 

lack of time and resources within the project, the information often did not get updated. However, 

a head office member argued that there is a problem with providing information via keyPoint. 

“We do not know if people actually read [information on keyPoint] or understand what 

we communicate.” – HQ Respondent 5 

Some employees argued that keyPoint worked well in early phases of the OWNA project in 

providing basic information. However, some employees argued that in later phases of the project 

keyPoint has not been the right forum to seek answers for issues relating to the project since it only 

provides basic and superficial information. One reason could be what another employee stated, that 

the information on keyPoint is far too complex since it is just based on long technical text articles.  

“keyPoint has a fair amount of information, but keyPoint does not give any answers. It is 

too much [information] on keyPoint. It would have been easier if there were videos or if 

someone could show me how to do things instead.” – Respondent 3 
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4.1.3. Communicating purpose and the need for change 

All head office members and employees understand why there is a need for change—in other 

words, why the migration from the old platform (OneWeb 1.0) to a new platform (OneWeb 2.0) 

needs to be done. Both head office members and employees argued that the old platform (OneWeb 

1.0) is obsolete and thus needs to be replaced. This is also something that has been communicated 

frequently in all digital channels by head office members with the aim of creating a shared 

understanding among all employees why there is a need for change. 

 However, when the OWNA project started, two objectives regarding the overall purpose 

were communicated to employees to focus on during the change project. (1) Re-design of content 

in websites and then (2) migrate website to the new platform. But since the project fell behind its 

timetable, a majority of head offices members stated that the first objective was made obsolete and 

focus instead changed to only migrate websites to the new platform.  

 

“Encouraging us to doing something initially and then change that is a big issue that I 

think affected the project massively. I know it affected a lot of our people, since we did not 

understand what to focus on.” – Respondent 4 

 

However, there are also differences among head office members, since these members still stated 

that one of the main objectives was still to focus on design and content issues.  

 

4.3. The translational process in practice 

4.3.1. Digital two-way communication activities 

Within the OWNA project there were different two-way communications activities used when head 

office members communicated with employees. These digital communications activities were 

conference calls (meetings), e-mails and communication through keyPoint (global intranet). The 

purpose of these activities was to discuss certain issues to create consensus around what needs to 

be solved and acted on to reach the agreed vision and goal. However, communication activities 

mentioned by all involved in the change initiative as the main channel for learning and reflection— 

was the global intranet keyPoint.  
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4.3.1.1. Conference calls (meetings) 

Conference calls (meetings) were conducted between head office members and employees. These 

meetings were conducted every month in the early phase of the OWNA project. Meeting minutes 

from early phases of the change project contain discussions in regards to both design and content 

issues, discussion about migration issues and general ad hoc discussions. Most discussions about 

design and content disappeared from meeting minutes in December 2014. However, discussions 

about content and design still appeared within conference calls, but in a smaller amount than earlier. 

Most employees argued that the content of these meetings was not about learning or reflection. 

Employees stated that head office members instead wanted to ensure everyone was following the 

agreed upon timetable. Further, from our observations, employees received the same information 

as everyone else from head office members during these conference calls and more or less none of 

the communication was personal. 

“. . . it wasn't clear what they were planning to communicate. They just stated 

fundamental stuff, not helping people . . .” - Respondent 1  

In the early phase of the project, the focus of the communication within these conference 

calls did not follow a clear recurring agenda for every meeting. The focus was more on ad hoc 

discussions about fundamental issues. However, the focus changed in mid-March due to a “sense 

of urgency” since the project was in danger of exceeding its overall timetable. Conference calls 

were then conducted every two weeks instead. Discussions within these meetings changed from 

general monologue towards a more threatening monologue where an interrogation, in effect, was 

conducted from head office members to check if employees had done what they promised—but 

also make employees understand the sense of urgency. However, divisional respondents still 

question the content and purpose of these meetings, and why focus in these conference calls was 

on “sense of urgency” instead of solving upcoming issues and then being able to push the change 

project through.  

“It is more of a sense of urgency now because there is a crunch-time and now it is time 

for everybody to start to migrate, they [head office] are feeling pressure, more than 

anybody [. . .] we understand that now, it is time to move on to . . .” – Respondent 2 
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4.3.1.2. E-mail 

E-mails were mentioned both from head office and employees as the daily two-way communication 

channel within the OWNA project. The content of these e-mails differs, but mostly they focused 

on solving certain issues. E-mail as a communication channel is preferred from head office 

members since it is an effective channel to send out information to employees. E-mail is also seen 

as appropriate when operating in different time zones. However, some employees argued that the 

content within these e-mails were too complex. They also argued that the communications within 

this channel were not contextualized to local practices or adapted to meet their divisional needs.   

 

“It is pretty complex topics [in e-mails]. I think to some degree that we need to decide 

when e-mails are not good enough. When mails are long—to long and too detailed—that 

probably should not have been an e-mail.” – Respondent 5 

4.3.1.3. keyPoint 

Within the global intranet keyPoint there is only static information such as manuals, guidelines and 

editor guides. There have been initiatives in which educational videos have been recorded and 

published on keyPoint. However, head office members argued that the reason why they stopped 

recording and publishing videos on keyPoint is that they did not have the resources to manage these 

recordings. Instead, the head office focused on editor guides in the form of text articles on keyPoint 

as the main communication activity for learning. Some employees argued during interviews that 

the use of videos on keyPoint was a positive initiative that they missed during the change project. 

Head office members stated that they tried different approaches and the reason for choosing 

keyPoint was that they achieved a high degree of learning within that digital channel.  

“[. . .] if they basically had a group seminar every two weeks [. . .] it would almost be like 

a scheduled class. Where people [employees] could sign on and keep people updated and 

help people to be more confident that everything is happening.” – Respondent 3 

Some head office members argued that there was no measurement or follow-up in regards to the 

understanding and learning of the information on keyPoint. Further, and as discussed before in the 

transactional process, employees viewed information on keyPoint as irrelevant and complex and 

even saw the platform itself as hard to find answers on when seeking information.  
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“keyPoint does not give any answers. Maybe in the beginning of the project the 

information answered my questions, but now [later phase of project] the information is 

too shallow. The information that ends up at keyPoint at the moment is something that 

already has been up for discussion during the last four months—and is no longer 

needed.” – Respondent 2 

4.4. The relational process in practice 

4.4.1. Crafting a culture through digital communication 

The importance of crafting a culture within the change initiative was discussed during interviews 

with head office members. However, more or less no communication activities focused on crafting 

a culture around the change initiative. Comparisons with implementations of enterprise resource 

planning (ERP) system were made during interviews with head office members, since almost all 

head office members argued that an ERP implementation is far more complex than the OWNA 

project. This is the reason why communication and crafting a culture was not on the agenda since 

the OWNA project was just a simple migration. However, one head office respondent argued that 

change communication in crafting a culture around the OWNA project never should have been 

underestimated and that this change project would probably have been more successful if that had 

been taken into consideration in early phases of the change project.  

 

“I do not think they [head office] understand the complexity of our division, how we work 

and what challenges we stand before [. . .] I am involved in at least 4–5 similar projects 

as OWNA that are prioritized as more business critical for us . . .” – Respondent 4 

 

During a discussion in a steering committee conference call, a member of the committee interrupted 

a discussion and asked, “Why aren’t they [employees] doing as we ask them?” The person in 

question was referring to the employees and why the migration was taking so much time. The 

replies given were mostly that each division or local company had other priorities and that the 

OWNA project was secondary. The member of the committee then stated: 
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“It is a question of discipline here, we need to get them [employees] to understand that 

this is important, that they need to migrate their sites as soon as possible. Why are they 

not listening?!” – Meeting member, ASSA ABLOY, HQ 

4.4.2. Communicating top management support through digital communication 

Regarding communication of top management support, there was more or less no communication 

activities containing support from top management. This was discussed by some head office 

members during interviews. 

“Management attention is pretty low regarding the OWNA project. An example is that 

today we are behind schedule but it is quiet from the people up there [executive team]. – 

Respondent 3 

Some head office members also argued that top management support was absent because the 

change project was not thoroughly aligned with the overall business objectives. Further, some head 

office members indicated that this was something that maybe should have been done differently, 

since then it would be clear why this change project needed to be a priority. Further, another IT 

project was conducted at the same time as the OWNA project. This other IT project had clear top 

management support communicated within the same digital channels that head office members 

used for the OWNA project. This other IT project was also mentioned by some head office 

members as being more of a priority for top management. Almost all employees stated that they 

had the support of their closest managers, but no one mentioned experiencing a focus within the 

digital communication that top management from Stockholm supported the OWNA project.  

4.5. The stabilizing process in practice 

4.5.1. Feedback and progress through digital communication 

Feedback in the OWNA change project was mostly communicated through one-way and two-way 

digital communication. Activities was mostly about communicating how many websites had 

migrated to the new platform each week. As one member from the head office stated, this was done 

to ensure a certain behaviour among employees. Information was mainly communicated through 

tables and graphs in weekly newsletters or in conference calls (meetings).  
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“We have worked with visualization [graphs] in presentations to explain that we are here 

now - according to these steps—and then explain what needs to be done to reach the 

finish line.” – HQ Respondent 4 

 

Within the change project there were some moments when communication activities was focused 

on what “greater good” the change project was achieving. The most obvious was when the first 

pilot website was migrated and communicated both in internal and external digital communication 

channels. However, the focus in communication on the pilot business case was about the migration 

itself—that the first site had gone live. There was no focus on what difference or possible positive 

effects that migration had achieved.  
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5.0. Analysis 

This section will analyze the collected empirical data with the theoretical framework. The analysis 

presented below is based on each process from the theoretical framework. At the end of each 

section a short summary is presented. 

5.1. The transactional process 

The transactional process aims to transfer a message from a change leader to end recipients, which 

is central when aiming to create a shared understanding among employees. 

5.1.1. Governance of digital communication within the OWNA project  

There was neither a communication plan nor strategy for how communication from head office 

was supposed to be managed within the OWNA project. However, the literature argues that a 

communication plan and strategy can shape a readiness and understanding for a change initiative 

among employees (Clampitt et al., 2000; Goodman & Truss, 2004). Empirical data shows that most 

digital communication within the change project was done mostly ad hoc. Further, there was no 

one responsible at head office strategically or operationally for communication within the change 

project at the head office. However, there is a risk that planning can do more damage than good 

and create a false sense of certainty that “now we planned for everything” (Pillay et al., 2012). 

However, we argue that having both a communication plan and strategy would have made a 

difference for head office members when managing the digital communication within the OWNA 

project since then information could have been segmented and positioned towards specific 

employees to have the highest impact as possible (Clampitt & Berk, 1996; Goodman & Truss, 

2004; Johansson & Heide, 2008). Moreover, Fulk et al. (1987) argue that individuals are strongly 

affected by how they use and interpret communication due to social norms surrounding them. 

Hence, there are differences between employees regarding social norms and segment messages to 

key individuals may also increase the possibility of the message having a higher impact. However, 

we argue that it is not enough to create a communications plan and strategy for head office members 

since this alone does not ensure that digital communication has the highest impact as possible. 

Also, having an individual that is strategically and operationally responsible for communication 

within the project would probably also make a difference in creating an understanding among 

employees. Further, this study argues that when choosing a person responsible for communication, 

this person should have an understanding of both IT and change communication. This individual 
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will then be able to ensure that complex IT-related issues are simplified into meaningful 

information to any given receiver of the content. This is also something that some employees asked 

for during our interviews since it was hard to understand the complex information that they received 

from the head office.  

5.1.2. Digital one-way communication activities 

Within the OWNA project, digital communication activities was done through e-mail newsletters 

and through keyPoint. Head office members stated that these activities were satisfying and 

provided relevant information and aims to create an understanding about the change project among 

employees. Intentions from head office were in accordance with what Daft and Lengel (1986) 

argue—using a lean medium during routine and simple communication. However, the empirical 

data indicate that employees experienced the information within these channels as complex, 

irrelevant and obsolete. This is in accordance with what Lipiäinen et al. (2014) argue, that when 

digital communication tools such as e-mail and intranet are poorly used it can lead to confusion 

and lack of understanding among employees. Further, they claim that using e-mail, for example, 

as a mass-communication tool can cause a message to be perceived as boring and repetitive—in 

other words, irrelevant. Daft and Lengel (1986) argue that a change leader should always use a lean 

medium during routine and simple communication. If used for non-routine and complex 

communication, it can potentially lead to a communication failure since data starvation appears 

when using a lean medium to communicate a non-routine message (Daft & Lengel, 1986). Further, 

Clampitt and Berk (1996) argue that when communicating the same message to a large group of 

people they will interpret the message in different ways. And Fulk (1993) argues that media 

richness will be a major contributor to employees’ attitudes and behaviours to a specific medium. 

It will be particularly significant when an individual has a low attractiveness to a workgroup or a 

certain task, such as when an employee has no interest or confidence in a certain assignment. The 

OWNA project was a global change initiative managed through a low-rich medium with 

differences in culture, languages skills, values or educational background among employees. 

Hence, these variables can be seen as a possible factor in why there was a lack of understanding 

for the information communicated within these digital communication channels.  



 35 

5.1.3. Communicating purpose and the need for change 

The empirical data show both head office members and employees within the OWNA project 

understood the need for change. This is in accordance with Nadler (1981), who emphasizes the 

importance of identifying and highlighting dissatisfaction with the current state and communicating 

this to motivate employees to change towards the new desirable state. However, evidence from the 

empirical data indicates that there was disagreement about what the change project’s purpose were 

from head office members and employees, leading to confusion in understanding what needed to 

be achieved within the change project. This is in accordance with what Applegate et al. (2005) and 

Clampitt & Berk (1996) argue—namely, that if the purpose is abused, uncertainty will be more 

frequent. These differences in understanding the overall purpose indicate that both involved 

employees and head office members will not work towards a common goal. Thus, there is a risk 

that employees will create their own sub-projects with their own agendas (Applegate et al., 2005). 

The empirical data partly indicate that this was appearing since some employees continued to focus 

on design and content issues and were discussing these issues even after that part of the vision of 

goal was made obsolete halfway through the project. 

To sum up, communication activities that aimed to reach the goal of the transactional 

process was present but there are indications of a lack in a shared understanding among employees. 

These indications are mainly based on the fact that when information is sent out through a digital 

one-way communication channel, employees will interpret that information differently. Further, 

different digital mediums can handle different amounts of complexity and if information is too 

complex it is probably more suited for a richer medium. We also argue that there are clear 

indications that the head office team only focused on the transactional process within the OWNA 

project and missed other higher processes within Iveroth’s (2010) framework (translational, 

relational, stabilizing). Just relying on creating understanding through a digital lean medium leads 

to a fragmented understanding since other processes and activities are necessary (Daft & Lengel, 

1986; Iveroth, 2010). 

5.2. The translational process 

Change leaders need to work within the translational process with the aim of creating learning and 

encouraging reflection that overcome any potential interpretive differences within a change project 

(Iveroth, 2010). 
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5.2.1. Digital two-way communication activities  

With conference calls, there is a clear indication that the head office used a rich medium when 

communicating a routine message—a clear indication of data glut, in which a message is too 

complex for it is medium (Daft & Lengel, 1986). An example is when employees stated that the 

content in these meetings focused on basic information—such as migrating their websites instead 

of discussing potential concerns and issues. Thus, conference calls did not contribute to creating 

either learning or offering any reflection since employees already recognized the information 

discussed within these meetings. Since the information already had been given to them within the 

earlier transactional process, employees may not have been able to reach the aim of the second 

translational process, to understand the overall meaning of the intended change. The empirical data 

further indicate that these conference calls were a bit ad hoc and did not have a clear purpose. A 

possible effect could be that employees are not able to prepare in advance, which leads to a limited 

possibility for employees to reflect on issues discussed. This is also an indication of what is 

discussed under the first section, the transactional process, that the change initiative as a whole 

lacked planning for how digital communication should be managed from the head office. 

However, the empirical data indicate that when the change project shifted focus to a more 

“sense of urgency,” more room for reflection within these meetings was given since employees 

could then describe their issues thoroughly and reflect on specific issues. However, when 

employees described their issues to head office members, they were sometimes met with an 

aggressive or defensive tone, such as, “We discussed this months ago, why have you not changed 

this already?” This aggressive and defensive approach may hinder reflection and learning since 

head office members sometimes not are open to feedback. This can in turn lead to employees just 

stating what head office members want to hear. This probably has its explanation in the focus on 

the “sense of urgency” and the pressure the head office members felt. 

Johansson and Heide (2008) and Gioia et al. (1994) argue that to be able to get employees 

to gain new knowledge within a change initiative, testing, experimenting and engaging them in 

conversations are key aspects. Therefore, since head office members argued that the main purpose 

with keyPoint was to create learning this is in clear contradiction with the literature. keyPoint is a 

digital channel containing only one-way communication and thus does not offer any personal focus, 

handles limited information cues and does not offer any feedback possibilities (Daft & Lengel, 

1986) Most employees argued that keyPoint was not the place to gain new knowledge about certain 
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issues since the information there was complex, irrelevant and obsolete. Some employees even 

stated that they stopped visiting keyPoint to gain new knowledge. This is also another indication 

that head offices are over-emphasizing the use of the transactional process—with basic 

information—which does not help to create a sense of meaning for employees affected by the IT 

change project. 

According to Johansson and Heide (2008), when an employee is facing an issue they try to 

make sense of and understand that certain issue. Thus, if the information is not in one place 

employees will try to make sense of the situation in other places. Instead of posting information on 

keyPoint with the purpose of encouraging learning and reflection, the head office should perhaps 

have used a richer medium to communicate with the purpose of creating learning and reflection. 

Just posting information on keyPoint and relying on the employee's ability to gain knowledge about 

the project without any follow-up or measurement clearly leads to interpretive differences in 

regards to what should be done within the change project. This is a risk that can appear, especially 

in a global change initiative, when communicating the same message to large group of people 

(Heracleous & Barrett, 2001; Iveroth, 2010; Martinsons et al., 2009; Stohl & Cheney, 2001). The 

empirical data indicate that head office used keyPoint for learning opportunities, but also because 

it was effective and saved a lot of time. However, it contradicts what the literature argues and 

instead this leads to an ineffective and time-consuming communication (Gardner, 2004; Iveroth, 

2010; Johansson & Heide, 2008). Further evidence regarding this is seen in the empirical data when 

head office members stated that the amount of questions about certain issues was overwhelming 

via e-mail and in conference calls. In addition, Johnson (1992) argues that learning processes within 

change initiatives can create a lack of focus—even strategic drift—for employees when they learn 

and gain new knowledge. Lack of focus among employees did not occur in the OWNA project 

when new knowledge was created as Johnson (1992) states. Instead, lack of focus occurred because 

there was no context available to gain new knowledge through learning and reflection. 

In summary, the above indicates that communication activities to reach the aim of the 

translational process was present but not used correctly. This prevented those affected from 

reaching a higher degree of meaning within the OWNA project, as digital communications activites 

were used to create learning and reflection but were not used to their full potential. However, it 

was not that the digital activities was chosen incorrectly; rather, it is how the activity was used that 

is problematic. There are also indications in the material above that a fragmented understanding 
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also affected interpretive differences within the change initiative (Iveroth, 2010). This could in turn 

affect the overall motivation for the change project and a lack of meaning may appear among 

employees. 

5.3. The relational process 

Through the relational process, change leaders should help employees understand that the intended 

change is in their interest. This is established through both political and supportive activities to 

attain the overall goal of reaching a higher degree of interest among employees in Iveroth’s (2010) 

framework. 

5.3.1. Crafting a culture through digital communication 

Jørgensen et al. (2009) argue that a lack of employee engagement is the most common cause for 

change failures. The empirical data indicate that there was some degree of lack of employee 

engagement within the OWNA project. The most metaphorical indication in the empirical data 

regarding this was when a steering committee member stated that there was a lack of discipline 

among employees to get to action. Those employees did not behave as they had agreed on behaving. 

A contributing factor could be what most employees stated—that the OWNA project was not a 

high priority within their division. Another contributing factor could be what Lipiäinen et al. (2014) 

argues, that poor use of digital communication channels can lead to a lack of belonging to other 

employees but also from the organization as a whole. Pillay et al. (2012) argue that crafting a 

culture of change can be crucial for a successful outcome. The empirical data indicate that no effort 

for crafting a culture around the change was done. This is probably explained by what head office 

members stated: that the OWNA project was not a complex IT change project. However, Pillay et 

al. (2012) argue that when change leaders are managing cultural issues within a change initiative 

is easy to understand in theory but complex to work with in practice—which could also be the 

situation in the OWNA project. Some organizational cultures are also more resistant to change and 

change leaders have to work extremely hard to push to get actions done (Lewis, 2007). ASSA 

ABLOY is a global, decentralized company that has a policy whereby initiatives should originate 

from their divisions and not centrally. The OWNA project contradicted this policy since it was 

initiated from the head office. This could also be a contributing factor why there was a lack of 

employee engagement and why crafting a culture around the change initiative was complex for 

head office members within the project. However, head office members tried to push responsibility 
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towards employees which Lewis (2007) argues can reduce uncertainty about the change 

initiative—and make employees more committed. However, that statement contradicts with the 

empirical data, which shows that with a previous lack of establishing earlier processes 

(transactional, translational) it is doing more harm than good. Hence, pushing responsibility 

towards employees—when not managing these earlier processes correctly—shapes low interest for 

the intended change but also an uncertainty of how to act among employees. 

5.3.2. Communicating top-management support through digital communication 

The literature suggests that a clear sponsorship from top-management to communicate the 

importance and priority of the initiative is a crucial communication activity for a change initiative 

(Applegate et al., 2005; Gardner, 2004; Jørgensen et al., 2009; Windeatt & Knox; 1991). Within 

the OWNA project, there was more or less no communication activity containing support from top 

management and there was evidence within the empirical data indicating why involvement from 

top management was low. First and foremost, there was another more highly prioritized IT change 

project conducted at the same time as the OWNA project that was initiated from the head office in 

Stockholm. Secondly, there was an idea that a clear alignment with ASSA ABLOY’s overall 

business objectives had been missed in early phases of the OWNA project. Thus, lack of top 

management supports within digital communication channels probably led to confusion about what 

to prioritize. This has a higher possibility of occurring when a project is initiated from the head 

office since employees have their local priorities but also a global priority in mind. In accordance 

with this, the empirical data indicate that some employees actually had their own agenda. Iveroth 

(2010) also argues that top management support contributes to change legitimacy within an 

organization. Thus, not having a clear top management support could contribute to the more 

complex change initiative. However, Mintzberg (2009) argues that there is a risk when a change 

initiative puts too much trust in a single leader for its success. However, Mintzberg’s statement 

could also be why top management support was not present in the OWNA project since ASSA 

ABLOY as a company usually never creates projects or initiatives from the head office and the 

OWNA project was initiated from Sweden. This may be a reason why no top management 

executive supported the change project since the project’s origin could be a political question. Thus, 

not having clear top management support communicated within digital channels can also be seen 

as contributing to the lack of interest among employees. 
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To sum up, the above indicates that the communication activities to reach the aim of the 

relational process more or less did not take place at all, which in turn prevented the project from 

reaching a higher degree of interest among employees. We argue that the main reason is that head 

office members did not interpret the OWNA project as a complex change initiative and did not 

prioritize crafting a culture around the project. Another reason is that the project was initiated from 

the head office, a move that is not common in the ASSA ABLOY group. Yet another contributing 

factor could be that there was no clear top management support communicated towards employees. 

Due to a poorly managed relational process, all of the above discussed probably led to employees’ 

lack of interest in the OWNA project as a whole. 

5.4. The stabilizing process 

The stabilizing process strives to make sure that everyone behaves in alignment with the change, 

which is established through communication activities within this process and is mostly done using 

follow-ups and feedback (Iveroth, 2010).  

Nadler (1981) and Goodman and Truss (2004) argue that the use of feedback mechanisms 

can in turn provide change leaders with new information and create an understanding of certain 

issues. The empirical data indicate that different digital communication in regards to feedback was 

apparent within the OWNA project. The focus of the communication activites was on how many 

websites had been migrated within the project. Hence, the digital communication from the head 

office members to employees was mostly to confirm the outcome among employees. Since there 

was no planning for how to communicate in earlier processes, neither was there a clear plan for 

how to communicate feedback and progress from head office members towards employees. Iveroth 

(2010) argues that if an organization does not ensure that the outcome is measured, it is impossible 

to gain insights, learning or even discuss the intended outcomes that the change initiative has meant 

to an organization. Further, since no prior planning of these mechanisms occurred there is a risk of 

these feedback mechanisms breaking down because of the turbulence within a change initiative. 

However, feedback about the change initiative was present within the change project for such 

purposes as relating project progress, budget forecasts, deadlines, deliverables and so on. This 

communication is done through different digital communication channels (e.g. e-mail, telephone 

and conference calls). This is accordance with what Daft and Lengel (1986) argue, that a lean 

medium is suitable when choosing the medium for communicating feedback, controlling progress 

with employees or just following up from an earlier problem or issue. However, the empirical data 
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show that most employees were unsatisfied with how digital one-way communication feedback 

was conducted. Daft and Lengel (1986) recommend against using a lean medium when giving more 

complex and personal feedback, for which a rich medium is more suitable. The empirical data show 

that the use of a rich medium was done in a satisfying way within the OWNA project.  

To summarize, the above indicates that the stabilizing process was managed in an almost 

proper way, contributing to an average degree of common behaviour within the OWNA project—

primarily since change leaders didn’t manage to establish the earlier processes. Secondly, as 

Iveroth (2010) argues, if an organization does not ensure that behavioural change is measured, it is 

impossible to gain insights, learning or even discuss the intended outcomes that the change 

initiative has meant to an organization. Hence, we argue that not having functioning activities for 

how to communicate feedback and progress contributed to why information communicated within 

the OWNA project was seen as complex and irrelevant. 
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6.0. Conclusion 

This chapter will present a concluding remark about the thesis, taking the aim and the purpose into 

account.  

 

To be able to address the purpose of this study, a main question needs to be answered: how do 

employees perceive digital communication and what impact does this communication have on their 

willingness to change? To be able to answer our research question, we will derive from the four 

processes (transactional, translational, relational and stabilizing) in this concluding remark. 

6.1. The transactional process 

We have found indications that the creation of understanding among employees within an IT 

change project is hindered when change leaders send complex and irrelevant information via digital 

one-way communication channels. 

Evidence was found that abusing the overall purpose in communication activities through 

digital channels could lead to a lack of understanding among employees. This in turn can possibly 

lead to uncertainty and confusion among employees within a global IT change initiative. 

To be able to attain the best possible impact of a digital message and gain understanding 

among employees, change leaders need to know who they are communicating with. Having a 

communication plan and strategy will probably increase that possibility. 

 Findings from this study also suggests that having a change leader who is operationally and 

strategically responsible for digital communication within the change initiative can make a 

difference for creating an understanding among employees. That way a translation can be done, 

creating a comprehensive picture and making it more likely that the message is understood when 

reaching the targeted employees. 

6.2. The translational process 

Indicators were found in this study that when change leaders communicate basic information within 

a rich digital medium, this can contribute to a lack of a meaning among employees for the IT change 

project. However, communicating the same basic information within the same rich digital medium 

when an organization is in a “sense of urgency,” may increase the possibility of reaching a high 

degree of meaning among employees because the evidence shows that in this state of urgency 

people are given time to reflect and talk about issues. 
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When change leaders communicate complex information through a lean digital medium, 

this can possibly hinder the creation of learning and reflection and thus also the creation of a 

meaning for the IT change project. And when employees do not find answers to their questions 

within that digital medium, we found that they may seek fast answers in other, more time-

consuming digital channels. 

 Some evidence also suggests that even a lack of meaning for the whole change initiative 

can occur among employees when there is no digital context available to gain new knowledge 

through learning and reflection. 

6.3. The relational process 

We have found evidence that communicating activities through digital channels with the aim of 

crafting a culture around an IT change project—complex or not—can reduce lack of employee 

engagement and maybe increase the overall interest of the IT change project. 

 If change leaders push responsibility towards employees when the latter have not previously 

gained a high degree of understanding and meaning, it may shape a lack of employee commitment 

and uncertainty about how to manage that responsibility.  

We also found that the lack of top management support within the digital communication 

content can lead to confusion about what to prioritize, especially in a global IT change project, 

since there is a strong likelihood that included employees has its own agenda that is a higher 

priority, resulting in little interest in the IT change project. 

6.4 The stabilizing process 

Not having functioning feedback mechanisms for how to communicate feedback and progress 

within digital channels can contribute to misunderstandings among employees and thus not lead to 

the planned behavioural change. 

Additionally, when change leaders use lean digital mediums to communicate complex 

feedback, it may lead to misunderstandings among employees. However, using a rich medium to 

communicate complex feedback may have a higher likelihood of creating understanding of a 

certain issue and thus result in a higher likelihood of reaching a successful change initiative as a 

whole.  
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7.0. Discussion 

This chapter presents a discussion about the implications of the results and proposal for future 

research. 

7.1. Implications for academics and practitioners 

The results of this study, despite the difficulties in their being generalized, carry potential weight 

for both academics and practitioners. There have been studies before ours focusing on the 

importance of digital communication within an IT change initiative. However, as far as we know, 

there have not been studies focusing on how employees perceive digital communication and what 

impact this mode of communication has on their willingness to change. Further, there has not been 

a study focusing on digital communication aspects within Iveroth’s (2010) framework. This study 

has analyzed and mapped potential gaps for other practitioners to hopefully gain knowledge from. 

The results of this study should not be regarded as a truth; rather, they can be seen as one view of 

different indicators which change leaders should take into consideration when using digital 

communication in an IT change project. Since all organizations are unique, it is up to whoever uses 

this study to interpret and translate our conclusions and adapt these to their context. 

7.2. Future research 

Since this study has observed only one organization, a suggestion for future research would be to 

conduct a study in which a comparison is made between two similar IT change projects that make 

use of digital communication tools. Since we did not have the opportunity to study the whole IT 

change project at ASSA ABLOY, a similar study where researchers are present during the entire 

change project would be instructive. Another interesting approach would be a study of how 

employees perceive digital communication and what impact it has on their willingness to change 

in a centralized organization. 
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Appendix 1. Interview questions for head office members 

 

Date:  

Place: 

Introduction 

1. What is your name?  

2. Your educational and work experience before this? 

3. How many years have you been working for ASSA ABLOY? 

4. How long have you been in the position you have today? 

5. Tell us about your role in the OWNA project. 

The transactional process 

1. What would you say is the goal and vision of the OWNA project? 

2. Why is there a need for change, according to you? 

3. What purpose does communication fulfil within the project? 

4. Regarding a decentralized project, how to communicate?  

The translational process 

1. What is the purpose of meetings in the project? 

2. Do you experience that employees understand your input? 

3. How would you say that the management team works to create new knowledge? 

The relational process 

1. How do you get employees to understand that the change project is important? 

2. If employees have any concerns, how do you handle that? 

3. Do you get many complaints within the project? 

The stabilizing process 

1. Are there any feedback loops, follow-ups in the project?  

2. What’s the purpose of this communication and how does it look like? 

3. Is there anything you would like to add?   
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Appendix 2. Interview questions for employees 

 

Date:  

Place: 

Introduction 

1. What’s your name? 

2. Your educational and work experience before this? 

3. How many years have been working for ASSA ABLOY? 

4. How long have you been in the position you have today? 

5. Tell us about your role in the OWNA project. 

The transactional process 

1. How has the information about the project been given to you? 

2. What does the content regarding the communication from HQ look like? 

3. What would you say is the focus of the communication from HQ? 

The translational process 

1. What channels do you use to communicate with HQ? 

2. Have you been able to influence the project through these channels with HQ? 

The relational process 

1. Do you feel that HQ has an understanding of your situation in the project? 

2. If you have any concerns, where do you turn to get help? 

The stabilizing process 

1. Are there any feedback loops, follow-ups in the project? 

2. What’s the purpose of this communication and how does it look like?  
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Appendix 3. Observation 
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