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ABSTRACT 

Purpose – The purpose of this study is to advance the understanding of how project 

managers in large organizations can create an understanding for organizational changes 

by internal communication. 

Method – This research study has an abductive approach and was conducted as a single 

case study. The empirical data has been chosen to be qualitative since it gives the ability 

to explain, describe and understand the research questions. Observations set the direction 

of the research, and 17 semi-structured interviews were further conducted at the case 

company. 

Findings – The findings show that ‘System functionality’, ‘Organizational value’, 

‘Individual value’ and ‘Project value’, are four different types of information desired by 

involved employees to have an understanding for an organizational change. These types 

of information have shown to most effectively, for a project manager, be communicated 

through the use of ‘Standardized communication methods’, ‘Direct communication 

methods’ with a ‘Distinct communication transfer’, to reach involved employees by 

internal communication.  

Theoretical implications – The study provides a framework for how, what, and to whom 

a project manager can create an understanding for all affected employees by internal 

communication. The framework proposes that the project manager is in the center of a 

communication structure and therefore plays a key role in communicating change. 

Practical implications – Our framework contributes by presenting findings that are more 

defined and practically oriented compared to prior studies, as we combine several factors 

and suggest how information could be internally communicated by a project manager 

during change. It shows that a mix of both in-person communication and digital 

communication methods with distinct communication responsibilities are required to 

reach all involved employees, thus creating less resistance towards an organizational 

change. 
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1. INTRODUCTION 

Today’s business environments are driving change in many organizations (Kerber 

& Buono, 2005). In response to technological and competitive pressures, organizational 

change is presenting managerial challenges but is nevertheless essential for short-term 

competitiveness (Lüscher & Lewis, 2008); furthermore, the rate of change is greater than 

any time in history (Moran & Brightman, 2000). Multiple factors contribute to the 

effectiveness in which organizational changes are implemented (Armenakis, Harris & 

Mossholder, 1993), which has led companies to develop a much more informed 

foundation of knowledge to support change efforts (Kerber & Buono, 2005). Building 

capacity for change (Kerber & Buono, 2005), as well as mastering strategies for change 

(Moran & Brightman, 2000), is essential if organizations intend to cope with challenging 

market environments (Kotter, 1995). This change process will help organizations decide 

which changes must be made in order to grow and survive (Daly, Teague, & Kitchen, 

2003). Consequently, change has become a part of every organization’s agenda. 

As organizational change initiatives become closely related to projects, it is 

important to create an understanding for how project managers can handle organizational 

changes (Hornstein, 2015). This thesis emphasizes the necessity of viewing change 

projects as organizational change initiatives and suggest that project managers should take 

a responsibility of the social/psychological perspectives in change projects. Consequently, 

change is defined as “any event that results in a modification of the original scope, 

execution time, or cost of work” (Hanna, Camlic, Peterson & Nordheim, 2002, p. 57).  

Research indicates that up to 70 percent of change programs fail (Patterson, 2000; 

Beer & Nohria, 2000) and poor internal communication is commonly found to be the 

reason for failure (Murdoch, 1997; Gilsdorf, 1998). The cost of such failures extends 

further than the financial impact of an organization; it also has implications on future 

change efforts (Allen, Jimmieson, Bordia, & Irmer, 2007). This forms a basis for the link 

between organizational change and internal communication between the people 

responsible for making those changes happen (Kitchen & Daly, 2002). Internal 

communication is defined as “the communications transactions between individuals 

and/or groups at various levels and in different areas of specialization that are intended to 
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design and redesign organizations, to implement designs, and to coordinate day-to-day 

activities” (Frank & Brownell, 1989, p. 5-6). Internal communication is among the fastest 

growing specializations in management for change (Vercic, Vercic, & Sriramesh, 2012). 

Practitioners see internal communication as an important and essential element of 

organizational change (Dürig & Sriramesh, 2004; Gilsdorf, 1998; Murdoch, 1997). 

Part of the change process is dealing with uncertainty (Klein, 1996), and poorly 

managed internal communication is regularly identified as the faulting factor (Murdoch, 

1997; Gilsdorf, 1998). This forces involved employees (i.e., employees affected by the 

change and thus involved in the organizational change) to seek information through other 

sources in an effort to resolve the uncertainty they are experiencing (DiFonzo & Bordia, 

1998). A commonly occurring problem is that these employees do not feel that the senior 

management team has a clear vision or that communication is open or honest (Proctor 

& Doukakis, 2003). Poorly managed change communication frequently leads to an 

exaggeration of the negative aspects of the change and results in rumors and resistance to 

change amongst employees who are involved (Smeltzer & Zener, 1992; Markus, 2004). 

The root causes of this resistance is uncertainty, lack of information, threats of status, lack 

of perceived benefits, and fear of failure (Proctor & Doukakis, 2003).  

Furthermore, despite the general acceptance that communication is important 

during organizational change, strategies implemented by management often fail to fulfill 

their purpose of providing quality information to employees (Smeltzer, 1991; Armenakis 

et al., 2002). If organizational change is about how to change the individual work routine 

of individual employees, communication about the change is vital, as is providing 

information to these employees (Elving, 2005). One way to change the attitudes of 

employees is to inform them about the benefits of the change. For instance, if the 

employee realizes that the change is an opportunity to enhance their job, an interest in 

the change will most likely develop (Aladwani, 2001). 

Results from a qualitative study indicated that employees who received quality 

communication reported being more open toward the change (Allen et al., 2007), and a 

key is to know what information the employees need to know in order to fulfill quality 

communication (Rawlins, 2008). Thus, it is important to identify the processes through 
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which employees acquire information during change and the factors that influence their 

attitudes and intentions towards the change event (Allen et al., 2007). Organizations need 

to embody voices of the involved employees to determine how much information they 

need, what information they need, and how well the organization fulfills their 

information needs (Kitchen & Daly, 2002; Men & Stacks, 2014). Information’s impact 

on the reaction to change depends on the content of this information, and to what degree 

the involved employees perceive themselves as having control over the outcomes (Oreg, 

Vakola & Armenakis, 2011). This highlights the importance of the types of information 

that should be communicated in organizational change.  

Academics have long advocated for providing involved employees with the 

information they want and need (Bernerth, Armenakis, Fiels & Walker, 2007; Oreg, 

2006; Van Dam, Oreg & Schyns, 2008); likewise, academics have also argued that 

information not reaching all involved employees can be a major source of negative 

attitude towards change (Markus, 2004; Smeltzer & Zener, 1992). Internal 

communication during organizational changes is crucial, and not communicating 

information (or the right information) comes with uncertainty and thus resistance to 

change. Different employees have various interest in how the information is 

communicated and what information is desired (Kerber & Buono, 2005), which can be 

significant since the negative outcomes of a failed change project can be severe. 

Numerous authors have called for explanatory studies of what information should be 

communicated during organizational change (Kerber & Buono, 2005; Klein, 1996; 

Kitchen & Daly, 2002; Todnem, 2005) and how (Klein, 1996; Kitchen & Daly, 2002; 

Daly, Teague, & Kitchen, 2003; Todnem, 2005).  

As such, the purpose of this study is to advance the understanding of how project 

managers in large organizations can create an understanding for organizational changes 

by internal communication. To fulfill the purpose, the study addresses the following 

research questions: 

RQ1: What information is required by involved employees to understand an 

organizational change? 
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RQ2: How can a project manager communicate that information to create an 

understanding for an organizational change? 

 

2. INTERNAL COMMUNICATION IN ORGANIZATIONAL CHANGE 

This chapter draws on previous studies in organization change and is divided into 

three sections (2.1-2.3). The first section describes two important understandings that an 

involved employee needs in order to have a positive view of the change. The second 

section describes two different ways of communicating an organizational change. The 

third section provides an example of effective distribution of information through an 

organization. Finally, the last section (2.4) describes the insights drawn from these 

previous studies.  

Different employees have various interests in how information is communicated 

and what information is desired (Kerber & Buono, 2005). Proctor and Doukakis (2003) 

claim that when information is withheld, changed, manipulated, delivered unreasonably 

late, and so on, employees often feel ill-informed of what is going on in the organization 

and therefore feel very insecure. Furthermore, communication enables involved 

employees to have control and understand why change is necessary. Elving (2005) and 

Klein (1996) suggest that if employees feel uncertainty, and do not understand the 

necessity for change or how it might affect them, it will result in (mostly negative) rumors 

despite the company’s communication efforts. It is not just about informing employees 

about what is happening; it is about creating an understanding of what information must 

be communicated, and also how this information should be communicated. Finally, there 

is a great importance that all employees receive that information. Aladwani (2001) and 

Klein (1996) found that if employees would have known and understood the reasons for 

change, they would have approved it and welcomed new change initiatives. The 

following three sections (2.1-2.3) will further explore into the literature regarding the 

subject.  
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2.1 Information  

What and in which form information is communicated during change can be an 

indicator of the amount of uncertainty during the organizational change (Elving, 2005). 

Madden (2000) defines information as “a stimulus originating in one system that affects 

the interpretation by another system of either the second system’s relationship to the first 

or of the relationship the two systems share with a given environment” (p. 348), where 

the same author defines a system as “a mechanism, an organism, a community, or an 

organization” (p. 344). For instance, a manager (i.e., system) has a conversation with an 

employee, and the interpretation of what was said in that conversation is information. 

Information’s impact on the reaction to change depends on the content of this 

information, and to what degree involved employees perceive themselves as having 

control over the outcomes (Oreg et al., 2011). However, previous studies have not 

extensively focused on the change itself and/or the implementation, even though it is 

important to make employees understand the expectations and the system’s importance 

(Umble, Haft & Umble, 2003). Instead, the literature mostly focuses on two important 

issues when introducing an organizational change initiative: the value delivery for the 

whole organization and for the individual. According to Choi (2011), employees 

understand the need for organizational change when the change is likely to have a positive 

implication for them as individuals and for the wider organization.  

2.1.1 Organizational implications 

Numerous authors emphasize the importance of key people creating and 

communicating a clear, compelling vision of the goals for the project (Bingi, Sharma & 

Godla, 1999; Buckhout, Frey & Nemec 1999; Laughlin, 1999; Sjödin, Parida, Leksell & 

Petrovic, 2018; Umble et al., 2003); in other words, communicating the Organizational 

implications. However, the key is to translate the company’s vision, and the strategy that 

results from that vision, into concrete priorities that reflect how the implementation will 

help the company deliver upon these priorities (Buckhout et al., 1999). In the same way, 

Neves and Caetano (2009) claim that if employees consider the change to be in line with 

the organization’s vision, and suitable to achieving its goals, they are more likely to be 
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committed. According to Elving (2005), information about the change should address 

the organization’s reasons for implementing change as well as the worries employees may 

have. Aladwani (2001) further claims that the information should clarify the general 

inputs and outputs of the system. Thus, it is important to create knowledge about what 

the system can deliver and how it can benefit the organization and its employees in order 

to build positive expectation for the system (Aladwani, 2001).  

2.1.2 Individual implications 

Although an employee may support an organizational change in general, the 

attitude about a specific change initiative may vary depending on how the employee 

evaluates the issues involved in the change (Choi, 2011). However, Elving (2005) found 

that if an organizational change deals with the individual tasks for an individual employee, 

it is most crucial to communicate the change and inform all affected employees. 

Researchers have found that employees will be more committed to a change when they 

receive useful, reasonable, timely and truthful information about the change and its 

implications for the individual (Bernerth et al., 2007; Oreg, 2006; Van Dam et al., 2008); 

this is an understanding of the Individual implication. This means that an employee who 

believes in the benefits of a particular change will be more likely to be committed 

(Bernerth et al., 2007; Choi, 2011). Likewise, an employee may be skeptical of a change 

if they consider the reasons for change to be unmotivated or unfounded. Choi (2011) 

further claims that individuals’ attitude is based on their own experience of the immediate 

change situation rather than on the wide organizational plan that managers have 

established. Thus, it is crucial to ensure that employees are well informed about the need 

for change and have clarity and understanding of the nature of the change (Self & 

Schraeder, 2009).  

2.2 Communication methods  

Tuohino, Poikselka, Mayer and Westman (2005) describe communication 

methods as comprising steps that include “sending a message from first user equipment 

to set up communication; receiving information at a server relating to a status of second 

user equipment” (p. 2). The choice of communication tool is based on what audience 
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they are trying to reach and what message they are trying to distribute (Harlow & Guo, 

2014). In other words, the choice of tools can be anything from telephone, e-mail, 

Facebook, face-to-face meetings, etc. However, previous studies have mostly focused on 

two kinds of communication methods: Digital communication tools and In-person 

communication. Previous studies (Harlow & Guo, 2014; O’Kane & Hargie, 2007; 

Proctor & Doukakis, 2003) do not recommend one over another, but O’Kane and 

Hargie (2007) point out that employees may have the tendency to replace tools, such as 

face-to-face, with digital ones when it is considered inappropriate, which indicates in that 

digital communication cannot survive alone. However, in accordance with studies like 

Proctor and Doukakis (2003) and Young and Post (1993), a mixture of these two 

methodologies is required in order to ensure that all employees are reached and 

understand reason for change. 

2.2.1 Digital communication tools 

Digital communication tools have resulted in an increase in the quality and timing 

of organizational communication (O’Kane & Hargie, 2007). Digital communication tools 

means any digital communication efforts, such as videos, electronic mail, etc. (Proctor & 

Doukakis, 2003; Young & Post, 1993). However, in order to save time when using these 

digital communication tools, O’Kane and Hargie (2007) claim that employees first need 

to be aware of the consequences of unnecessary and inappropriate communication, and 

thereafter decide about the best way to utilize the tool. However, Proctor and Doukakis 

(2003) claim that using mass communication techniques (e.g., newsletters, website and 

videos) contribute to an increased quantity of helpful information for employees. In the 

same way, O’Kane and Hargie (2007) claim that using digital communication tools allow 

employees to receive information that previously would have remained unavailable to 

them. 

2.2.2 In-person communication 

Young and Post (1993) argue that some information must be delivered through 

in-person communication, and in those moments it is hard for other communication 

methods to compete. However, In-person communication refers to face-to-face 
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communication and meetings, which plays a crucial role during times of uncertainty and 

change; it is also a particularly useful form of two-way communication between top 

management and employees (Young & Post, 1993). To successfully communicate a new 

change initiative, employees need to be involved in the process from the outset in order 

for them to be consulted and take ownership of the new ideas that are to be introduced 

(Proctor & Doukakis, 2003). However, Harkness (2000) states that this is not about 

holding many meetings a month; rather, it is about sharing the organizational vision and 

goals, and demonstrating how employees can contribute to the business’ success.  

2.3 Organizational communication structure 

An organizational change ultimately affects all employees, whether it is top 

managers or front-line operatives (Harkness, 2000), which makes the communication 

process critical and requires it to be well planned (Young & Post, 1993). Moreover, the 

amount of information may differ among employees at each level, so it is crucial to 

determine what each employee must know, should know and could know when 

distributing information through the organization (Kitchen & Daly, 2002; Men & Stacks, 

2014). Proctor and Doukakis (2003) argue that insufficient communication from 

managers has resulted in a demand for a more managed approach to communication. 

Organizational communication structure refers to “the relatively stable configuration of 

communication relationships between entities within an organizational context” 

(Johnson, 1992, p. 100). Previous studies have not focused on specific communication 

structures like bottom-up or project managers’ responsibility in communication, 

although Anantatmula (2010) argues that project managers should establish a 

communication structure to facilitate transparent communication that is characterized by 

clarity. Instead, previous studies have extensively focused on top-down communication 

(Barret, 2002; DiFonzo & Bordia, 1998; Klein, 1996; Men & Stacks, 2014), where the 

hierarchy of authority is enforced through supervision and employees expect to hear 

important information from their nearest manager (Klein, 1996).  
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2.3.1 Top-down communication 

In top-down communication, management must take an active role in leading 

changes by communicating the benefits to their employees (Aladwani, 2001; Bingi et al., 

1999). Top-down communication is a way to prevent distrust of management and ease 

the communication structure by putting the responsibility on managers to take a role in 

disseminating information to involved employees (DiFonzo & Bordia, 1998). According 

to Barrett (2002), each entity must tailor the messages to their employees and convert the 

overall messages into actionable messages the employees can understand. Thus, the upper 

management will potentially be uncertain about the project’s progress and will require 

information from the project managers (Müller & Turner, 2005). Moreover, Proctor and 

Doukakis (2003) claim that there can be problems within the middle management in 

terms of the quality of people management and both upward and downward 

communication. However, the key information is often produced at meetings, which 

needs to be communicated down through the organization to the various entities of 

middle- and front-line management until it eventually is provided to the employees 

(Proctor & Doukakis, 2003). According to Men and Stacks (2014) managers should also 

be responsible for passing employee feedback up the hierarchy to the top management. 

This means top-level and mid-level management must be directly involved and take 

responsibility for communication down, up, and across the organization (Barrett, 2002). 

2.4 Connection between theory, research questions, and methods 

With this review we have created a theoretical foundation for the two questions 

we want to answer. The first section informs what involved employees need to 

understand in order to have positive implications for the organizational change (RQ1). 

From our literature review we identified that employees need to understand two 

categories implications that the change will have, which we label Organizational 

implications and Individual implications.  

In the second and third sections we reviewed, analyzed, and integrated previous 

studies about how project managers can communicate that information to create an 

understanding for organizational change (RQ2). First, we identified two different ways 
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of communicating an organizational change, Digital communication tools and In-person 

communication. Second, our review provided insights regarding the responsibility of 

communicating and how it should be distributed in order to reach all involved 

employees, which is through Top-down communication where the responsibility is 

ultimately on managers. 

A combination of these three areas—communication methods, structures, and 

type of information—have not been identified in previous studies and neither has project 

managers’ communicative role during organizational changes. Thus, conclusions cannot 

be solely drawn from extant literature because the combination of these three areas, with 

a focus on project managers’ role, can contribute to other approaches that would not 

have been discovered otherwise. The combination will thus contribute to a holistic 

perspective when communicating a change, and because a change project mostly comes 

with a project manager, it is highly interesting to further investigate the communicative 

role of project managers. Further investigation is, thus, required in order to adequately 

answer our research questions and this gap in the literature justifies the relevance of our 

empirical study. The theoretical insights, and specifically the five identified areas relevant 

for understanding our RQs are, however, the starting point and basis for our empirical 

investigation. 

 

3. METHOD 

3.1 Case study 

The study was conducted as a single case study at a large multinational 

manufacturing organization with approximately 3,000 employees, further referred to as 

Alpha. The opportunity to be present at the case company eased the collection of 

informal data and facilitated access to informants. Alpha is a hierarchical organization with 

great experience of working with organizational changes and implementation of systems, 

which is why it was chosen as a case company. The hierarchical structure and prior 

experiences gave us the opportunity to interview informants who were involved 
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employees as well as experts with great experience regarding the subject. Figure 1 below 

illustrates Alpha’s hierarchical structure, which only represents the directly involved 

entities for this project; the arrow on the left represents the level of each entity. Each 

informant’s position has been placed in one entity in the hierarchic structure. Experts are 

outside the hierarchical structure as they are not directly affected by the project but have 

great experience in working with similar projects. 

 

Figure 1: Organizational Structure 

3.2 Research approach 

The purpose of this study is to advance the understanding of how project managers 

in large organizations can create an understanding for organizational changes through 

internal communication. Therefore, there is a need to conduct an in-depth qualitative 

study. Due to its characteristics of being non-numeric, the qualitative research approach 

makes it possible to create a holistic view of the situation (David & Sutton, 2016). The 

empirical data was chosen to be qualitative since it gives the ability to explain, describe, 

and understand the research questions. This study focused on interviews with involved 

employees in an IT-driven project at Alpha to better understand how large-scale 

manufacturing companies can overcome internal communication problems during 

organizational changes.  
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3.3 Data collection 

The study began in January 2019 and consisted of semi-structured interviews as 

its primary data source. The interviews started off with a theoretical sample, meaning that 

the chosen interviewees were based on our opinions of who was the most appropriate to 

select in regards of the topic area (David & Sutton, 2016). This was made in accordance 

with recommendations from the supervisor at Alpha to reach the most suitable 

informants. These informants were categorized as a first wave, with the purpose to give 

useful information about and contribute to an in-depth understanding of the research 

topic. Furthermore, snowball sampling was applied, which gave informants the 

opportunity to recommend someone at the company whom they thought could 

contribute to the study (David & Sutton, 2016). For the second wave, additional 

recommended informants were contacted. All informants were contacted by either e-

mail or face-to-face and were given a short explanation about what the purpose and 

context for the interview. All interviews were semi-structured, posing the opportunity 

to customize each interview depending on the specific context (Saunders, Lewis & 

Thornhill, 2016). All interviews were conducted in person. To enable analysis of the 

gathered data from the informants, each interview was recorded, stored, and transcribed. 

Table 1 summarizes interviews with informants from both waves. 

Table 1: Interviews 

Id Wave Position Date Duration (min) Words Transcribed 
R1 1 Project manager 29/01/2019 54 5084 
R2 1 Maintenance 21/02/2019 45 5688 
R3 1 Front-line manager 26/02/2019 27 3802 
R4 1 IT manager 26/02/2019 57 6517 
R5 1 Project manager 27/02/2019 54 6533 
S6 2 Operative 12/03/2019 18 1945 
S7 2 Change manager 18/03/2019 47 5998 
S8 2 Maintenance manager 18/03/2019 31 3865 
S9 2 Workshop manager  19/03/2019 54 5089 
S10 2 Production manager 20/03/2019 29 4789 
S11 2 Operative 20/03/2019 10 1285 
S12 2 Front-line manager 20/03/2019 30 3429 
S13 2 Operative 20/03/2019 21 2563 
S14 2 Maintenance 21/03/2019 24 3592 
S15 2 Workshop manager 21/03/2019 30 5028 
S16 2 HR manager 21/03/2019 53 5733 

S17 2 
Manufacturing 
technology manager 

25/03/2019 46 6423 
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3.3.1 First wave 

The purpose of the first wave was to clarify and understand the problem by 

gathering contextual information. The first wave consisted of five semi-structured 

interviews. As an abductive research strategy was employed throughout the entire study 

we iterated between literature and data/findings across all waves of data collection. This 

led us to first review literature to gain the necessary understanding for creating an 

interview guide for the first-wave interviews, and which was enriched by observations 

and field notes. The result was an initial interview guide, see Appendix A, focused on 

digital maturity, vision, communication, and involvement. In addition to the interviews, 

the first wave consisted of informal discussions, observations, internal documents, and 

field notes. Some of the field notes where gathered by observation and discussions with 

operatives during a normal workday. By comparing the internal documents and 

observations against what information the employees had received, we gained a better 

understanding for change. To counteract biases towards the informal data collection, it 

was processed individually and then discussed.  

3.3.2 Second wave 

The second wave’s purpose was to confirm and expand the knowledge gained 

from the literature review and the previous wave. To answer the research questions, 

interviews were held with twelve informants from different departments and constituted 

the main source of data collection. In addition to the interviews, we were actively present 

at reference group meetings, consisting of both operatives and top managers to both 

confirm and gather complementary data. The informants were all recommended from 

the interviews during the first wave. The recommendations were based on the following 

criteria: (1) who the informants thought could answer the questions more thoroughly 

than themselves, and (2) their knowledge and experience about previous organizational 

changes. The second interview guide was designed based on the literature review and 

information from the first wave, shifting the research focus towards information, 

communication method, and communication structure. Hence, the interview guide was 
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focused on the situation at Alpha and connections to the theory, but it still had a high 

degree of flexibility.  

3.4 Data analysis 

The data from the first wave was analyzed separately as a first step towards 

clarifying and understanding the problem, which contributed to a broader knowledge 

and a more holistic view. The result of the first wave analysis created the foundation for 

the second wave interview guide, see Appendix B, which set the themes used in the 

second wave analysis.  

3.4.1 First-wave analysis 

Due to the knowledge required to understand the importance of the situation and 

problem, the first wave analysis was conducted by connecting related factors. The purpose 

of the analysis was to get a broad understanding of the situation before moving towards 

the second wave. As the initial interview guide had a focus on digital maturity, vision, 

communication, and involvement, the data was processed by discussions between us 

regarding how employees’ understanding of the organizational change was connected to 

the project. By merging these, we were able to create an understanding for internal 

communication during organizational changes. Three themes emerged from the first-

wave analysis: information, communication method and communication structure. These 

themes formed the basis of the second interview guide; they were also set as themes for 

the second wave analysis, thereby narrowing the focus of the study in compliance of the 

research purpose. The analysis resulted in a deeper understanding about the main issue 

regarding organizational changes and a hypothesis linked to the research purpose, which 

formed the basis for second wave.  

3.4.2 Second-wave analysis 

The analysis was primarily based on the 12 interviews from the second wave data 

collection, as the purpose of the first wave was to give us a direction for the research 

purpose. However, interviews from the first wave were used as a complement to the 
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second wave data collection. In total 630 minutes of recordings and 10 pages of field 

notes formed the data for the analysis.  

First, we began the analysis by going through the data set to gain a holistic 

overview and understanding of the content in connection to the already determined 

themes from the first wave analysis (i.e. information, communication method and 

communication structure). Although these three themes functioned as headlines in the 

second interview guide (see Appendix B), all transcripts and field notes were read through 

individually to ensure that we had a mutual understanding of the content. Quotes from 

the informants answering questions about dysfunctionality, functionality, requirements, 

and suggestions for improvements for each of the three themes, were simultaneously 

sorted out. For example, informants could claim that they did not understand the 

outcome from the system, which we associated with dysfunctional information. Other 

informants could further claim that all information about the change comes from the 

nearest manager, whom consequently was considered to be the one responsible for 

communicating information about the change, which we associated with a functional 

communication structure. The themes are closely related and quotes extending over two 

themes were common and was solved by sorting out the quote in both themes for further 

analysis. This led to a more structured data set consisting of sorted quotes related to each 

theme and ensured that all quotes of interest for the analysis were dealt with. However, 

this way of coding gave us a broader perspective of what is actually working, and where 

the internal communication fail. This first step resulted in a first draft of quotes linked to 

the themes. 

Second, we analyzed similarities and differences among the quotes in relation to 

the themes by creating either subthemes or codes. The sorted quotes were coded in a 

way where we tried to understand the main point of the quote, for example one 

informant could question what currently was going on in the project, which we coded 

as the informant wants to have more updates about the current project status. After 

analyzing the main points from several quotes, we could see several informants expressing 

main points connecting to the same code, which in turn were connected to a subtheme 

when there was a clear link between two or more codes (e.g., the codes ‘Current project 
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status’ and ‘Project vision and goal’ created the subtheme ‘Project value’). And in the 

other case, the quotes were connected to a subtheme, from which related codes where 

found in the same way as the subtheme were created in the other case (e.g., the subtheme 

‘Distinct communication transfer’ and the codes ‘Follow-up’ and ‘Divide clear 

responsibilities to managers’).  

We analyzed the subthemes with the literature, allowing for a comparison 

between what was in line, what was contradictory, and what was absent in the literature 

and connected to the research purpose. We ensured that the codes and subthemes 

reflected the collected data in a representative way, by continuously going back to the 

transcripts and evaluate. Also, rarely stated opinions were taken into account, by keeping 

both quotes and coding’s that did not create a match at the beginning but could do in 

further investigation, when analyzing so as to not have objectivity towards the collected 

data and to be able to analyze circumstantial factors. Furthermore, the process was done 

in iterations for each subsequent-theme, requiring ongoing refinement between quotes, 

codes and subthemes. 

Third, we developed a framework to conclude the analysis. The framework was 

based on the research purpose with regards to the themes. Conclusions drawn from the 

analysis where summarized and discussed how they related to each other, resulting in 

further analysis (e.g. ‘static information’ and ‘dynamic information’). The center of the 

framework was chosen to circulate around the project manager, since the research 

purpose was to investigate how project managers can create an understanding for 

organizational changes by internal communication. Consequently, the framework was 

derived from the organizational hierarchy as the foundation for the communication 

structure, which was later built upon by the analysis of the other themes.  

3.5 Quality improvement measures 

The quality of a qualitative research study can be evaluated according to four 

measurements: credibility, transferability, dependability, confirmability (Lincoln & Guba, 

1985). To ensure that the findings corresponded with reality, i.e. credibility (Shenton, 

2004), we interviewed informants from different positions and different entities in the 
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organization. To get a more holistic view, interviews were held with informants who 

have had prior experience in organizational change projects. 

The study’s transferability was enhanced by explaining the context and the details 

of the method thoroughly, which allows the reader to evaluate if the findings can be 

applied in another situation. However, there is a limitation regarding the fact that the 

study is made on a single case company in a specific context. Also, some of the collected 

data is based on individual preferences which can make it difficult to generalize to other 

industries or organizations. Hence, the transferability of the study is to large extent 

dependent on the similarities in organizational structure and culture.  

Further, the study’s dependability was taken into regards when analyzing the 

collected data from the interviews. Dependability refers to the degree of neutrality in the 

research findings (Shenton, 2004). This was achieved by having high transparency 

regarding the collected data, field notes, and work progress, which the findings rely on. 

Lastly, the confirmability of the study was enhanced by the fact that all interviews 

were transcribed, and the analysis was based on the words of the informants rather than 

our perceptions of their feelings. We also contacted the informants in case of 

misinterpretation or when in need of a clarification, which allowed us to minimize errors 

in the data collection. 

 

4. FINDINGS 

This chapter is divided into four sections. The first section illustrates four different 

information types that were associated with positive implications when communicating 

an organizational change, addressing RQ1. The second section analyzes different 

information types and communication methods, which provides new insights for their 

close relationship and thus what communication method can be used when 

communicating types of information. The third section details a novel communication 

structure when communicating a new change initiative. Finally, the last section provides 

an emerging framework, addressing RQ2.   
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4.1 Information types 

In order to answer the first research question, regarding what information is 

required to create an understanding, there is a need to analyze different information types. 

The informants expressed both perceived and desired information. By examining already 

existing information, we could further investigate whether there was additional 

information the informants desired to understand the new change initiative. Furthermore, 

the collected data have been coded and categorized into four subthemes, which originates 

from the theme ‘Information types’, and describes different types of information that 

were identified as crucial when communicating an organizational change. These four 

types of information are summarized and described in Table 2 below.  

Table 2: Information types in organizational changes 

Information type: Meaning: 

System functionality 
Information that contributes to an understanding of the new system, how it 
works, and how it should be used.  

Organizational value 
Information that contributes to an understanding of the organizational problem 
and how the new system can create an output that gain benefit for the 
organization. 

Individual value 
Information that contributes to an understanding of how the individual is 
affected by the system and how to gain benefit from the system.  

Project value 
Information that contributes to an understanding of the project vision and goal, 
and its current status along with changes in the project.  

The following sections describe the four identified information types in greater depth by 

examining how they were coded and categorized.  

4.1.1 System functionality  

The informants expressed information that has been perceived and understood by 

them. Data from the interviews revealed what the informants knew about the system and 

their understanding turned out to be in line with the reality. This data was compiled into 

two codes: (1) System features and (2) System purpose and outcome. These two codes 

form the basis for the identified subtheme System functionality, which means: 

Information that contributes to an understanding of the new system, how it works, and 
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how it should be used. Some informants considered the information sufficient, while 

others desired more to have an understanding for it, for example, one informant stated: 

In order to fully implement the system and for us to be able analyzing the 
information, we will need more education. We only have knowledge about 
the overall system for the moment, but to gain benefit from the system in 
form of output, more education is needed. (S14; Maintenance) 

Our data collection indicated a need of understanding the system functionality, 

and the known information is shown to have positive implications for the organizational 

change from informants. Therefore, the subtheme is identified as an important 

information type that leads to positive implications among involved employees when 

communicating an organizational change. 

‘System features’ is information that describes the systems general functionality 

and features; in other words, information that clarifies the understanding of the system 

and how it works. The expressed information from the informants is brief, but the 

information was nevertheless sufficient for the informants to understand the general 

system features. In the same way, ‘System purpose and outcome’ is information that the 

informants possess. This information describes the system’s expected output; in other 

words, it is an understanding of how the system should be used. The informants describe 

the use of the system easily and in a general way.  

These two codes are closely linked and create a common subtheme, ‘System 

functionality.’ The communicated information about the system functionality is brief and 

informants describe the overall system functionality in an easy and general way. In any 

case, this is an information type that is not clearly described in the literature as important 

knowledge for involved employees to have when communicating an organizational 

change. Some authors (e.g., Aladwani, 2001; Klein, 1996) gently touch on the subject 

by claiming that it is hard for employees to approve a new system if they do not know 

how the system works and understand the reasons for why the new system being 

implemented. The informant’s knowledge of system functionality implies that they will 

approve and welcome the new system. In other words, informant’s knowledge about the 

system and how it should be used is associated with positive implication of the new 



20 

change initiative. Therefore, one implication of this study is the recognition that System 

functionality is crucial when first introducing a new system or a new change initiative. 

4.1.2 Organizational value 

In the same way, we examined the understanding of the system purpose; the value 

it should generate and any problems it could solve. The expressed information from 

informants indicated in an understanding about the system’s value delivery for the wider 

organization. The expressed information from informants is compiled into two codes: (1) 

The organizational vision and goal and (2) Organizational problems the system will solve. 

These two codes form the basis for the identified subtheme Organizational value, which 

means: Information that contributes to an understanding of the organizational problem 

and how the new system can create an output that gain benefit for the organization. 

Knowledge about the organizational value has not only shown positive implications for 

the new change initiative, the informants even consider it being the driving force in 

organizational changes, for example, one informant stated: “I mean, can we save an 

investment for example, then we will save a lot of money. The driving force in this is 

simply to save money after all.” (S10; Production Manager). Therefore, the subtheme is 

identified as an important information type that leads to positive implications among 

involved employees when communicating an organizational change. 

‘The organizational vision and goal’ is information describing the organizational 

vision and goal of implementing the new system; in other words, the organizational 

output for investment in the new system. The expressed information from the informants 

shows an understanding of the reasons for investment and the wider organizational output 

investing in the new system.  

Similarly, the informants expressed information about how the system will be able 

to help the organization achieve its vision and goal. ‘Organizational problems the system 

will solve’ clarifies what problem the system can solve and how it can help the 

organization achieve its vision and goals. The data analysis shows an understanding of 

how the organization can gain benefit from the system.  
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These two codes are closely linked and create a common subtheme, 

‘Organizational value’. The subtheme is connected to what the literature calls 

organizational implications. In the same way, authors point out the importance creating 

knowledge about what the system can deliver and how it can provide benefit to the 

organization and its employees in order to build positive expectation for the system 

(Aladwani, 2001; Bingi et al., 1999; Buckhout et al., 1999; Laughlin, 1999). Therefore, 

the subtheme is already known from previous studies and further confirmed in this study. 

This implies a reinforcement of an already explored conclusion when communicating an 

organizational change. This analysis has not led to any new implications; rather, it 

provides additional support for other studies. However, even though this study has not 

come up with any new implications, this information type is still considered to be crucial 

since it contributes to an understanding of how organizations can gain benefit from the 

system output, which has proven to be important information when driving change. 

Thus, it is imperative for involved employees to understand the wider organizations value 

and reasons for change in order to create positive implications of the new change 

initiative.  

4.1.3 Individual value 

The informants also expressed information that either has not been communicated 

or has not been adequately perceived by the informants, and thus is desired in order to 

understand and have positive implications about the change. One of these is the system’s 

value delivery for the individual. The expressed need for information from the informant 

is compiled into two codes: (1) How the system affects the individual, and (2) How the 

individual can gain benefit from the system. These two codes form the basis for the 

identified subtheme, Individual value, which means: Information that contributes to an 

understanding of how the individual is affected by the system and how to gain benefit 

from it. Some informants’ quotations and how they refer to the codes and the 

corresponding categories are presented in Table 3 below.  
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Table 3: Individual Value 

Quote: Code: Subtheme: 

One can understand the benefits theoretically. Whether we should increase 
productivity or be more efficient, or whether we should remove waste in processes 
and so on. Yes, one can understand that. But then, how? “What’s in it for me?” 
What does that mean for me? (S10; Production Manager) 

How the 
system 
affects the 
individual 

Individual 
value 

Largely how it will affect you, and hopefully it is a positive impact. (S17; 
Manufacturing Technology Manager) 

More the part that is about; okay we have this project, now this is happening. But 
then move from there to understand; what does that mean for me? How will this 
affect my work? (S7; Change Manager) 

It would be good to know a bit more how this will affect us. The project manager 
for this project could first present it on a meeting for the managers to inform them 
more about it and what is happening in this area. (S9; Workshop Manager) 

It is especially important to emphasize the benefits of it. So you do not think it is, 
or that it is interpreted as a monitoring system. But one must highlight the benefits 
of what we can get out of it. (S15; Front-Line Manager) How the 

individual 
can gain 
benefit 
from the 
system 

We really need to understand; what it is and why should we do it. Both in that great 
perspective and then you need to understand; for me, why should I? (S7; Change 
Manager) 

I think one have to inform about this in the right way. What is it really, that it is 
part of an improvement tool to increase productivity, and that operatives can see it 
as a help too. (R5; Project Manager) 

‘How the system affects the individual’ is information describing the individual 

effects of implementing the new systems for the individual or their unit; specifically, what 

is in it for the individual. However, according to the expressed information from the 

informants, this type of information is not provided regularly enough for them to 

understand how the new system will affect them as individuals. Likewise, the informants 

expressed a lack of understanding regarding how the new system can overcome and solve 

problems faced by the individuals. ‘How the individual can gain benefit from the system’ 

is information describing benefits of a particular change initiative for the individual; in 

other words, how the individual can benefit from the system and what issues the system 

should resolve for the individual.  

These two codes are closely linked and create a common subtheme, ‘Individual 

value’. The informants agree that the organization benefits by implementing the new 

change initiative, but there is greater uncertainty regarding the individual gains. The 

uncertainty is based on the low level of understanding regarding how the new change 

initiative will affect the individual’s work situation and their specific tasks. Prior research 

highlights the importance of communicating useful, reasonable, timely and truthful 
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information about the change and its implications in order to associate individuals with 

positive implication of the new change initiative (Bernerth et al., 2007; Oreg, 2006; Van 

Dam et al., 2008). The identified subtheme was identified in previous studies regarding 

information that should be communicated in order to create positive implications for a 

new change initiative. However, the information type is still considered to be crucial 

since informants have desired a need to understand how the new change initiative will 

affect them as individuals. Thus, it is imperative for involved employees to understand 

the system’s effects on the individual and how they will benefit from it.  

4.1.4 Project value 

Another information type that was not communicated or was not adequately 

perceived by the informants is the knowledge about the project itself in relation to its 

status and vision. The expressed information from informants is compiled into two codes: 

(1) Project vision and goal and (2) Current project status, which forms the basis for the 

identified subtheme Project value, which means: Information that contributes to an 

understanding of the project vision and goal, its current status, and project changes in 

advance. Some informants’ quotations and how they refer to the codes and the 

corresponding categories are presented in Table 4 below. 

Table 4: Project Status 

Quote: Code Subtheme: 

No, I need more information, it is constantly evolving. There are more apps to come 
and thereby there is more things to find out that you could benefit from. Right now 
you do not know its potential. I’d like to know more about that. (S9; Workshop 
Manager) Project 

vision 
and 
goal 

Project value 

You should be able to tell that we are running this project, the organization current 
situation, and if you have an idea of where to go. (S7; Change Manager) 

Well, no one really knows. We have heard that there are a lot of possibilities and that 
you can use most things. But you do not know what will be done or how it will be 
used or anything. (S13: Operative) 

I do not know much yet because I feel that we are not yet running. So, in my opinion, 
as I see it, it is decided that we should do this but then, the rest? We don’t really know 
much about that yet. (S12; Front-Line Manager) 

Current 
project 
status 

It is the same thing with this project, I know it exists, and that there is about to be 
running, but then? In what way can you use it more? I do not know how the project 
is going, and I do not really know how to use it, or how it will be used either. I have 
not received any information about it. (S14; Maintenance) 

Operatives need to have information about the project. What is the status for the 
project, the timetable and when this is supposed to be running. (S7; Change Manager) 
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‘Project vision and goal’ is information describing the system’s potential on a 

national basis and thus the project goal and vision; more specifically, a brief description 

of the project activities, its approach, its next steps, and how to achieve it. The 

information expressed by the informants indicates a brief understanding for the purpose 

and approach of the project in order to achieve the organizational and individual value. 

Likewise, the informants consider the information about project updates and their 

knowledge regarding the project status to be insufficient. ‘Current project status’ is 

information describing the current project situation, more specifically, what is happening 

in the project right now and what is the next step, with a focus on updates regarding 

possible new changes in the project.  

Information from the informants indicates that sufficient communication strategy 

regarding communicating information leads to an understanding of the project’s vision 

and goals and its current situation. These two codes are closely related and create a 

common subtheme, ‘Project value’. The informants desired to be informed about project 

happenings, activities, and its current status. Regardless, the importance of this type of 

information (in order to create positive implications of a new change initiative among 

involved employees) has not been sufficiently raised in the literature. Authors like Sumner 

(1999) and Proctor and Doukakis (2003) touch the subject by emphasizing the 

consequences when information is withheld, changed, manipulated, and/or late. 

However, involved employees want to be well-informed and know what is going on in 

the organization (Proctor & Doukakis, 2003). This means that the informants need 

information about the project value in order for them to understand how the project will 

lead to achievement. In other words, if the informants understand the project value, it 

can lead to positive implications for the new change initiative. The analysis has resulted 

in valuable implications when communicating a new change initiative. The result was 

not previously indicated by other studies as a crucial information type when driving a 

project for change.  

4.2  Communication methods 

In order to answer our second research question, regarding how to create an 

understanding for an organizational change, it is relevant to analyze different 
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communication methods in relation to the information types when communicating an 

organizational change. However, the analysis of the expressed information from the 

informants did not indicate any new suggestions for communication methods. Instead, 

informants were encouraged to use already existing methods in a better way. However, 

different informants valued each communication method differently; for example, one 

informant stated:  

We are constantly receiving emails about this and other digitization projects 
globally. I believe we receive a lot of information about this actually. Most 
emails probably go out globally to all employees, but some are only sent to 
us managers, it depends on what it is. (R3; Front-Line Manager) 

Another informant stated: “We have a computer which means that I can read my 

email, but I do not do it every day” (S6; Operative). We consider this to be closely related 

to what information type each individual informant considers important for themselves, 

which is further confirmed by one informant quoting: “Information that I consider is 

important for me and affects my workforce” (S6; Operative). More specifically, the most 

appropriate communication method depends on the information type to be 

communicated. This means that in order to improve the communication method, there 

is a need to understand the relation between different information types and 

communication methods.  

As these findings show, there are four different types of information types: System 

functionality, Organizational value, Individual value and Project status. When identifying 

these different types of information, a pattern emerged regarding if the information is 

variable or if it remains fixed, depending on time and the individual. These four 

information types are therefore broken down into two categories: ‘Static information’ 

and ‘Dynamic information’. Based on this identification, an understanding of what kind 

of communication method is preferably used when communicating each information 

subtheme is created. The new insight resulted in two new identified communication 

methods: ‘Standardized communication methodology’ and ‘Direct communication 

methodology’. Table 5 below summarize the analysis and describes the two identified 

methods with a few examples.  
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Table 5: Categorization of communication methodologies 

Information 
type: 

Information 
subtheme: 

Communication 
methods: 

E.g. Communication methods: 

System 
functionality Static 

information 

Standardized 
communication 
methodology 

Standardize Posts (e.g., website, blog) 

Presentation (e.g., movie, PowerPoint) 

Organizational 
value 

Standardized email 

Newspapers 

Individual 
value Dynamic  

information 

Direct  
communication 
methodology 

Meetings 
Workshops 

Project value 
Reference Groups 

Direct communication (e.g., email, face-to-face) 

The two following sections go deeper into the combination of ‘Static information’ 

and ‘Standardized communication methodology’, and ‘Dynamic information’ and ‘Direct 

communication methodology’, their relation, and how they can be improved based on 

the expressed information from the informants. Previous studies lack this kind of relation 

between information and communication method, which means that this study differs 

from others and provides new implications.  

4.2.1 Static information and Standardized communication methods 

The information types System functionality and Organizational value are 

considered to be “fixed” information, in that the purpose of the system and its functions 

will not be affected or change over time. These two information types together form the 

‘Static information’, which means information that is considered fixed, consistent, and 

independent of a specific employee. This identification has created an understanding of 

what communication method can be used when communicating this kind of 

information. However, since this type of information is fixed, we consider it preferable 

to use a ‘Standardized communication method’, which means a communication tool 

where all information is standardized, collected, and available for all involved employees. 

By standardizing these information types, it facilitates for the project manager to reach 

involved employees more efficiently, and ensures that all involved employees receives 

the same information.  

Communication methods like website, posters, emails etc., could reach a broad 

range of people. This could be considered a close relationship to what the literature calls 

Digital communication tools. This willingness to reach a broad range of people is in line 
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with Proctor and Doukakis (2003) claims that mass communication techniques, such as 

newsletter and websites, contribute to an increased quantity of information and thus 

knowledge to employees.  

Static information is the basis for the two information types most commonly 

communicated to the informants, System functionality and Organizational value, 

although informants still expressed a need for improvement. For instance, some 

informants expressed a need for an organized website, meaning it is hard to find 

information about the change on the intranet. One informant said: “There is this wiki-

site or something, but I think it is too hard to organize myself on this” (S8; Maintenance). 

Other informants propose that the project manager creates standardized presentations or 

posters where the information can be placed at each workplace. This proposal intends to 

the project manager, to easily ensure any information gets lost on the way by shortening 

the information distribution. Take these two informant quotes, for example: 

Send emails. I believe another good way is to create visualized pictures in 
order to describe what the project should be, and to put up posters so you 
will have them all around. I truly believe in that! Like, you publish so you 
can see, but also so you can picture it. That would really be a key! (S7; 
Change Manager) 

Yes, that would be for example creating a video or a commercial video of 
the system. Or a newspaper or a power point presentation, more like a 
financial variant. A power point presentation in 5-10 pages. But it is 
important to do that at the right pace and with the right message. (S8; 
Maintenance Manager) 

However, even though informants expressed a need for better communication, 

the information that is considered to be “static” is relatively well understood among 

informants. The contribution of this research on Static information is that it is best 

communicated through Standardized communication methodology, which is linked to 

Digital communication tools.  

4.2.2 Dynamic information and direct communication methods 

Information about the Individual value and Project status will be affected over 

time and will change depending on who to communicate to; it is therefore considered 

to be information that is dependent on specific variables. Together these two information 
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types create the subtheme ‘Dynamic information’, which means information that is 

directly affected by specific variables, such as time and/or a specific person. In the same 

way, this identification has created an understanding of what communication method is 

preferable when communicating this information type. Since this type of information is 

affected by a specific variable, a certain time, or a particular person, a ‘Direct 

communication method’ is preferred, meaning a communication tool that will be able to 

change the information depending on when the communication is happening and to 

whom it is being communicated. In this way, the information can be adapted to a specific 

person or situation and be corrected over time.  

This kind of direct communication methodology is easiest to apply through an in-

person communication and could be done through meetings, workshops, or other two-

way communications. However, this communication methodology is considered to have 

a close relation to what the literature calls In-person communication, signifying the 

importance of having in-person communication like meetings and other two-way 

communications (Klein, 1996; Young & Post, 1993). There is room for discussion about 

whether two-way communication necessarily needs be in-person or not; to clarify, we 

believe this type of communication might work as well through Digital communication 

tools nowadays. What differs between the digital tools used in the two communication 

methods is the width of reach, which in this case means that the purpose is two-way 

communication with a narrow reach. According to Young and Post (1993), this type of 

two-way communication is preferably done in-person even though the two methods 

could be combined (O’Kane & Hargie, 2007).  

Furthermore, the two information types considered to be dynamic are the least 

understood by the informants: Individual value and Project value. In most cases, the 

informants expressed a need for this information to be communicated in a better way. 

Analyzing the expressed information from the informants resulted in two codes 

describing two suggestions for improvement when using a Direct communication 

method: (1) ‘Early process communication/involvement’ and (2) ‘Frequent 

communication’. Table 6 below summarizes the analysis and describes the two codes.   
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Table 6: Improvements for the Dynamic communication method 

Method: Quotes: Code: 

Direct 
communication 
method 

Information at each level, so you have heard about it before. So that you 
do not hear it either through rumors or that someone comes and installs it 
on the machine, and you have no idea what it is about. (R4; IT Manager) 

Early process 
communication/ 
involvement 

Necessarily not. But it is always interesting to be involved early in the 
process, and to maybe be involved and be able make some impact. (S14; 
Maintenance) 

Well, it is generally the same; they could have asked us from the beginning 
about a lot of things. (S11; Operative) 

The best thing would be to do it as early as possible. I mean, people have 
often hear heard other talking about it. If they have not been informed 
from the beginning, then they will become a little negative against it, most 
of the time already in the beginning. So the best thing would be to present 
some general information quite early, and it doesn’t have to be particularly 
detailed. (S15; Front-Line Manager) 

The most important thing is to communicate the information frequently, 
and that it is not a one off, but that it is frequent and that one finds a forum 
to keep the pot boiling. Then, if it is during meetings or whatever it is, or 
that you have it as a standing point or whatever, does not matter. (S16; 
HR Manager/former Production Manager) 

Frequent 
communication 

That is why you need to have that frequent dialogue to understand, ‘okay 
now they have found out this, but I notice that they need to know this as 
well.’ And then you fix it. (S7; Change Manager) 

I don’t think it’s enough to just say, ‘We will do this because...’ and then 
it's all fine. These groups that have been created, have to develop the 
working method, which will result in those being involved will have the 
best information. (S10; Production Manager) 

Maybe a year... Maybe a year ago. But I do not really know, as I said, we 
do not notice much of this either. (S11; Operative) 

‘Early process communication/involvement’ aims to communicate and involve 

employees earlier in the process. Informants expressed a need to be involved early in 

process in order to create positive outcomes of the change. This is in line with Proctor 

and Doukakis (2003), who claimed that employees need to be involved early in the 

process in order to consult with involved employees and for them to take ownership of 

the new change initiative.  

Similarly, ‘Frequent communication’ is in line with Harkness (2000), who argues 

that managers need to hold more than two meetings a month in order to engage 

employees and make them understand the system’s value. However, the need for frequent 

information is crucial when communicating Dynamic information, since the information 

will change over time.  
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4.3 Internal organizational communication structure  

To be able to answer RQ2, regarding how a project manager can communicate 

information to create an understanding, there is a need to analyze the organizational 

communication structure. In line with the literature (Men & Stacks, 2014; Klein, 1996; 

DiFonzo and Bordia, 1998; Barrett, 2002), several informants pushed for top-down 

communication between the entities. This opinion was formed because managers have a 

responsibility to communicate down to the closest entity in the hierarchal 

communication structure, which seems to be the most efficient way in large 

organizations. For example, one informant said: 

If you want something done then it usually goes via the manager’s path, or 
if you have done something wrong it usually goes through the manager’s 
path. So, my boss talks to the manager of that department, then he talks to 
his employees. (R1; Project Manager) 

The informants currently get information through daily meetings with their front-

line managers, who have monthly meetings with the workshop managers. This is in line 

with Klein (1996), who stated that employees expect to get information from their closest 

manager or supervisor.  

However, top-down communication has been proven not to work completely in 

change projects at Alpha, and Proctor and Doukakis (2003) claims that problems with 

middle management can lead to lost information along the way. Some informants 

mentioned that they do not feel they have the responsibility to communicate further. 

Managers also expressed a limitation in the information they communicate to employees 

as they made their own interpretation of what type of information the entity below 

wished to receive. With a fuzzy responsibility to communicate information further, there 

are inherent risks; for example, one informant stated: “It may be that the manager knows 

less than the operative wants to know” (S10, Production manager). This situation can 

occur when the front-line manager does not receive enough information or when they 

do not feel a responsibility to communicate further. The lack of information within the 

entities of the hierarchy creates rumors, resistance to change, and an exaggeration of the 

negative aspects of the change (Smeltzer & Zener, 1992; Proctor & Doukakis, 2003), 
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which is an outcome that has been confirmed at the lower entities in the hierarchy at 

Alpha.  

Instead, participation in small reference groups (with several involved employees) 

has proven to be a good way of communicating change at Alpha. The project manager 

is responsible for these reference groups, which one includes operatives, front-line 

managers, and workshop managers; the project manager is thus responsible for 

communicating to all involved employees, high-level managers, and operatives. Several 

informants were satisfied by the information provided during these workshops; for 

example, one informant said: “If we make a decision, [the project manager] 

communicates it further in reference groups and whatever it is” (S10; Production 

Manager). When analyzing collected data, it is clear that the reference groups have a 

positive impact on the attitude towards the organizational change.  

With this in mind, we consider the project manager to be a key player who is 

crucial for communicating organizational change between involved employees. Similarly, 

informants have expressed a need for top-down communication, which is in line with 

previous studies (Barret, 2002; DiFonzo & Bordia, 1998; Klein, 1996; Men & Stacks, 

2014). By combining these two insights, we consider the project manager to be essential 

for top-down communication, and thus responsible for communicating to managers, 

who in turn are responsible communicating to their employees. Thus, the analysis has 

led to new implications given that the project manager preferably would take a more 

communicative approach by being in the middle of the communication structure, which 

thus requires bottom-up as well as top-down communication from managers (see Figure 

2 for an illustration of our recommended communication structure). 
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Figure 2: New communication structure for change 

This communication structure assumes that the project manager is the key player 

between managers. In this way, the problem with middle management as described by 

Proctor and Doukakis (2003) will be avoided, and the communication gap between top 

managers and operatives will be shortened, reducing the risk of uncommunicated or 

incorrect information. The solid arrows in Figure 2 represent the project managers’ 

responsibility in communicating, but managers are still responsible for communicating 

information further down and up in the organization (as Figure 2 illustrates with dotted 

arrows). This is in accordance with Barrett (2002) and DiFonzo and Bordia (1998), who 

state that information must be pushed up and down until all involved employees are 

reached.  

However, expressed information from the informants indicated that the 

communication structure between managers and employees does not always work. There 
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is a need for improvement, and it should be the project manager’s strong interest to make 

sure the information is communicated to all involved employees. This has created a new 

communication method for the project manager, where the communication is either 

direct or standardized—instead, the information goes through an intermediary, which are 

the middle- and front-line managers. This means that the project manager has a 

responsibility to make sure that all involved managers communicates the information 

further up and down in the organizational hierarchy. The new communication method, 

‘Distinct communication transfer’, is crucial to ensure that the information given to 

managers is transferred further and correctly.  

4.3.1 Distinct communication transfer 

The new identified method resulted in two codes for the project managers to 

ensure that managers transfer the information further to their employees: these are (1) 

‘Divide clear communication responsibilities to managers,’ and (2) ‘Follow-up.’ Some 

informants’ quotations and how they refer to the codes are presented in Table 7 below. 

Table 7: Distinct communication transfer 

Subtheme  Quotes Code 

Distinct 
communication 

transfer 

There is no certainty that they will transfer the information further. But 
the project manager probably must be clearer in those cases, like, ‘I 
want you to talk to everyone in your group about this,’ or that you 
discuss it together. (S15; Front-line manager) 

Divide clear 
communication 
Responsibilities 
to managers  

 

No, it is actually the project manager and I that together must agree on 
how to communicate it and what should be communicated. (S12; 
Front-line manager) 

I would say that I communicate, or that I have a communication plan 
and responsibility to communicate. But, I usually only mention if there 
is something special in my management group, at these information 
meetings, but nothing else. (S10; Production manager) 

Someone should have started the project with a discussion about how 
we should communicate this. (S15; Front-line manager) 

We usually do, or previous projects, when we have thought it been 
important, have we have asked for feedback. (S16; HR-
manager/former production manager) 

Follow-up 

Maybe during meetings for each unit, you discuss how things are going, 
but that requires manager to be involved in what is going on and how 
it is going. (S9; workshop manager) 

It is more organizational that you actually care about this system, and 
that it is followed up somehow (R5; Project manager) 

That is why you need to have that frequent dialogue to understand 
‘okay now they have found out this, but I notice that they need to 
know this as well.’ And then you fix it. (S7; Change Manager) 
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The project manager has to ‘Divide clear communication responsibilities to 

managers’, meaning that managers have a responsibility to communicate information to 

their employees throughout the communication structure. DiFonzo and Bordia (1998) 

mentioned top-down communication as a way to prevent distrust of the management 

and ease the communication structure by putting the responsibility on managers at 

different entities to take a role in pushing out information until they reach involved 

employees. Similarly, managers must be cognizant to inform their employees, but there 

is a request from managers to know how the project should be communicated. However, 

the problem is that the right information does not reach all involved employees, and 

consequently information is lost along the way, which strengthens the need for a distinct 

communication structure. Therefore, it is considered most crucial for project managers 

to clearly communicate responsibilities in the information transfer to managers. Similarly, 

managers want to know what, how, and when information should be communicated 

(Kitchen & Daly, 2002; Men & Stacks, 2014), and the project managers should together 

with the manager create a clear communication transfer.  

Furthermore, for organizational changes it is important to have ‘Follow-ups’ from 

the entities who work closest to the change. Follow-up comes with several benefits. 

Managers can both test if the right information has reached the entities and receive 

feedback for how the system can be further developed. This is in accordance with Men 

and Stacks (2014), who claim that managers should be responsible for passing employee 

voices up the hierarchy to the top management. However, follow-up must be a part of 

every entity in the organizational hierarchy; even more importantly, it must be requested 

especially from the managers who work closest to the system. This allows managers to 

see what information the employees have understood, and also see if there is any 

information that needs to be clarified. This is confirmed by Barrett (2002), who argues 

that top-level and mid-level management must be directly involved and take 

responsibility for communication down, up, and across the organization.  
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4.4 An emerging framework 

The three sections in the analysis emerged into a framework (see Figure 3) that 

illustrates the project managers’ responsibility and the information transfer when 

communicating a new change initiative in order to inform all affected employees. 

The project manager has a responsibility communicating ‘Dynamic information’, 

which is symbolized with a red color, to managers through a ‘Direct communication’, 

symbolized with a solid arrow. In turn, a ‘Distinct communication transfer’, symbolized 

with a dotted arrow, takes place between managers and involved employees, which also 

applies to the dynamic information. The iterative arrows symbolize the importance of 

‘Follow-up’ in order to make sure the transfer is used correctly.  

Furthermore, the ‘Static information’, symbolized in blue, instead aims to 

permeate the whole organization through standardized documents, symbolized with one-

way arrows as well as the blue patterned filter behind the organizational structure. The 

project manager has a responsibility for these standardized documents, symbolized with 

one-way arrow, and also must ensure that they are easily accessible and used correctly 

through ‘Standardized communication’, symbolized with a patterned arrow.  
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Figure 3: Communication structure framework 
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5. DISCUSSION AND CONCLUSIONS 

In continuously changing business environments, there is a need to address how 

change is communicated in organizations. We have created an emerging framework that 

explains the role of project manager in a communication structure, the focus of what 

types of information that should be communicated, and how the different types should 

be communicated in order to create an understanding for all involved employees about 

the organizational change. Additionally, this study goes deeper in practice of how project 

managers can standardize communications methods for static information to create an 

understanding for the organizational change. Digital communication methods are 

developed at a fast pace, but our framework shows that it is important to have direct 

communication for dynamic information, as it is preferred by the employees and creates 

a more personal communication. Even though personal top-down communication 

structure is promoted, this poses challenges for the project manager in projects that 

involve organizational changes. In larger companies, such as Alpha, direct 

communication is not possible due to the number of affected employees, which means 

that knowing who the involved employees are is a necessary first step to spread 

information about the organizational change. Although the literature highlights the 

importance of communication during organizational changes to create an understanding, 

the effect of focusing on the wrong type of information when communicating has shown 

to create a negative attitude towards organizational changes. Thus, one conclusion is that 

the information types ‘System functionality’, ‘Organizational value’, ‘Individual value’ 

and ‘Project value’ are important to create an understanding, and therefore a positive 

attitude, for all involved employees. However, a clear distinction between which entities 

desired to know which type of information could not be concluded.  

Another conclusion is that different types of information should be communicated 

through different communication methods, where one insight was that it requires both 

standardized and direct communication methods to effectively reach involved employees. 

‘Standardized communication’ is concluded to be an effective way for the project 

manager to ensure the ‘Static information’ is distributed to the involved employees. 

However, distributing all dynamic information with a standardized communication 
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method requires involved employees to constantly be updated about information that 

might have no impact on their entity regarding ‘Individual value’ and ‘Project value’, and 

is thus not reasonable. Hence, since the ‘Dynamic information’ can be adapted to a 

specific person or situation and be corrected over time, a ‘Direct communication method’ 

is preferred. Our study has shown this to have positive implications on the employees’ 

attitude towards organizational changes.   

Furthermore, distributing information in a large hierarchal organization have been 

observed to be a challenge. Our conclusion is that the communication method ‘Distinct 

communication transfer’ not only ensures that involved employees have an understanding 

for the organizational change, but also gives involved employees the opportunity to 

provide insights to the change project through follow-ups.  

5.1 Theoretical contributions 

This study makes several theoretical contributions. First, this study provides insight 

on what information is of importance to create an understanding among employees 

affected by organizational changes. Prior studies (e.g., Choi, 2011; Elving, 2005; Sjödin 

et al., 2018; Umble et al., 2003) concluded the importance of information regarding the 

organizational implications, whereas other academics (e.g., Bernerth et al., 2007; Oreg, 

2006; Van Dam et al., 2008; Choi, 2011) highlight the importance of information 

regarding individual implications in change. Information concerning organizational 

implications and individual implications are in line with our findings (i.e. ‘Individual 

value’ and ‘Organizational value’) regarding which information is required by involved 

employees to create an understanding for organizational changes. Some authors (e.g., 

Aladwani, 2001; Klein, 1996) gently touch upon the importance of involved employees 

knowing how the system works and understanding the reason for why the new system is 

implemented (i.e. ‘System functionality’). Thus, our findings affirm earlier research. 

Furthermore, our study expands the understanding of what information should be 

communicated in change initiatives by adding ‘Project value’ as a type of information 

that is of interest to create an understanding. Involved employees want to be well-

informed and know what is going on in the organization (Proctor & Doukakis, 2003), 

‘Project value’ is a type of information that can fulfill that need.  
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Second, our study provides insights for how the information can be 

communicated. Prior studies have not made the connection of how and what information 

should be communicated during organizational change, although numerous authors have 

called for it (Klein, 1996; Kitchen & Daly, 2002; Todnem, 2005). Researchers (e.g. 

Proctor & Doukakis, 2003; Young & Post, 1993) promote a mixture of face-to-face and 

digital communication in order to ensure that all employees are reached and understand 

the action for change. Our contribution to the literature is to propose that information 

is divided to information subthemes (i.e., static information and dynamic information) in 

the context of what to communicate. This partition is based on the conclusion that there 

is static information in change projects which is not altered (i.e. ‘System functionality’ 

and ‘Organizational value’). Thus, for involved employees to have a complete 

understanding of the organizational change, dynamic information is required. However, 

there is no valuation with regards to what information subtheme should be 

communicated first to create an understanding. Furthermore, our contribution is to 

propose that an information subtheme (i.e., static information and dynamic information) 

could be communicated with one of the aforementioned communication methods to 

reach and create understanding among the involved employees. However, this 

contribution is in the context of the communicative role of a project manager. 

Third, our study provides insight for a new communication structure, where the 

project managers are in the middle of the top-down communication, and thus responsible 

for communicating to managers. Prior studies (e.g. Barret, 2002; DiFonzo & Bordia, 

1998) have identified top-down communication to be a good structure for large 

organizations, even though problems within middle management are recognized. Since 

this study focused on the project managers’ role, the new communication structure 

contributed in a third communication method. The new communication method differs 

from earlier studies (e.g. Barret, 2002; DiFonzo & Bordia, 1998) that promote top-down 

communication. Our contribution is to suggest that the project manager takes a more 

central role in the communication structure, and thus prevent that information is lost 

along the way. The new communication method additionally facilitates follow-up and 

involvement from entities, ensuring the involved employees have an understanding for 

the organizational change, and could consequently prevent negative outcomes prior 
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studies (e.g. Markus, 2004; Smeltzer & Zener, 1992) have concluded from lack of 

understanding.  

Lastly, our study provides a framework for how, what, and to whom a project 

manager can create an understanding for all affected employees by internal 

communication. The framework proposes that the project manager is in the center of a 

communication structure and therefore plays a key role in communicating. To reach the 

employees, the responsibility should further be to create standardized information and 

using personal communication for dynamic information, when working with 

organizational change.  

5.2 Practical Contributions 

The study has several implications for managerial practice. Firstly, it proposes what 

types of information project managers should internally communicate in the organization. 

This would, according to Neves and Caetano (2009), lead to employees most likely being 

more committed in the organizational change. Providing information that the employees 

desire reduces uncertainty, resistance to change, and rumors (Markus, 2004; Proctor & 

Doukakis, 2003), making employees more positive towards current change initiatives and 

future ones. Knowing what your employees want to know and communicating it can 

create a more positive attitude towards change. Numerous academics (e.g., Bernerth et 

al., 2007; Oreg, 2006; Van Dam, Oreg & Schyns, 2008) have found that useful, 

reasonable and truthful information makes employees more committed to change, where 

our findings are built upon this and shows which types of information this includes.  

Furthermore, our framework provides managerial implications for improving 

internal communication during change, which earlier studies have shown to be critical 

to avoid failure (i.e. Murdoch, 1997; Gilsdorf, 1998). Researchers have previously 

discussed internal communication (Daly et al., 2003; Rawlins, 2008; Welch & Jackson, 

2007), information (Choi, 2011; Bernerth et al., 2007; Elving, 2005; Oreg, 2006; Van 

Dam et al., 2008), and communication structures (Men & Stacks, 2014; Müller & Turner, 

2005), and highlighted their importance for communication and change. However, our 

framework contributes by presenting findings that are more defined and practically 
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oriented compared to prior studies, as we combine several factors and suggest how 

information could be internally communicated by a project manager during change. It 

shows that a mix of both in-person communication and digital communication methods 

with distinct communication responsibilities are required to reach all involved employees, 

thus creating less resistance towards an organizational change.  

Furthermore, the implications for a project manager in a change project means 

that knowing who the involved employees are, is a prerequisite for being able to use the 

framework. There is also a requirement from the project manager to categorize 

information about the organizational change in regards of ‘System functionality’, 

‘Organizational value’, ‘Individual value’ and ‘Project value’. The framework also 

highlights the importance of communicating the static information through standardized 

communication, thus making it accessible for all involved employees. The practical use 

of the framework comes with a suggestion of how dynamic information should be 

communicated, which is a step towards creating an understanding for involved 

employees. Further, project managers using the third new communication method, 

‘Distinct communication transfer’, have the ability to receive valuable input from 

involved employees just as well as making sure they have understood the information 

about the organizational change. The input from involved employees can create changes 

in the dynamic information and the project manager can consequently gain valuable 

insights for the change project.   

5.3 Limitations and future studies 

This study had some limitations as well as possibilities for future research. First, 

the study was conducted as a single case study. By incorporating more organizations that 

are going through organizational changes, it would have been possible to conduct a more 

meticulous analysis in terms of cross-case analysis. This would have increased the level of 

generalizability of the findings, which is recommended for future studies. A similar 

limitation is that the organizational change has a close connection to an implementation 

of a new IT system. Thus, it is not certain that other types of organizational changes 

would require the same types of information. For example, this affects the information 

type ‘System functionality’, which might not be relevant for all organizational changes. 



42 

However, we believe it is relevant to further investigate information types for other 

organizational changes. Furthermore, another limitation is the hierarchal structure at the 

case company, which has implications on the communication structure framework. 

Future researchers should investigate what impact the hierarchal structure have on the 

communication methods.   

In our case, a distinct differentiation regarding what type of information the 

entities specifically desired could not be concluded. Likewise, the informants expressed 

suggestions for ‘Standardized communication methods’, but none which were preferable 

over another in connection to the different entities. Hence, future studies could explicate 

the communication structure framework by investigating those areas further.   



43 

6. REFERENCES 

Aladwani, A. M. (2001). Change management strategies for successful ERP 

implementation. Business Process management journal, 7(3), 266-275. 

Allen, J., Jimmieson, N. L., Bordia, P., & Irmer, B. E. (2007). Uncertainty during 

organizational change: Managing perceptions through communication. 

Journal of change management, 7(2), 187-210. 

Anantatmula, V. S. (2010). Project manager leadership role in improving project 

performance. Engineering Management Journal, 22(1), 13-22. 

Armenakis, A. A., Harris, S. G., & Mossholder, K. W. (1993). Creating readiness for 

organizational change. Human relations, 46(6), 681-703. 

Barrett, D. J. (2002). Change communication: using strategic employee communication 

to facilitate major change. Corporate Communications: An International 

Journal, 7(4), 219-231. 

Beer, M. and Nohira, N. (2000), “Cracking the code of change”, Harvard Business 

Review, Vol. 78 No. 3, pp. 133-41. 

Bernerth, J. B., Armenakis, A. A., Feild, H. S., & Walker, H. J. (2007). Justice, cynicism, 

and commitment: A study of important organizational change variables. The 

Journal of Applied Behavioral Science, 43(3), 303-326. 

Bingi, P., Sharma, M. K., & Godla, J. K. (1999). Critical issues affecting an ERP 

implementation. IS Management, 16(3), 7-14 

Buckhout, S., Frey, E., & Nemec, J. (1999). Making ERP succeed: turning fear into 

promise. Strategy and Business, 60-73. 

Choi, M. (2011). Employees’ attitudes toward organizational change: A literature 

review. Human Resource Management, 50(4), 479-500. 



44 

Daly, F., Teague, P., & Kitchen, P. (2003). Exploring the role of internal communication 

during organisational change. Corporate Communications: An International 

Journal, 8(3), 153-162.  

David, M., & Sutton, C. D. (2016). Samhällsvetenskaplig metod. Första upplagan. Lund: 

Studentlitteratur. 

DiFonzo, N., & Bordia, P. (1998). A tale of two corporations: Managing uncertainty 

during organizational change. Human Resource Management: Published in 

Cooperation with the School of Business Administration, The University of 

Michigan and in alliance with the Society of Human Resources 

Management, 37(3-4), 295-303. 

Dürig, U. M., & Sriramesh, K. (2004). Public relations and change management: The 

case of a multinational company. Journal of Communication Management, 

8(4), 372-383. 

Elving, W. J. (2005). The role of communication in organisational change. Corporate 

communications: an international journal, 10(2), 129-138. 

Frank, A. and Brownell, J. (1989), Organizational Communication and Behaviour: 

Communicating to Improve Performance, Holt, Rinehart and Winston, 

Orlando, FL 

Gilsdorf, J. W. (1998). Organizational rules on communicating: How employees are-and 

are not-learning the ropes. The Journal of Business Communication (1973), 

35(2), 173-201. 

Hanna, A. S., Camlic, R., Peterson, P. A., & Nordheim, E. V. (2002). Quantitative 

definition of projects impacted by change orders. Journal of Construction 

Engineering and Management, 128(1), 57-64. 

Harkness, J. (2000). Measuring the effectiveness of change–The role of internal 

communication in change management. Journal of Change 

Management, 1(1), 66-73. 



45 

Harlow, S., & Guo, L. (2014). Will the revolution be tweeted or Facebooked? Using 

digital communication tools in immigrant activism. Journal of Computer-

Mediated Communication, 19(3), 463-478. 

Hornstein, H. A. (2015). The integration of project management and organizational 

change management is now a necessity. International Journal of Project 

Management, 33(2), 291-298. 

Johnson, J. D. (1992). Approaches to organizational communication structure. Journal of 

Business Research, 25(2), 99-113. 

Kerber, K., & Buono, A. F. (2005). Rethinking organizational change: Reframing the 

challenge of change management. Organization Development Journal, 

23(3), 23. 

Kitchen, P. J., & Daly, F. (2002). Internal communication during change management. 

Corporate communications: An international journal, 7(1), 46-53. 

Klein, S. M. (1996). A management communication strategy for change. Journal of 

organizational change management, 9(2), 32-46. 

Kotter, J. P. (1995). Leading change: Why transformation efforts fail. 

Laughlin, S. P. (1999). An ERP game plan. Journal of business strategy, 20(1), 32-37 

Lincoln, Y. S., & Guba, E. G. (1985). Naturalistic Inquiry. SAGE Publications.’ 

Lüscher, L. S., & Lewis, M. W. (2008). Organizational change and managerial 

sensemaking: Working through paradox. Academy of management Journal, 

51(2), 221-240. 

Madden, A. D. (2000). A definition of information. In Aslib Proceedings (Vol. 52, No. 

9, pp. 343-349). MCB UP Ltd. 

Markus, M. L. (2004). Technochange management: using IT to drive organizational 

change. Journal of Information technology, 19(1), 4-20. 



46 

Men, L. R., & Stacks, D. (2014). The effects of authentic leadership on strategic internal 

communication and employee-organization relationships. Journal of Public 

Relations Research, 26(4), 301-324. 

Moran, J. W., & Brightman, B. K. (2000). Leading organizational change. Journal of 

workplace learning, 12(2), 66-74. 

Murdoch, A. (1997), ‘’Human re-engineering”, Management Today, pp. 6-9 

Müller, R., & Turner, J. R. (2005). The impact of principal–agent relationship and 

contract type on communication between project owner and manager. 

International Journal of Project Management, 23(5), 398-403. 

Neves, P., & Caetano, A. (2009). Commitment to change: Contributions to trust in the 

supervisor and work outcomes. Group & Organization Management, 34(6), 

623-644. 

O’Kane, P., & Hargie, O. (2007). Intentional and unintentional consequences of 

substituting face-to-face interaction with e-mail: An employee-based 

perspective. Interacting with computers, 19 (1), 20-31. 

Oreg, S. (2006). Personality, context, and resistance to organizational change. European 

journal of work and organizational psychology, 15(1), 73-101.  

Oreg, S., Vakola, M., & Armenakis, A. (2011). Change recipients’ reactions to 

organizational change: A 60-year review of quantitative studies. The Journal 

of Applied Behavioral Science, 47(4), 461-524. 

Patterson, P. (2000), “Courting employees”, Best’s Review, Vol. 100 No. 12, pp. 81-3. 

Proctor, T., & Doukakis, I. (2003). Change management: the role of internal 

communication and employee development. Corporate Communications: 

An International Journal, 8(4), 268-277. 

Rawlins, B. (2008). Give the emperor a mirror: Toward developing a stakeholder 

measurement of organizational transparency. Journal of Public Relations 

Research, 21(1), 71-99. 



47 

Saunders, M., Lewis, P., & Thornhill, P. (2016). Research Methods for Business Students 

(7. uppl.). Harlow, Essex: Pearson Education Limited. 

Self, D. R., & Schraeder, M. (2009). Enhancing the success of organizational change: 

Matching readiness strategies with sources of resistance. Leadership & 

Organization Development Journal, 30(2), 167-182. 

Shenton A. K. (2004). Strategies for Ensuring Trustworthiness in Qualitative Research 

Projects. Education for information, 22, 63-75 

Sjödin, D. R., Parida, V., Leksell, M., & Petrovic, A. (2018). Smart Factory 

Implementation and Process Innovation: A Preliminary Maturity Model for 

Leveraging Digitalization in Manufacturing Moving to smart factories 

presents specific challenges that can be addressed through a structured 

approach focused on people, processes, and technologies. Research-

Technology Management, 61(5), 22-31. 

Smeltzer, L. R. (1991). An analysis of strategies for announcing organization-wide 

change. Group & Organization Studies, 16(1), 5-24. 

Smeltzer, L. R., & Zener, M. F. (1992). Development of a model for announcing major 

layoffs. Group & Organization Management, 17(4), 446-472. 

Sumner, M. (1999). Critical success factors in enterprise wide information management 

systems projects. In Proceedings of the 1999 ACM SIGCPR conference on 

Computer personnel research (pp. 297-303). Acm. 

Todnem By, R. (2005). Organisational change management: A critical review. Journal 

of change management, 5(4), 369-380. 

Tuohino, M., Poikselka, M., Mayer, G., & Westman, I. (2005). U.S. Patent Application 

No. 10/932,253. 

Umble, E. J., Haft, R. R., & Umble, M. M. (2003). Enterprise resource planning: 

Implementation procedures and critical success factors. European journal of 

operational research, 146(2), 241-257. 



48 

Van Dam, K., Oreg, S., & Schyns, B. (2008). Daily work contexts and resistance to 

organisational change: The role of leader–member exchange, development 

climate, and change process characteristics. Applied psychology, 57(2), 313-

334. 

Vercic, A. T., Vercic, D., & Sriramesh, K. (2012). Internal communication: Definition, 

parameters, and the future. Public relations review, 38(2), 223-230. 

Welch, M., & Jackson, P. R. (2007). Rethinking internal communication: a stakeholder 

approach. Corporate communications: An international journal, 12(2), 177-

198. 

Young, M., & Post, J. E. (1993). Managing to communicate, communicating to manage: 

How leading companies communicate with employees. Organizational 

Dynamics, 22(1), 31-43.  



I 

Appendix A - First wave interview guide 

Background information: 

1. What is your work role here at Alpha?  

2. What do you know about the system to be implemented? 

3. How did you get in contact with the system for the first time?  

4. What is your relation to the system today?  

5. Have you received all information you have requested about the system? Or do 

you know where to find it? 

a. If yes; In what way? 

b. If no; How would you like to be informed? 

Attitude to the IT-system (Digital maturity): 

6. Do you believe the future is digital? Why/why not? 

7. Do you think Alpha is a company that encourages and invests in digital solutions? 

In what way? 

8. Are you involved in encouraging digital future changes in general at Alpha? In 

what way? 

9.  Are you a part, or have you ever been a part of a digital project at Alpha? 

a. If yes; How did it go? Was it successful? 

b. If no; Would you like to be? 

10.  How do you generally perceive the digital drive among other employees at 

Alpha? (More or less digital mature?) 

a. What do you think is the reasons for that? 

11.  Do you know if Alpha have tried to implement similar digital solutions before? 

a. Was it successful? Why/why not?  

Deeper understanding of the IT-system (Vision): 

12.  What problem should the IT-system solve? 

a. Is it affecting your work situation? Why/why not? 

13.  Why is this valuable for Alpha as an organization? 
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a. Why is this valuable for you/or other employees at Alpha? (Individual) 

14.  Do you believe the IT-system will be successful implemented? Why/why not? 

a. What challenges do you see with the IT-system? 

b. What challenges do you see with the implementation of the IT-system? 

Communication at Alpha: 

15.  How do you think the project team communicate to all involved employees? 

16.  How is information usually communicated at Alpha? 

a. Is there any room for improvements? Why/why not? Any suggestions? 

17.  Have you heard about any communication standards for change projects at Alpha? 

a. If yes; How do Alpha work with them? 

b. If no; How would you like Alpha to communicate a change?  

18.  How do you think the communication between managers and operatives are? 

a. Is it any room for improvements? Why/why not? Any suggestions? 

19.  Where in the communication chain do you think the communication at Alpha 

is usually lacking? Why? 

End questions:  

20.  Do you have something else you would like to add in order to help us with our 

study?  

21.  Could you recommend someone else to talk to who has experience or  

knowledge in the field? 

22.  Would it be okay for us to contact you again if we would come up with more 

questions? 
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Appendix B - Second wave interview guide 

Background information: 

1. What is your work role here at Alpha?  

2. What is your relation to the IT-system today? 

Information: 

3. What do you know about the IT-system? 

4. What problem should it solve? Or how can it help? 

5. Will the system affect you and your work situation? How? 

6. Do you believe you have all information you need? Or would you like to know 

more? Why/why not? 

a. Is there anything specific you would like to know more about? 

7. Do you believe you have an understanding of the system value (both 

organizational and individual)?  

a. What is the system value? 

8. What information do you need to know in order to fully understand a change? 

9. What understanding makes you motivated to a change? 

10.  Do you have any suggestions of what information needs to be communicated for 

all involved employees to fully understand the change? 

Communication structure: 

11.  Who informed you about the IT-system? 

12.  Who do you think should be responsible for informing you about the system? 

Why? How are the communication channels working today? 

13.  Do you communicate perceived information further to other employees? Who? 

a. Do you believe you have a responsibility to communicate information 

further? Why/why not? 

14.  How do you think the communication structure should work in order to reach 

all involved employees? 
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Communication method: 

15.  How do you usually get information about the system?  

a. Would you like to have it in another way? 

16.  What is functional with that information method? 

17.  What is dysfunctional with that information method? 

18.  How do you communicate to other employees? 

19.  Do you have any suggestions of how to communicate information in order to 

create an understanding and reach all involved employees? 

End questions:  

20.  Do you have something else you would like to add in order to help us with our 

study?  

21.  Could you recommend us someone else to talk to who has experience or 

knowledge in the field? 

22.  Would it be okay for us to contact you again if we would come up with more 

questions? 

 

 

 

 


