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Abstract 

 

This thesis focuses on the internal problems for companies changing customer service system 

and how to best avoid these problems and make the implementation of the new system as 

efficient as possible. The reason for focusing on the customer service systems was since more 

and more companies are transcending to e-commerce and having some form of customer 

service is common. As the technology is changing so does the requirements for the system 

and thereby companies are in need for constant change. The problem area is wide and the 

results can be applied to almost any company undergoing changes of customer service 

systems. In order to find the internal problems and how to avoid these to efficiently 

implement the new system, interviews were carried out with companies that had undergone 

some form of change in their customer service. Theoretical studies were also carried out in 

order to confirm the interviews. The results of the study were that companies need to involve 

the affected employees and work with employee involvement. Doing otherwise would in 

many cases make the employees resistant to change. Furthermore, the IT changes being 

carried out need to have a more humanistic perspective rather than technological perspective, 

as the case was. The main finding was that there was a clear connection between the level of 

employee involvement and the level of efficiency when changing to a new system. In 

addition, educating employees on the new system and information sharing about the system 

already before start would create efficient implementation.  
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1.  Introduction 

The topic of the thesis is to find the internal problems that companies have to deal with when 

changing customer service systems and how these problems can be avoided to efficiently 

implement the changes in the new system. Due to the constant change of Information 

Technology(IT), it is important for companies to keep up with the constant changes in order 

to stay competitive on the market as well as offering their customer the latest up to date 

channels and functions. This is of particular importance for those companies that are only 

offering their customer products and service online and the only way for their customers to 

contact them is through some form of customer service. 

 

The customer service systems are connected to the IT and the use of IT has been increasing 

every year and has become important not only in the individual's life but also the company. 

Stockholm is for instance one of the most digitally connected economies in the world 

(techradar.com, 2015). The use of IT is increasing every year and the money spent on new 

systems and equipment is increasing as well. What is probably more interesting is that with 

the use of IT come high expectations which are often insufficient comparing to the money and 

time spent. In fact, that shows that 72% of the companies state that IT is crucial for their 

company but as little as 17% only had the advantages of IT (Cameron, Green, 2012).A 

conclusion that can be made from this is that something might go wrong during the 

implementation of IT because of thesmall percentage of companies that are benefitting from 

it.  

 

Since the IT changes are merely focused on the technological perspective it leaves out the 

humanistic perspective that is of even greater importance since this is the working force 

behind the new system. A new IT innovation can be as spectacular as possible but if the 

human perspective is left behind then it would not make any difference nor will it make any 

benefits at all. 

 

While searching for literature for the thesis, it was found that previous studies have been 

made on IT, and its importance to the companies that have been carried out, as well as studies 

on change management and organizational change. However these three have never been 

connected in a research on customer service systems. In this thesis, empirical studies with 
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managers and academics have been made and these have then been compared with the 

theoretical study on how organizations are experiencing change and what internal problems 

that are usual. The primary objective was to use real life examples from experienced 

academics and managers and analysis this according to previous research.  

1.1 Background 

Today, more and more companies are choosing to transcend to e-commerce, and sell products 

and services online. The reasons for doing this are many and in many cases, this depends on 

the strong competition and the company in question wants to reach out to customers in places 

other than the current stores. Since 2013, the e-commerce sales in Sweden have been 

accounted for an increase of 3.2% up to 4.1% of all retail sales in the country (Statista, 2013). 

The e-barometeralsostates that the Swedish retail sales on the internet has increased by 19% 

in 2015, and has not been as strong since 2007. The driving factor behind it is the rapid 

digitalization where more advanced and attractive digital concepts makes shopping more 

accessible to the consumers. PostNord, who is collaborating with Swedish Digital Trade and 

HUI Research, has shown that e-commerce now represents 6.9% of total retail sales in 

Sweden. PostNord’s retail analyst predicts the growth to continue strongly in 2016 (PostNord, 

2016). 

Even though the benefits are many, there are also disadvantages involved such as losing direct 

contact with the customer. The online shopping can be more complicated for the customer 

that is only used to the regular “going to the store and buying” transaction because often, 

products do not arrive directly. Therefore, it is crucial for companies to have a decent 

customer service system that can help the customer in a reasonable timely manner. Failure of 

having a decent customer service system causes the company to lose customers. 

Currently, almost all of the companies having online stores have some form of customer 

service where customers can contact the company through e-mail, phone calls, direct chats or 

application. The degree of complexity varies depending on the size of the company. As the 

technology advances, so does the awareness of customers when it comes to the kind of 

customer service the company can offer. Being seen from this point of view, the issue is not in 

offering any customer service but rather offering the right type of customer service to 

customers.  
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1.2 Problem description 

The case company used in the thesis is a well-known online store called Nelly.com that 

currently is in the phase of changing its current customer service system to a more easily 

handled system for the customer service agents and a more up-to-date system with new 

contact channels for the customers. Consequently, companies today are in need of changing 

the customer service system it offers in order to stay more competitive and up-to-date, and 

offering the right type of customer service to its target group. The topic of how to change 

customer service system has not been emphasized and discussed as much before and therefore 

it will be highlighted in this thesis. 

1.3 Purpose statement 

The purpose of the study was to investigate how companies can change to new customer 

service systems in a more efficient way. 

1.3.1 Research question 

The research questions which will be studied are the following:  

 

What are the internal problems that companies run into when they are changing their existing 

system to new customer service systems?  

 

How can these internal problems be avoided to efficientlychange to the new system? 

 

Both psychological and technological factors that are affecting the change of the new 

customer service system will be looked at. 

  



11 
 

1.4 Limitations 

The case study will not specifically follow the procedure of the actual implementation when 

changing system due to limited time. Since there are uncertainties whether or not it will be 

preceded in the beginning of April, another approach was set in motion, which was to 

investigate internal problems at Nelly.com. There is lack of research within the field of 

changing customer service systems. Therefore the information collection was not as broad.  

 

1.5 Delimitations 

The change of the system will concern the employees in managing and coping with existing 

changes, and contributing to its efficiency to perform a system that can be utilized. The 

available thesis work at the company was among one of two tasks provided. In relation to the 

university courses during the past three years, this task was extensively connected. 

1.6 Work distribution 

During this research, the papers that were supposed to be read were equally distributed among 

the three of us. Mainly the collection of papers and the deep study was done individually, and 

when the theory gathering was finished, the discussion and analysis were completed together. 

In the interviews with companies and meetings with supervisor all three of us were present. 

Group meetings were decided so the whole group could participate. 

 

2. Methods 

Since the purpose of this study was to find the main internal problem when changing 

customer service systems in a company, empirical qualitative research method is most 

appropriate for carrying out this type of study (Saunders, Lewis, Thornhill, 2009). 
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The following three different source of information was used: scientific articles, books, 

previous studies on the same topic and interviews with Nelly.com and other companies that 

had similar experiences of changing customer service systems. 

 

In the first stage of the research, interviews were carried out with the customer service 

manager at Nelly.com in order to get an overlook of what the situation was like and enhance 

the main problems. Thereafter the project leader from Tieto, responsible for the systems 

change at Nelly.com was contacted for an interview. From there, potential problems were 

identified and more companies were contacted in order to confirm the problem discovered. 

Also, articles, books and previous studies were collected in order to map if the empirical study 

matched the theoretical studies.  

2.1 Choice of articles, books and studies 

The initiation of this case study and the theories of interest will be utilized to answer any 

particular set of questions as an approach. These will be pursued using electronic databases 

such as Emerald and Journal of Business Logistics. There will be a three-stage refinement 

process for reducing the search of data for explanatory purposes. Here, the aim is to find 

relevant articles concerning the topic of changing systems, to use it as means of finding gaps 

and answer the question how. This may help enlighten new patterns and eliminate intervening 

variables by identifying basic threats to the company. 

 

The first stage to cut down the selection of articles is through the choice of keywords, such as 

customer service systems, change of systems, system efficiency, and change. By comparing 

and compiling the gathered data, the second stage can be initiated once these have been 

deducted. 

 

Eventually, the third stage will emphasize more on abstracts and conclusions for more 

relevance. In hopes of collecting a validation of articles, a deeper review can be done which 

may suggest additional analyses to pursue further research. 
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2.2 Interviews 

An interview is a discussion between two or more persons carried out in order to get 

purposeful information (Kahn and Cannell 1957 cited in Saunders, Lewis, Thornhill, 2009). 

Interviews can be done in different ways, such as personal face-to-face or questionnaires sent 

through e-mail. The questions can be close-ended or open-ended, the latter getting the 

interviewer as much information as possible (Weathington, Cunningham, Pittenger, 2012, 

p.187). There are several types of interviews and they should be linked to the purpose to the 

research of the strategy according to Saunders, Lewis, Thornhill (2009, p.318). The three 

most common interviews which can be carried out are structured, semi-structured and 

unstructured (Saunders, Lewis, Thornhill, 2009). Mixture of structured and unstructured 

interviews has been used when interviewing and dealing with the study, the structure 

depending on the previous knowledge behind the work of the person being interviewed. 

Structured interviews are held with predetermined questions that are read directly from the 

paper with the same tone of voice throughout the interview. While unstructured interviews are 

held very informal with no predetermined questions only an idea of what the area of interest is 

(Saunders, Lewis, Thornhill, 2009). 

 

The aim is to use interviews in a qualitative matter and mainly focusing on personal 

interviews. The reason for selecting these types of interviews is because it is expected to gain 

more and valuable information. When the personal interview is not an option due to long 

traveling distance then phone interviews will be carried out. 

 

The participants agreed on the point of keeping their identities visible. All of the interviews 

were recorded so that potential, valuable information would not be omitted. Thereby all 

interviews were transmitted into text format since the audio records could not be attached. 

 

2.3 Reflection of the strategy 

Concerning the interviews, there was a discussion whether or not to first send out the question 

to the interviewer before the interview. On one hand, it might have been better to first send 

out the questions to the person that was going to be interviewed instead of preparing the 

interviewer on the topic that was going to be discussed. The reasoning behind this was that it 
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might affect the response rate. On the other hand, if the interviewer received the questions 

before the interview it might lead to some kind of confusion or unwillingness to participate. 

Therefore it was decided to adhere the approach of contacting the interviewer first, informing 

about the topic and research, preparing the interviewer on the subject and later on the day of 

the interview present the questions. Another incentive for choosing this method was that the 

questionnaire was merely company specific and the questions might differ according to what 

answers are received from the interviewer. 

 

Concerning the above mentioned, there was an attempt of trying to prepare the interviewer as 

much as possible however it was of greater importance of trying to prepare ourselves before 

the interviews. Research was made on facts such as company description, history and data 

which could be accessed before the interview. It was believed that selecting this information 

before the interviews would increase our knowledge and confidence of the interviewer. 

According to Saunders, M., Lewis, P. & Thornhill (2009) interviewer appearance and the 

preparedness before the interview will affect the response rate. With this knowledge it was 

determined to look further into what the same and other authors said about personal contact 

when holding the interviews. 

 

In particular the reason for personal interviews being selected rather than sending out 

questionnaires was that this type of contact could be more discovered, basically it was 

believed that when establishing personal contact with a manger/chief they would perhaps give 

out more information than they would on a questionnaire. As a matter of fact Saunders, M., 

Lewis, P. & Thornhill (2009) came to the conclusion that managers preferred to be 

interviewed rather than answering questionnaires. Other benefits stated was that interviewer 

gets more control over who is answering the questions. In addition, attendant questions could 

be raised directly if something new was discovered or if something was unclear. 

 

Concerning quality issues which could be anticipated, the results is for instance something 

called interviewer bias (Saunders, M., Lewis, P. & Thornhill, 2009). The bias included when 

dealing with personal interviews. This could for instance be the tone of voice, own beliefs and 

thoughts which are always present. So in order to control this better it would be beneficial to 

know about these bias prior to making the contact with the company. 
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2.3.1 Validity and Reliability 

According to Stenbacka (cited in Williams, 2007), the concept of validity and reliability is 

more applicable when considering a quantitative research rather than a qualitative research. It 

is said to be misleading and can consequently lead to insignificant results. Therefore, as the 

thesis is analyzed from multiple perspectives, which includesinterviewsthatisof a qualitative 

method, triangulation was used instead when gathering data to evaluate the research 

questions. 

 

Triangulation of sources is used to gather different types of resources in order to increase the 

validity. Based on knowledge and skills, different people with different viewpoints and 

academic backgrounds were interviewed in order to compare the different results. 

Interviewees were both from private and public sectors. The triangulation of theory was also 

used in order to interpret and test if there were consistency among the findings (Cohen & 

Crabtree, 2008). 

 

 

 

Figure 1 – Triangulation method (Latham, 1997-2007) 
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3. Theoretical study 

Based on the interviews, the major problem that the companies had in common was 

organizational change. In order to get a better insight of the problem, further information will 

be provided regarding the subject organizational change. Why is it a common problem? 

3.1 Organizational change 

The term ‘organizational change’ can be described as “the alteration of a core aspect of an 

organization’s operation” (Helms Mills et al., 2009, p. 4). There is yet a continuous struggle 

that is encountered when implementing changes. It is estimated that three or more complex 

changes are faced within organizations at any time, accounting for 46% (Peak, 1996 cited in 

Bareil et al., 2007). For most organizations, it is a risk to take on a change. Furthermore, a 

general consensus seems to be present between practitioners and academics regarding only a 

few being successful in the attempt of implementing change (Hallencreutz and Turner, 2011). 

Among the successful implementations, 70% failed to reach the intended result (Nikolau et 

al., 2007).  

 

Despite the low success rates, there is a need for organizational change as it is attempted to 

adapt and respond to the rapid changing trends. These include shifting workforce, customer 

expectations, and economic conditions. Change is a common factor often encountered in any 

type of organization (Senior and Swailes, 2009). To have this in mind, Turner et. al. (2009) 

says it is not surprising leaders adopt practices “with the belief that implementing another 

organization’s successful practices is some sort of magic bullet”. 

 

The development of theories in organizational change has been many over the years, but there 

has not been any formula or principle that has been universally accepted and can be applied to 

all organizations. Based on this fact, DiBella (2007) stated therefore that it is not new 

principles that organizations need to seek, but rather on finding ways to turn theory into 

practice.  
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The key contribution is to have a framework that focuses on targeting the intrinsic aspect of 

the organization. There are three core questions it aims to answer: 

1.      Where are we now? 

2.      What changes do we need to make? 

3.      How are we going to make them? (DiBella, 2007). 

Specific strategies can represent very different changes in different contexts. Thus to 

implement successfully, organizations have to explicitly look for strategies that master 

organizational change. However researchers have found studies on organizational change to 

be very limited. It underlines that the existing studies focus on the shortcomings rather than to 

developing more contextual and comprehensive theories (Hempel and Martinsons, 2009).  

To reach a general ‘consensus’ of a theory that can be applied globally, Pettigrew et. al (2001) 

suggested it needs to meet three fundamental dimensions of change - process, content, and 

context. Furthermore given the wide range of contexts in a national or regional level that 

organizations operate in, the contextual aspect is what is lacking in research (Hempel and 

Martinsons, 2009) in comparison to predominant research upon change process (Van de Ven 

and Poole, 1995 cited in Hempel and Martinsons, 2009). 

The change process covers research centering upon the particular actions made by the 

organization as a method for achieving the intended outcomes. This process has been the core 

focus of organizational change literature. Hempel and Martinsons (2009) highlights that as 

opposed to the extensive knowledge in this particular area, the knowledge in content and 

context is significantly more limited, especially in understanding how these have an impact on 

the process. Therefore there is still lack of empirical knowledge in which more organizational 

theories need to be expanded to account for wider applicable contexts.  
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3.2 Organizational change theories 

Two theories will be introduced to give a brief understanding of what is important to think 

about when undergoing change.These consists of steps that can be of use to make the change 

possible and what issignificant to take into consideration. 

3.2.1 Stage theory 

Stage Theory is based on various stages that organizations will encounter when experiencing 

change. When these stages are recognized, strategies and methods can be applied to enable 

the process of change, and for the organization to be able to adopt, implement, and sustain 

new approaches (Glanz, Rimer and Viswanath, 2008). 

Based on the findings that Glanz, Rimer and Viswanath (2008) have emphasized, there are 

four stages within the stage theory. This modern stage theory is based on both Kurt Lewin’s 

model of change and Roger’s Diffusion of Innovations theory.  

 To be aware that there is a problem and find possible solutions 

 To decide to adopt the change 

 To be aware that implementing changes means to modify organizational structure 

 To make it part of ongoing activities within the organization 

Less research has been done when it comes to factors that affect how an organization moves 

from one stage to another. Thus more focus has been about the activities that take place 

during each stage. When choosing strategy, it is also important to take note that it depends on 

what stage the change is going to occur, and whether the environment of the change is 

supportive or not (Glanz, Rimer and Viswanath, 2008).  
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3.2.2 Lewin’s change management model 

Unfreezing, moving and freezing are three phases that an organization undergoes during 

change and where potential success can be examined (Palvia and Chervany, 1995). 

Unfreezing represents the collection of possibilities which can be acquired from the change 

while the moving phase is the processes and procedures which will take place during the 

development and lastly the freezing phase includes every activity which will confirm the new 

system. After these three stages/phases the process is seen as ready to operate as any other 

processes within the organization (Palvia and Chervany, 1995). 

 

3.3 Implementation of other systems 

The following sections in this chapter will include implementations of systems, focusing on 

factors that can be encountered in various systems when making a change. 

3.3.1 Enterprise Resource Planning (ERP) 

Fiona Fui-Hoon Nah and Janet Lee-Shang Lau have introduced Enterprise Resource Planning 

(ERP) systems as the core of managing information successfully and “the enterprise backbone 

of organizations” (2001). It is a business management system that is adopted in many 

enterprises to improve the efficiency and productivity and to provide an organization with 

several benefits such as information about customers’ wishes and needs, drastic declines in 

inventory, and managing the extended enterprise of suppliers, alliances and customers. ERP 

includes a set of business applications for sales and distribution, supply chain, financial and 

cost accounting, customer information, management of materials, and human resources. They 

can be used to manage and integrate all business processes within an organization, when they 

are implemented successfully (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). 

 

This was based on a survey conducted to find answer to the following question: “What are the 

key critical factors for ERP implementation success?” Since there is lack of research in this 

matter, the authors have made an effort to obtain further information about successful ERP 

implementations. Two criteria were required for this search, it needed to contain the keywords 

‘success/succeed’ or ‘critical issues/factors’, together with the term ‘ERP’ (Nah & Lau, 2001).  
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Eleven factors were found to be critical in order to implement a successful ERP system. 

 

1. ERP teamwork and composition 

2. Change management program and culture 

3. Top management support 

4. Business plan and vision 

5. Business process reengineering with minimum customization 

6. Project management 

7. Monitoring and evaluation of performance 

8. Effective communication 

9. Software development, testing and troubleshooting 

10. Project champion 

11. Appropriate business and IT legacy systems (Nah & Lau, 2001). 

 

Markus and Tanis used a process theory approach for classifying the identified critical success 

factors’ (CSFs) and focused on the sequence of events leading up to implementation 

completion (2000). Figure 2 illustrates the CSFs involvement throughout the whole ERP life 

cycle. As can be seen from this figure, five CSFs are engaged during the whole cycle - ERP 

teamwork and composition, top management support, effective communication, project 

management, and project champion.  
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Figure 2: Factors for system implementations (Nah and Lau, 2001) 

 

However implementing ERP systems can be costly, but this has not prevented users to 

continue with using the system. In fact, there is a greater amount of business cost spent on 

consulting to overcome the difficulties of implementing the software. Furthermore, the high 

failure rate of ERP implementation helps provide a better understanding of identifying CSFs 

(Somers et al., 2000 cited in Nah & Lau, 2001).  

 

Companies will achieve real improvement in competitiveness and performance only if they 

are prepared to change their business processes. Some companies have achieved several 

benefits from implementing ERP systems, other have failed. The research on ERP systems 

approves that many of the implementations have been unsuccessful because of the companies 

that underestimate the value of reengineering business processes and the complexity and risk 

of such projects (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). It turns out that 

companies give more attention to the technical views and do not concentrate on the changed 

management elements (Huang et al, 2003). The situation is similar to that when implementing 

Supply Chain Management (SCM), Customer Relationship Management (CRM) or e-business 

concepts (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). 
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Štemberger, VukšI, and Kovacic (2009) describesthe successful factors of ERP 

implementation projects and to propose a framework on how to implement an ERP system 

successfully by describing possible alternatives (Štemberger, M.I, Vukši, V. B. and Kovacic 

A., 2009). 

 

McAdam and Galloway (2005 cited in Štemberger, M.I, Vukši, V. B. and Kovacic A., 2009) 

findingsindicate that ERP should be included within a wider organizational change program. 

The Delphi method is used to identify ERP risk factors (Huang et al, 2003). It focuses on 

gathering qualitative information and is recommended to use when there is not enough 

information to make decisions. Furthermore it is also used when a consensus need to be 

reached among researchers (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). 

 

The most important factor that causes failure of an ERP project is the lack of appropriate 

network relationships, organizational and cultural readiness (Davenport, 1998). Some 

organizations have no clue which processes are being used, while others think the best 

solutions will be applied to processes automatically. A project might have lower benefits than 

hoped for. These include too detailed process modeling which can delay the project, exceeds 

the budget, selection of incorrect modeling tools and technique, inconsistent or results in 

incomplete installations (Al-Mashari, 2003). The implementer who has detailed knowledge of 

its own business processes is the one that implements the system in the organization, the 

vendor is the developer of the ERP system, while the consultant is the implementation aiding 

(Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). 

 

Many companies have not been successful in implementations. Therefore a framework is 

proposed that would help the organizations to avoid the disadvantages. There are three 

alternatives, as shown in figure 3. The first one is the adaptation of ERP system to the 

organization's’ business processes. This alternative is appropriate for those organizations that 

do not want to lose its competitive advantage and that believe that its business processes are 

better than those in the ERP system. In addition, this alternative can cause high additional 

costs, difficulties in maintenance and the upgrading and can lead to failure of a project. The 

second alternative, which is adaption of business processes, means that the best practices 

implemented in the software packages should be used in an organization. It is the best 

theoretical way, but it is hard to be implemented in practice and there is a high threat of 

failure (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009).      
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Figure 3:The alternatives for selection and implementation of ERP system (Štemberger, M. I, 

Vukši, V. B. and Kovacic A., 2009) 

 

On the other hand, the author advises organizations to use the third alternative. The third 

alternative corresponds to a composited approach. It is the combination of ERP with other 

solutions, which includes seven stages that are dependent from each other but do not have to 

be carried out in sequence (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009). 
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Figure 4: The proposed framework for a composite approach to ERP implementation 

(Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009) 

      

1. Assessing the current situation in an organization: In this stage, business processes 

are modelled, and there is no need to develop detailed models because the project can 

be very lengthy. 

 

2. Finding business needs: As an input to this stage, the mission, vision and strategy of 

an organization are used. The probability of project failure is high, and a top 

management involvement is required. 

 

3. Selecting the tool and its vendor: In this stage, vendors and possible ERP systems 

have to be analyzed. An important criterion is to match business needs and system 

capabilities together. 
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4. Forming two groups of processes: Processes are divided into two groups. The first 

one consists of processes that will be adapted to an ERP system while the second 

group includes processes for the custom developed modules that will be used. In this 

stage, companies have to consider the higher cost of these modules and the fact that 

vendors do not have good experiences in their implementation. 

 

5. Implementing an ERP system and performing Business Process Reengineering 

(BPR): In this stage, the selected ERP system is implemented. This project might be 

difficult to manage. Therefore, it requires a high level of top management. 

 

6. Selecting or developing appropriate modules and performing BRP: The processes 

in the second group – customer developed modules are implemented. 

 

7. Managing the processes: This stage never ends; it includes the continuous 

improvement of business processes. Moreover, the changes in processes have to be 

regularly documented (Štemberger, M. I, Vukši, V. B. and Kovacic A., 2009).  

       

3.3.2 Information systems 

Information systems are today considered as an important factor that provides competitive 

advantage. Communication is therefore a key element to this for running a successful 

business. Information systems are beneficial especially for helping to simplify things for a 

business by managing information effectively (Kadiyala&Kleiner, 2005). 

 

The benefits for using information systems in a business include increased certainty for 

making strategic decisions in order to gain a better outcome. Furthermore customer service is 

improved by satisfying diversified needs of a business’s customer base. Information systems 

increase productivity through optimum utilization of resources. With the growth and 

development in communication technologies, information systems are having a strategic 

impact on a business (Kadiyala&Kleiner, 2005). 
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Furthermore, Kadiyala and Kleiner (2005) states that in order to meet customers’ needs in the 

competitive market, businesses need to continuously upgrade their existing information 

systems and adopt new technologies in order to adapt to the changing trends. It is very 

important for a company to do an analysis before implementing a system. Further, businesses 

need to customize the systems to better match the company’s requirements and to better 

satisfy its customers’ needs (Kadiyala&Kleiner, 2005). 

3.4 Quality customer service 

Business firms have been using customer service as an emerging weapon. Customer service 

can be used as a type of competition but it does not only apply to manufacturers (Schmenner, 

1986). When it comes to non-manufacturers, the input of customer service may be even more 

dynamic. All businesses are concerned with customer service, in one form or another 

(Eppinette, Inman and Pick, 1997). 

 

Everyone is involved in service. Customer service is important in the long-term for the 

survival of the companies, and it is a part of all facets of the economy. In the service sector of 

the economy, manufacturers and retailers offer everything from airlines and banking to 

product and sales-related services (Eppinette, Inman and Pick, 1997). 

 

An increased concern with service quality comes with the increased importance of customer 

service (Denton, 1994). According to Denton (1994) “Customers are becoming increasingly 

militant about the quality of products and services they purchase”. Tieperman (1994) believes 

that expert systems play a key role for service quality and are needed in the service industries. 

 

Englard et al. (1989) says that expert systems problem solve situations, they are computer 

programs that emulate human thinking processes. Its goal is “to arrive at the same results that 

a specific human mental process would produce” (Englard et al., 1989) Moreover, expert 

systems allow the inclusion of incomplete information into the decision process. In 

conclusion, expert systems are useful technique for the implementation of quality customer 

service (Eppinette, Inman and Pick, 1997). Takeuchi and Queltch (1983) examine seven steps 

of customer service, and expert systems are applied to each stage of the quality service 

implementation process. The steps are as follow: 
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1.  Educate your customers. 

2.  Educate your employees. 

3.  Be efficient first, nice second. 

4.  Standardize service response systems. 

5.  Develop a pricing policy. 

6.  Involve subcontractors, if necessary. 

7.  Evaluate customer service. 

 

Educate your customer 

An expert system could be engaged in a variety of situations with the involvement of the 

customers from purchasing to repair decisions (Motiwalla and Gargeya, 1992). The customer 

is asked for information about their needs and a recommendation is returned on the products 

that might suits those needs. Moreover, customers could dial a number that an expert system is 

set up to and communicate with the expert systems through touch-tone phone or have a 

contact via modem (Eppinette, Inman and Pick, 1997). Motiwalla and Gargeya (1992) cite the 

example “Benefit the service consumer because the consumer can seek answers from the 

expert system to, what the consumers may consider, even apparently naive questions without 

being concerned about embarrassing themselves.” However, in a repair situation, the expert 

system could ask the customer about the difficulties they are facing and some suggestions of 

actions would be given that might improve the situation. 

 

Educate your employees 

Employees must know how to do their jobs right and not only be trained on how to deal with 

the customers (Oz et al., 1993 cited in cited in Eppinette, Anthony and Alan, 1997). The 

employees that are the most skilled are those who have been doing the job for a longer time. 

However, expert systems can help those employees that already are skilled to improve their 

performance by increasing their accuracy (ETH Commerce, Inc, 1996, ibid).  Expert systems 

offer knowledge that is shared with everyone in the organizations and a method for preserving 

it. A hypothesis showed that over time, the expert systems have the ability to improve the 

quality of their own decisions (Oz et al., 1993, ibid). The employed can access the expert 

systems when needed, whenever they come into contact with a customer. This happens 

“behind the counter” where they are provided with computer terminals at their workstations, 

and in order to facilitate the operation of this technology, graphical user interfaces could be 

used (Eppinette, Inman and Pick, 1997). 
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Be efficient first, nice second 

One great advantage of expert systems is the speed up in computer technology that allows 

decisions to be made. Before, it took the employees hours or even days to read through 

reference material, locating text, and answer a series of questions. But an expert system can do 

all that and provide quick solutions automatically within minutes and with no 

errors. “Generally expect an expert system to reduce a day’s evaluation and decision work to 

about ten minutes” (ETH Commerce, Inc, 1996 cited in Eppinette, Anthony and Alan, 

1997).  The service becomes both efficient and nice when the customers do not wait for 

responses, nor have to ruffle the employees. In addition, an expert system has the ability to 

create several documents from the same transaction information (Kader, 1992 cited in cited in 

Eppinette, Anthony and Alan, 1997). 

 

Standardize service response system 

Expert systems help prevent incorrect decisions because it is filled with correct advices. It 

always ensures that the same information that is given would provide the same decision time 

after time. This leads to standardization in customer service through the reduction of the 

customer complaints that delay the work. The “judgment calls” are made through the systems 

and they are unprejudiced, instead of leaving the calls to the employees that might have a bad 

day, or other cases (ETH Commerce, Inc, 1996 cited in Eppinette, Anthony and Alan, 1997). 

In this stage, the efficiency of delivery and the satisfaction of customers will be increased with 

the help of the standardization and the ability to incorporate uncertainty (Eppinette, Inman and 

Pick, 1997). 

 

Develop a pricing policy 

This stage increase the efficiency since it allows several people to have access to the 

knowledge of one or many experts, at any time or place they need it, without the need to pay 

the expert to be there. Additionally, expert systems offer greater availability and lower cost of 

a product/service, which allow the company to gain advantage over competitors (ETH 

Commerce, Inc, 1996 cited in Eppinette, Anthony and Alan, 1997).  
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Involve subcontractors, if necessary 

The benefits of having expert systems directly tied to subcontractors are that they could be 

gathering and forwarding needed information to the subcontractor. Also, contacting the 

appropriate subcontractor after determining that the customer service function has approached 

overload. However, they could also make a decision on when to call in an outside contractor 

(Eppinette, Inman and Pick, 1997). 

 

Evaluate customer service 

Since computers have the ability to remember anything you tell them to remember, expert 

systems could recall and explain the reasons for a decision, integrate new knowledge into the 

expert system, and it could easily be updated to make use of new knowledge. All the features 

mentioned help management to make corrections when necessary in those areas where the 

same situations arise frequently (Eppinette, Inman and Pick, 1997). 

 

Conclusion 

 

The three points that are argued in this paper are as follows: 

 

1. The importance of customer service in all businesses. Organizations that have customers 

have demands of service. 

 

2. The importance of the customer quality service, and its dependency on the survival of the 

businesses. 

 

3. The expert systems that are employed to the quality service implementation process that 

would lead to efficiency and improvement in meeting the expectations of customers 

(Eppinette, Inman and Pick, 1997). 
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3.5 Customer service policy 

Customer service is an integral part of the business, rather than peripheral part of the 

product/service that a company offers. When changing the organization’s culture, the most 

assured way is when managers encourage the employees and make them feel important 

(Implementing a customer service policy in-company, 1992). 

 

A number of characteristics are shared within organizations that have strong customer service, 

including commitment to communication, listening to the opinions of the employees, quality 

training to all employees, and the customer orientation groups’ formation (ibid, 1992). 

 

It is necessary to follow the steps below when implementing a customer service policy. 

These are listed below: 

 

-      Discover ways in order to create customer service orientation. 

-      To introduce this customer service orientation, various available procedures need to be 

determined successfully.   

-      Deciding where the customer service responsibility lies. 

-      Understand the culture change required to reach the customer service orientation (ibid, 

1992). 

 

In order to formulate strategy, these questions are used: 

1.     Where are we now? 

2.     Where do we want to go? 

3.     How do we get there? 

4.     How will we know when we have arrived? 

5.     Who can help me? (ibid, 1992). 

 

The two problems that may occur when improving customer service are: 

 

1.     When defining a the final stage 

2.     When focusing on improving service more than adopting an attitude 
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Changes within organizations must be worked on continually since it cannot be expected 

quickly. A senior management must lead a culture change and realize that results might not be 

achieved for years. A business culture involves and affects everyone (ibid, 1992). 

 

The customer sees the organization as a complete entity, and not as several parts. Therefore, 

everyone involved in the organization should take responsibility for customer service. When 

communicating with the customer, what is done is more important to the customer than what 

is said. If the customer service is poor, the promotional messages are wasted. The customer is 

concerned that anyone who answers the phone is representing that specific organization and is 

a part of it, whereas employees may think that it is not his/her problem. Some examples are 

mentioned on the reflection of customer service - how many times a customer was put on 

hold, how fast did the customer got the service, and how well the employee did in treating the 

customer. It is the customer’s opinion that matters and an organization must take that into 

consideration. Once the customer service is lost, it is difficult and costly to take it back (ibid, 

1992). 

 

The culture can be changed and a personal belief becomes a part of the corporate culture when 

it is adopted. Getting people’s support is done by encouraging the employees. Furthermore, 

change programmers that are successful are characterized by mutual trust, time, flexibility, 

agreement, substantial retraining at all levels, committed leadership (ibid, 1992). 

 

Some common that appear in companies with good customer records, are: 

-    Communication: not keep the customers waiting. Communicate both within the 

organization and at all stages with the customer. 

-     Bottom-up review: listen carefully to the opinions of the employees, and considering 

the person in the office has the same importance as the one on the top floor. 

-     In-company training: using programs to ensure the top quality for all staffs. Also using 

workshops, and other exercises that help the employees to look at themselves through 

the eyes of the customers. 

-     Developing in-company training resources: for example case studies 

-     Customer orientation groups: Effective way to communicate with the employees about 

the strategies and tactics of the customer service. 
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In the article “Implementing a customer service policy in-company” (1992), there are sixty 

ways to improve customer service. Some are:  

 

-       Identify and solve complaints quickly 

-       Do not fall into familiar problems and solutions 

-       Take advantage and learn from bad situations 

-       Set realistic customer service policies 

-       Call back if necessary 

-       Develop a simple type for reporting customer complaints 

3.6 Problems in implementation 

Problems that occur in other system implementation were looked at in order to compare the 

results. In the following section the material resource planning system was looked at. 

3.6.1 Material Resource Planning system (MRP system) 

Few systems out of all manufacturing information systems are successful, because these are 

complex systems to design, implement and maintain. This paper provides the framework of 

manufacturing resource-planning system, discusses the benefits of a successful system, and 

describes the problems connected with the operation of the system. The problems are 

classified into three areas: management, technical, and behavioral (Cox and Clark, 1984). 

 

A material requirements planning (MRP) system is an integrated information system that uses 

data from different organizational sources, where the time demand for spare parts or finished 

goods is exploded through the product’s bill of material into raw material (Cox and Adams, 

1980). MRP system is a computerized planning and control technique, and is accepted as a 

system that produces results (Davis, 1975 cited in Graves andRinnooyKan, 1993). A large 

number of firms are installing MRP systems, but only few have experienced its full associated 

benefits (Appleton, 1977).  

 

Moreover, it has cost firms lots of money because of the lack of planning and understanding 

of MRP concepts (Donovan and S. King, 1977; Johnson, 1978 cited in Cox and Clark, 1984). 

https://www.google.nl/search?hl=nl&tbo=p&tbm=bks&q=inauthor:%22A.+H.+G.+Rinnooy+Kan%22
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The benefits of manufacturing resource planning system that are presented in the figure 

below, allow the organizations to be more competitive in three measures of success: product 

quality, delivery, and pricing(Johnson, 1978, ibid).  

 

 

Figure 5: Johnson, 1978 cited in Cox and Clark, 1984) 

 

When developing a comprehensive decision support system, there are some failures that occur 

while managing the complexity of the manufacturing environment (Hall and Vollmann, 1972 

cited in Cox and Clark, 1984). Most causes of system failures can be due to technical issues 

(Peterson, 1975, ibid), poor employee participation, and lack of management involvement 

(Wacker and Hills, 1977, ibid).  

 

The technical problems are subject to experimentation by industrial practitioners. It tends to 

be a factor of inefficient operation of the MRP system. The technical problems are classified 

into five areas: system design, master scheduling/capacity planning, data base structure, 

management of inventory levels, and rescheduling (Cox and Clark, 1984). 
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Top management must make sure that all managers and staff of the system have an 

understanding of the concepts of MRP. Each individual within the organization has the 

requirements to make the MRP system work more effectively (Cox and Clark, 1984). There is 

a list of managerial problems when implementing the MRP system. The list includes a lack of 

involvement by supporting departments, lack of top management commitment, and resistance 

to change (Hartley, 1973 cited in Cox and Clark, 1984). Moreover, Hartley (1973, ibid) 

suggested that a steering committee should direct the implementation, its responsibilities are 

to provide active leadership, define the project scope, staff the project team, ensure 

management commitment, attend education seminars, review progress, and allocate resources.  

In order for the system to be successful and not fail to meet management’s expectations, 

Lucas (1975 cited in Cox and Clark, 1984) suggests that there should be more focus on the 

organizational behavior problems. The reason why many information systems have failed is 

the movement to be overwhelmed by the technical aspects. The effectiveness is also about 

how well the system is being used and not only how well it is designed (Orlicky, 1975; Plossl, 

1973 cited in Cox and Clark, 1984). Four different areas are being discussed: communication, 

system education, user participation in design, and system acceptance. 

 

Communication 

How change is announced to personnel is as important as how it is done. When change is 

implemented, it is important to inform the staff as soon as possible in order to avoid rumors, 

which may lead to resistance (Caruth, 1974). A requirement for a successful system is to get 

the acceptance of change from the people within the organization when they understand the 

system, actively participate in its implementation, and get support from top management 

(Daniel, 1966).  

 

System education 

Formal program of education is required in order for personnel to participate in the system’s 

design and have an understanding of MRP concepts (Cox and Clark, 1984). The never-ending 

education program is required for MRP users, which provides opportunity to develop 

solutions to future system problems and expose weaknesses (Wacker and Hills, 1977 cited in 

Cox and Clark 1984).  
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User participation in design  

The users play a key role in systems design because it is easier and cheaper to teach computer 

applications to system users than to teach a systems analyst about problems in the business 

(Maranka, 1972 cited in Cox and Clark, 1984).  

 

System acceptance 

The more the users are actively involved in implementing the system, the higher the chance is 

for system successfulness. Successful implementation can be achieved when the user 

continually accepts the outputs of the system. In order to better achieve manufacturing 

objects, the user must be satisfied with a new system (Hardy, 1973). 

3.7 IT-based change 

IT has become a necessary part of both the individual person’s life as well as the company's. 

The use of IT seems to be increasing every year and the amount of money spent on 

implementing new IT systems, tools and equipment follows the same trend. Another trend 

that seems to be following as well is the expectations of IT that are high but the actual 

experience is somewhat displeasing (Cameron, Green, 2012). Something is certainly going 

wrong in the direction of the implementation since data showed that 72 % of the companies 

said that IT is critical for the organization to stay competitive and as little as 17 % stated that 

the advantages of the IT tools are being appreciated (Cameron, Green, 2012).  

 

Several facts are mentioned as being critical to the success of IT-change and one of the most 

important is the change of the information culture to a more acceptable one. In fact, the 

introduction of new IT-technology does not all of a sudden lead to a change in the way the 

personnel behave. On the contrary, it endorses the old habits that are already there (Cameron, 

Green, 2012). Therefore, managers have to do something else rather than just change the IT 

system, equipment or tools, something that will lead the personnel towards changing its way 

of working from the current habits to new habits. Davenport (1994) stated that more than 

often the executives have more focus on the information technology rather than focusing on 

the human psychology and this causes difficulty. The most important part of implementing a 

new IT system is therefore not focusing on the technology part but rather focusing on the 

human factors since even the best suited IT systems fail when the human side of the 

implementation is not coming along (Davenport, 1994). 
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Davenport (1994) says “changing an IT system won’t change a company’s information 

culture” the reason behind this statement is that only the presence of the technology itself will 

not change the behavior of the personnel working with it. What need to be looked at in order 

to affect and change the way of working is the expectations, incentive, behaviors, attitudes 

and values. The solution for successful IT implementation which is obviously difficult and 

challenging to apply is the change of an organization’s information culture (Davenport, 1994). 

As a real life example, Davenport (1994) exemplifies two professional companies (company 

A and company B) with the illustration of what impact the information culture has on 

technology implementation. 

 

Company A suffered from weak information orientation in the past and the decision from the 

managers was to implement a new software program connecting different workstations and 

parts of the company. In this case, the personnel received a small amount of training 

concerning the new system. There were no motivation for the personnel to share information, 

however more disincentives were detected and these were linked to the fear of sharing 

information and the best ideas to others in the company. As a result, the new system was 

completely ignored and misunderstood and did not solve the main information issues 

(Davenport, 1994).  

 

Company B, on the contrary, had a strong history of recruiting and the information sharing 

was at a much higher level than in company A. This was something that was naturally and 

there was more focus on incentive, structure and human support rather than the programs 

itself. Company B also invested in a new system, although not as extensive as the one in the 

previous example and prior to doing so, a simple database was created which was used for 

basic practice and client documents. By doing so the company could continue to build on the 

current program and focus more on the sharing of information already present (Davenport, 

1994). 

 

This example reveals that new systems and technologies, no matter the degree of complexity, 

will not change the human behavior until human interaction and invention is applied 

(Davenport, 1994). 
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In conclusion, one can say that the processes which are human-oriented work much better 

than the processes that merely have a technical focus. In addition, an incremental process 

change is much more efficient than a rapid change (Cameron, Green, 2012, pg. 390). 

3.8 Dealing with significant change 

Due to the competitiveness in markets today, companies are forced into constantly 

transforming and changing its business environment and business processes. More than often 

it is noted that enterprises fail when dealing with changes fail, and the question is how to deal 

with these significant changes, since it is essential to whether the enterprises will succeed or 

not. 

 

Fiorina (2002) says that “for those companies that successfully master change and keep on 

leading, the rewards are extraordinary”. Also, mentorship, networking and entrepreneurship 

were mentioned as core assets for mastering change and creating sustainable value. Having 

these core assets retain other important assets such as talent, drive, innovation and purpose 

(Fiorina, 2002). Chrusciel and Field’s research (2006) conclude that there are several critical 

factors for success which should be addressed when dealing with significant change in order 

for the organization to be successful. Moreover, significant change is mentioned as something 

that an enterprise must manage to improve competitiveness on the market. Also, it is defined 

as a change that takes place according to some organizational or financial motive affecting a 

great part of the personnel (Chrusciel and Field 2006).  

 

Palvia and Chervany (1995) summarized a few approaches that are necessary in order to deal 

with significant change: 

 

 A justified understanding of change and the requirement for the organization to 

enhance change 

 Appropriate planning and analysis before taking any actions 

 A curriculum supporting the framework of the enterprise. This curriculum should 

include theories and models upon which the enterprise can act and engage its staff. 

This curriculum should be viewed as a roadmap by which all the personnel involved 

gets advantages in form of maximal potential gain. 
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 At the end of the process, an assessment should be made where the change and the 

tools and methods used should be evaluated. 

 Lastly, it is suggested that organizations have planned for the significant change by 

incorporating the critical factors for successful change. 

 

3.9 Agile change management 

Franklin (2014) defines change as follows:  

 

“Change is anything new or different, which involves creating new ways of working 

as we try to unlearn how we used to work, whilst continuing to provide business as 

usual to everyone who relies on us – a mixture of external clients, our suppliers and 

partner organizations and our colleagues”. 

 

The relationships between the employees and the ability of leaders to influence and motivate 

the personnel are the key to make change happen. If the personnel cannot be convinced to act 

differently, then change will not take place. Furthermore, Franklin (2014) believes that the 

techniques and strategies used to make change happen is not of importance since people will 

be resistant towards any change that has not affected them and made them engage 

emotionally.  

 

People cannot be forced into participating or making change happen according to Franklin 

(2014). What the leader must do instead is to build productive relationships with the 

colleagues and work towards building an environment that is open to and accept changes, 

which is crucial in order to have successful change (Franklin, 2014). 

 

There are a few steps which can be applied for successful agile change management in 

enterprises. The first one is to create a roadmap where all the necessary processes and 

information is explained in order to plan and manage the change. One can say that this is a 

step-by-step guide in managing all the activities. The roadmap can be used by the leader of 

the change, the participants or any affected parties, such as sponsors or suppliers. The next is 

to make sure that the needs of the business are fully understood. Business needs can also be 

defined as goals, problems or anything that the organization wants to achieve. What needs to 
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be included into the needs are also benefits, acceptance criteria and requirements. Benefits can 

for instance be that any process or activity will be easier to carry out after the change. Will 

any processes or activities be easier to carry out after the change? Or will we need fewer 

resources for that certain process or activity (Franklin, 2014). 

 

Franklin (2014) states that change is disruptive; it creates fear and uncertainty and absorbs a 

lot of resources. Therefore it should not be carried out unless the needs are completely 

understood. Acceptance criteria is the level of quality that is accepted of the change and 

requirements are specific changes that need to happen and must be reviewed against the 

acceptance criteria, in order to verify that these are according to the quality desired. The way 

in which benefits, acceptance and requirements are combined and applied is believed to affect 

the way the change is achieved. A change is only valid when those that are impacted can 

understand the change and feel like it make sense. This is an important factor in determining 

whether or not a change has been accepted and is supported. It is just as important as 

understanding the background to the change. Doing otherwise and concealing the background 

information can cause people to misinterpret their role in the change. Understanding the 

business is crucial since it helps to discover if there is a need for change or if change will 

worsen the situation (Franklin, 2014). 
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Figure 6: Description of business need throughout the change lifecycle (Franklin, 2014, p. 

77) 

 

The third step is to connect all the affected parties of the change and make sure to build 

supportive relationships and trust in order to create participation. If these relationships among 

the participated are of good quality then the change will be successful. In order for a 

relationship to be effective it must be built upon empathy and trust.  

 

And lastly, a supportive environment for change must be created where the participants are 

motivated in working with change (Franklin, 2014) Creating an environment like this is of 

huge benefit when working with changes in the future and the success can be replicated 

several times once the organization has created an environment which allows change to 

happen. How is an environment like this created? First of all the personnel needs to share a 

common view and accept the mission, vision and values of the organization. Moreover it is 

important to achieve an agile approach. There are three interrelated factors which need to be 
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addressed and identified in the current environment to achieve a supportive environment for 

change (Franklin, 2014). 

 

Approach stands for the work ethic and commitment that is expected from the employees 

such as: Is the participant expected to take own actions or work according to instructions? The 

level of empowerment is the authority for each person participating in the change. Ability is 

the personal and technical skills essential for implementation of the change. 

People's reaction to change is rarely based on logical sense, rather emotional, based on 

previous experience with change. The stronger the emotional connection is to the work, the 

harder the resistance towards the change will be. People often resist the change when they 

notice that it will change their comfortable zone and thereby fear become visible (Franklin, 

2014). 

 

The following fears occur when people are forced to undergo change: 

1. appreciating the current state; 

2. loss of group membership; 

3. learning new things; 

4. loss of productivity; 

5. appreciating the new state (Franklin, 2014). 

 

Figure 7: Activity versus productivity during change (Franklin, 2014, p. 207) 
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Franklin (2014) says that it is easier for a change to be acceptable if the current state in the 

organization is positive. That means putting emphasis on how the organization is doing well 

today, what recent successes have been and the advantages that the organization has over its 

competitors. On the contrary, if the change is based on negative happening then it is difficult 

to apply the change and make it successful (Franklin, 2014). 

According to Franklin (2014), many studies showed that creating a positive environment will 

increase levels of productivity and problem solving. This is important to change since many 

of the problems and situations have not been present before and are new to the organization. 

What characterizes a positive environment? Franklin (2014) says that it is people, among 

others, being more creative, more open minded towards new information, and greater ability 

to show empathy against other which in turn results in less conflict. 

Other than building a proper environment it is also important to have an effective change 

manager/leader that can guide and motivate the personnel as their motivation and confidence 

drop due to the change. 

3.10 Summary of the theoretical study 

The findings of the theoretical study are summarized in a SWOT- analysis.  Table 1 is based 

on the interviews concerning the benefits and drawbacks of changes in the organization, and 

potential opportunities and threats.  
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Table 1: Results of the theoretical study 

4. Nelly.com 

We have taken part of internal documents provided from Nelly.com. These include statistical 

data from questionnaires and other documents such as project proposals and planning for the 

change. These documents can be found in the Appendix A-C for further information.  

 

Nelly.com is currently the leading online shop for clothing, beauty, cosmetics and accessories 

in the Scandinavian countries. The company was founded year 2004 by JarnoVanhatapio, 

which back then was only a small online shop for underwear with the business being carried 

out in a small apartment.  Today the company’s turnover is around 900 million SEK and the 

head office is located in Borås (Tilly, 2013). 

 

The reasons behind its success are many.  In 2011 in an interview for the magazine 

entreprenor.sethe former CEO of Nelly.com stated that the factors behind the success were 

fast delivery to customers, good customer service and a wide selection (Stenberg, 2011). 

These factors seem to still be valid today and one factor that is of particular interest is the 

customer service. The company measures its customer service performances according to a 

• Resistance

• Costly  to change system

•Adding new features to the 
system in the future is 
expensive

•Changes in customer 
expecatations and behaviour 

• Market demand 

•Expansion

•Competitive advantage

•Negative response

•Weak support by the 
participants

•Faster system

•More contact channels 

•Increased customer 
satisfaction

•Long term cost savings

Strengths Weaknesses

Threats
Opportunities
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few indexes such as NPI and according to these measurements the customers are satisfied 

with the service they receive today. However since the company is striving for continuous 

improvement, and some insufficiencies were detected, such as missing functionalities in the 

current systems, a workshop was carried out in 23th April 2014 by its parent 

company,  CDON Group. The results of the workshop were that an additional project needed 

to be carried out in order to overlook the alternatives to find a collectively purchase system as 

communication platform. The project was carried out by CDON Group with all of its 

associated companies (see Appendix B). 

 

 

 

Figure 8:Organizational structure at CDON Group.  

Nelly.com under the section “fashion” (CDON Group, 2010) 

On the workshop it was agreed to set the following goals for the common platform: 

 

 Increased customer satisfaction which could be measured and could be compared 

between the associated companies. 

 Decrease costs for the system and personnel and this should be done by: 

 

1.    Decrease incoming emails 

2.    Decrease the cost per email 

3.    Both staffing right and at the right time 

4.    Rationalize communication with the customer 

5.    Getting better price by collective purchasing (of the system)  
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With the input from CDON Group, Nelly.com was forced into implementing a new customer 

service system, which was actually needed since there has occurred new technology and new 

channels of communication on the market(see Appendix B) Today, Nelly.com are offering 

customers customer service through e-mail, chat, social media (foremost Facebook) and also 

phone calls, however the customer service does not have a phone number that the customers 

can call. Instead they can only leave a message at the chat or email saying that they want the 

customer service to call them (see appendix C). 

 

The vision for Nelly.com customer service is that all of their Nelly.com Scandinavia 

customers shall experience the customer service as: 

 

·         Fast 

- Answer as fast as possible and only up to 6-10 minutes waiting time on e-

mails. The live channels should however deliver an answer as soon as 

possible. 

·         Simple 

- The solution to the problem should be rather simple and the customer 

should be able to choose through what channel to contact the customer 

service. It would be optimal if the customer service would solve the 

problem before the customers discover the problem themselves. 

·         “WOW” 

- The customer service shall surprise the customers and outperform their 

expectations. 

·         Personal 

- The meeting with the customer service shall feel personal. Nelly.com 

should know their customers. 

·         Prestigeless 

- The customer service should never win against a customer but always 

work towards winning with the customers (see Appendix C).  
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The new system is expected to help the customer service to reach the above mentioned 

visions. In the new system phone calls will be incorporated which will allow the customers to 

get in contact with Nelly.com directly. Also, the new system will integrate all the small 

system which is being used to for instance for checking the order status and handling 

economy part. It is believed that this integration will simplify and shorten the processing time 

for each e-mail since information is now easily handled and in one single system instead of 

many separate ones. In the long term it will be possible for the customers to have video calls 

with the customer service and show the product directly to the customer service, for instance 

when reclamations are to be made. The company will also invest into something called 

proactive chat which gives the customer service the opportunity to discover the problem 

before the customers does. It is believed that this in long term will affect the degree of 

returned orders positively (see Appendix C).The customer service at Nelly.com consists of 

three sections. 

 

1. Nelly.com -  the part of the website selling female products 

2. NLMAN - the part of the company selling male products 

3. Members - website where the members get up to 80% or the selling price of products. 

 

5. Empirical study 

The empirical part of this study was to find out what the potential internal problems could be 

in order to sequentially find theoretical explanations and solutions for these problems. The 

persuasion was that the project leader from Tieto responsible for the systems implementation 

at Nelly.com could provide a decent groundwork for where internal problems existed. It was 

decided to start the interviews this way since Tieto is a company constantly working with 

systems change and therefore useful and reliable information could be gathered.  
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After the interview with Tieto, the goal was to obtain a dialogue with the customer service 

manager (CSM) at Nelly.com in order to see if both parties shared the same thoughts. It is 

worth mentioning that the customer service manager had participated in implementation of 

new system before in his carrier and therefore this interview was seen as being same as 

interviewing several companies. 

5.1  Case studies 

Interviews have been held at Nelly.com, together with the customer service manager. The 

focus has been on the current situations followed by the organizational structure and expected 

outcomes for the implementation of the system, Genesys. Furthermore several companies 

have been asked for an interview in order to get an overview of internal problems that has 

been encountered within customer service. These have not been narrowed down into any 

particular companies but emphasized merely on the part where the customer service area is 

included. The aim was to be able to obtain real-life examples of possible internal problems 

that could occur and make a comparison with the theory. The interview questions can be 

found in Appendix D and E. 

 

5.1.1  Difficulties and potential risks when changing systems 

Tieto is the company that implements the customer service system, Genesys, prior to the 

implementation that will take place at Nelly.com. As the customer service manager believes, 

there are some risks in changing systems. Employees would rather want to keep the old 

system and do not want to change the work routines into new ones. Also, the system change is 

costly. On the other hand, according to the CSM, the company would see it as a challenge and 

a way to meet customers’ needs more effectively. 

According to the timetable, setting up the network has taken more time than expected and 

there are problems in the phone connection. Furthermore, there are delays from the supplier. 

Technical problems might occur when implementing the new system, but all the steps have 

been done before so there is a solution to that.Not much emphasis has been on employee 

involvement, but rather on the implementation itself.  

  

http://nelly.com/
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5.1.2  UsingGenesys as a system and dealing with changes 

The pharmaceutical industry, Apoteket, is currently using Genesys, which has been utilized 

for at least 5 years, and more functions have been added since then. Apoteket has now more 

channels which contain not only telephony and mail, but in the past two years, app and chat 

were implemented. This change meant that everything that could be done in the phone could 

now be managed through the app. 

 

All services for the entire organization go through and are distributed among a total of 100 

employees working with the customer service, and not to the ‘stores’ itself. The CSM 

concludes it to be around 4000 errands on a daily basis, which includes all the channels. 

 

A major change that was done, and had impacted Apoteket to a great extent, was the opening 

hours that were changed. Customer service was no longer available 24/7, and this was 

negatively responded by the employees. Fewer channels were utilized when working night-

shifts and more errands were received per hour. This was perceived in a negative way from 

the beginning, and employees gave notice to leave. Such big changes in the customer service 

were made among the managers. Therefore, employees were not involved in giving their 

opinions.  

 

Employees were informed by the union representatives, followed by information meetings. 

These were both made in a larger information session using SWOT-analysis, current situation, 

and what will happen onwards, and then information was provided in the smaller teams. 

 

Overall, according to the CSM, Apoteket is very flexible towards change. From past 

experiences, it is recommended that the more involvement there is, the easier it may be. 

Furthermore, Genesys is said to be an extremely good system when it is difficult to make 

changes that is not included in the platform, since it is expensive. Although Genesys is better 

suited for companies with larger channels with more incoming e-mails and calls, Apoteket is 

closely on the verge of reaching it. 
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5.1.3  Current situation at the company 

A few interviews were executed with the customer service manager at Nelly.com with the 

objective of finding out what the current situation was like and how the system worked. It was 

important to get an overlook of what the system looked like today and have some integration 

with the employees working with the system. At this meeting, the manager was present and 

helped with brainstorming the current situation and what the different steps of the 

implementation were going to be. The structure of this meeting was “unstructured 

interview”with an informative type and although there were not any prepared questions, the 

vision of this interview was clear - to find out where to look for the problems. This benefited 

in the way that a clear picture was seen of who is doing what task, where the responsibility of 

the system change was placed, what the plans were for the future and how it has been going 

so far. Also, it was of interest to note how the customer service agents had been reacting 

(personnel). In addition to the first dialogue with the manager, there was also an interview 

with the customer experience agent, carried out shortly after. This person is also the one who 

is responsible for the workshops. The dialogue was concentrated in working with the 

personnel part of the integration where a questionnaire was going to take place in order to 

map the thoughts of other customer service agents working with the systems today. The same 

questionnaire is going to be carried out one year later after the new system has been 

implemented in order to make an evaluation of the new system. 

 

It also came to knowledge that the implementation of the new system was going to be delayed 

due to problems that had occurred with the tele-supplier. 

 

5.1.4  Preparing and implementing for change 

When it was decided that Nelly.com wanted the change to happen, the expectations of the 

employees were reduced in such a way that they were made aware of what problems could 

occur and that everything would not be perfect once. Nelly.com made the change gradually 

and divided them into two different phases. 
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The first phase, in which the company is currently at, concerns the utilization of the system, 

whereas the second phase will focus more on implementing more functions. For instance, this 

will enable them to add integrations and channels later on. According to the customer service 

manager, he does not agree that Genesys is too large. Nelly.com did not choose the system for 

the customer service agents, but for the customer. 
 

When carrying out the workshops for the employees, these were structured into groups 

containing between six and eight employees each. They received four questions that aimed to 

provide the answer of what problems they were encountering and what further improvements 

could be made. The customer service agent responsible for the workshops brainstormed each 

question together with the team in order for better understanding and to not be misled by own 

interpretations. The reactions from the employees concerning the change were positive.  

According to the CSM being a fashion industry requires them to conform to changes in a 

rapid manner. Therefore, Nelly.com is inclined to adapt to changes and be flexible, which is 

why the emphasis of the employees is important to involve. 

5.1.5  Plans for the implementation 

After a better insight of the company and further discussions with the group, more questions 

were raised to the customer service manager. A broader understanding of the internal risks 

and personnel were given. 
 

Since it was known that the implementation of the system was going to be delayed, the 

customer service manager pointed out that the company did not want to inform the customer 

service agents about the change yet. The reason for this was that if information was spread 

about the new system right away, there would be dissatisfaction against the new system 

already before the actual start. There are in total 30 employees working full time as customer 

service agents at Nelly.com, NLYMAN and Members and the new system will firstly be 

implemented at NLYMAN and the reason is that there are only a few working there. It is 

believed that the implementation would be easier to handle this way. Besides, potential 

problems will be discovered which can be taken into consideration when implementing at the 

bigger section, Nelly.com.  
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Further preparation will be carried out by the customer experience agent, to take control and 

assure that everything is working out the way it is planned with the personnel. Workshops and 

educations will also be taken care of, and will be executed before implementing the new 

system. Until now only a questionnaire has been carried out in order to map the thoughts and 

gather comments on how the customer service agents are experiencing the current system. 

Moreover, the role of the customer experience agent is to make the personnel accept the 

change. 
 

According to the CSM, they have been talking to people and making sure that the new 

implementation is visible. The response which has been received is that people seem to have a 

positive mindset toward the new system believing the reasons behind is that the current 

system has recently been causing inconvenience. For instance the chat function which has 

been out of operation for several days has condemned to annoyance among the customer 

service agents. The manager believes that the timing was accurate and that the problems have 

indirectly helped the section in convincing people that a new system is needed. Apart from 

that, the manager has been telling that problems will occur so that people do not expect 

perfection. Also a new date for the implementation has been set, 26th of April.  

 

Previously, the manager has worked with eight different implementations and therefore has a 

lot of experience in the field of change management. One conclusion based on the experience 

was that all personnel seemed to have the same reaction to change: to get “scared” and try to 

work the same way as before and that leads to decreased productivity. Therefore, the main 

thing is getting employees out of the habit of working the way they are used to and instead 

adapt the new way of working. 

 

Lastly, there was a firm belief that less should be promised to the personnel since if the 

expectations are high at the beginning, this will lead to high expectation and thus 

disappointment later on if something does not go as planned. The strategy is to promise less 

and deliver more. 
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5.1.6  Real life examples of collapsing/dissatisfied changes 

In Ica Banken, there are several customer services taking care of different functions of the 

company. There are for instance several functions such as customer service for housing 

mortgage loans, Ica cards etc. Special services are also offered, among others the Swedish 

migration board, correctional system, and the University of Borås. The customer service 

manager has had a lot of knowledge about the organization as a whole, and around ten years 

of work experience at Ica Banken.  
 

There are 80-100 employees in total working temporary or full-time, including students that 

are hired through a recruitment company. The workplaces are divided into a small “island” 

with around ten workplaces in total. Since the building that the customer service is held in is 

in an old regiment, with big walls, it forced the customer service to have these “small 

islands”. Therefore the structure cannot be changed. The manager points out that perhaps it 

would have been better to merge the workplace into one large to get the personnel more 

uniting.  
 

Today there are several systems used for the different channels, such as a telephony system 

and an email system. The goal is to merge all of the systems into one single, preferably into 

Centrica. Today there are different channels by which customer can contact the company, 

Facebook, mail, FAQ and telephony.  

 

Not long ago, a new automatic customer service was implemented with the intention of letting 

the customers choose the right options for their case by choosing a certain number on the 

phone. The goal of this purpose was to sort and structure the calls so the right department 

would receive the right calls, however this was not successful. Another implementation with 

significant importance was a new customer meeting policy that changed the way a dialogue 

started. Previously the customer service agents had to only introduce first names when 

answering calls, now both first name and surname needed to be presented. The reason was to 

reach higher credence from the customers. The reaction to this change was negative and the 

idea was not accepted. The personnel reacted by saying that the introduction of the calls 

would be too long or that it was too troublesome. From the manager’s point of view, the 

benefits of the change could not be seen and the personnel felt the same. The manager pointed 

out that the majority of the personnel do not see the benefits of the change and neither does 
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she. In addition there has not been any informative meeting or introduction of the new 

changes to the personnel. 

Changes in this company occur with little marginal and there is no time for preparing the 

personnel for changes. According to the manager, some changes are not carefully prepared 

and there have been more of these kinds of changes since the new CEO and new executives 

have acceded wanting to have changes and results as prompt as possible. Furthermore, it is 

believed that the changes are necessary in order to stay competitive on the fast changing 

market. However what must be changed is the organization since it is not fully prepared for 

dealing with many changes at the same time, and also an organizational change needs to be 

considered. 
 

Moreover, the communication of information is poor even though there is a person 

accountable for the quality of the information being sent out. This person should also assure 

that the right information is being sent out to right recipient in the organization.  

 

Majority of the big changes are informed through mass email and the manager believes it is 

not as efficient since you cannot check everything. This means that the inter-organizational 

information sharing does not operate as it should, it is not coordinated. Also, a lot of 

complaints are present from the personnel side concerning the constant changes. The manager 

argues that informative meetings cannot be planned spontaneously as the new changes come 

about since it is too time consuming. Something that has to be changed is the attitude of the 

personnel towards the constant and unpredictable changes. Due to the fast changes, the 

personnel does sometimes not receive the right information at the same time and there are 

several cases in which the customer has gotten the wrong answer or in some cases even 

received two different kind of information from two different customer service managers. One 

thing the manager noticed, and which was worth mentioning, was that much of the complaints 

of the current changes does not go directly to the customer service managers or similar 

positions. The personnel rather talk with each other and complain to each other about the 

situation they are in. Lastly, currently there is no system where all the updates and changes 

are being published so that the personnel in question can get hold of it. The manager believed 

that the responsibility lays on the personnel and that they have to find the appropriate 

information in order to complete their work. 
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5.1.7 Organizational change from an academic perspective 

In order to get a different overview regarding change, interviews were also held together with 

individuals that have worked with organizational change, or change management. 

5.1.7.1 Employee involvement 

 

A university lecturer at University of Borås has formerly worked as a psychologist and 

coordinated consulting and training activities for workgroups and workplaces that wanted to 

improve the psychosocial work environment. Today, he has worked at the university for more 

than 20 years and has lately been educating students in courses such as ‘Change management 

and Psychology’ (University of Borås, 2013).  
 

According to him, companies should prepare and involve its employeesalready in the 

beginning of the process during changes. He says that “If they do not “own” the change, you 

cannot expect anything else. Change takes time. You need to work with a lot of discussions 

after making decisions as well. The board thinks that the decision making is like pushing a 

button but then the employees dance in a completely different way. It is naive.” 

 

If the employees always are negative, it can depend on a bad cooperating environment 

between the board and the employees, or lack of organization and leadership. Dissatisfaction 

can depend on something else rather than change, since they now can have anything physical 

that they can put their frustration on. 

5.1.7.2 Change is unique 

 

In one of the biggest universities in Sweden, a major change was implemented where the 

organization changed their structure in form of institutions and faculties. It was a turbulent 

time, especially as it lasted several years until it was finished, and the employees had no 

insight of what was going to happen from the start. This resulted into a negative impact of the 

change. The university lecturer stated that the result would not have had negative impact if the 

employees were involved. Therefore, it would have been better for them if they had received 

adequate information about the change.  
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Furthermore, the university lecturer emphasizes that big changes require constant 

improvements even after the change. The habits of people and their way of thinking is another 

factor important to consider, since they need to know what the purpose of change is and what 

they are working against. Every change depends on the organization itself because they are 

unique, and the use of techniques vary. It is difficult to specify what to do especially since 

every situation is different. The most important part is to talk with the employees in order to 

understand what differences exist and discuss how they can be handled. As a result, it would 

have been better in a general manner if employees were more involved concerning the change 

in order to find a common denominator. 

5.1.7.3 Transparency is crucial  

 

Typical behaviors that can be recognized among the personnel that are affected by the change 

are either resignation and questioning or understanding. According to the HR manager at 

Atlas Copco, the difference between the two behaviors depends on transparency of 

information and if the information on the change is made at an early step in the 

implementation or not. The experience of the HR manager is that it is important to inform 

about the purpose of the change and that the management are really clear with the stand point 

and why the change is necessary.  

 

Furthermore, it was important for the employees to feel that they could influence the change, 

by for instance taking a standpoint in the change. On the question ”why people are striving to 

work as they have done before and not in the new way” the HR manager responded that the 

reason behind was that the employees are not aware of why it is important to change the 

system or why changes must be made. The individual does not know what personal gains are 

obtained when accepting and finalizing the change. In addition, the change could sometime be 

neglected since it was too troublesome to finalize.  

 

Lastly, the opinion of the HR manager was that there are no differences between the results of 

the change if the employees are younger or middle age. The only importance was to have 

sufficient training and education of the new system. Besides, the purpose must be clear all the 

way through the change. 
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5.2 Summary of the empirical study 

In order to get a clear overview of the findings, the results of the empirical studies were 

summarized in the table below for easier overview for the reader. Internal problems take were 

mentioned at least one time during the interview were taken into account and the source of 

information. By doing this, we can see which internal problem that were mentioned mostly 

and thereby draw a conclusion.  

 

Table 2: Internal problems according to the interviews 

 

The problem that was mentioned by all but one of the interviewees was employee 

involvement that is that the efficiency of a systems change is mostly dependent on the level of 

employee involvement. For instance, how the employees are involved in the decision making, 

in workshops and other activities from start and if they can participate with their own 

opinions.Insufficient education and information was the next most commonly mentioned 

 

 

Company/ 

Academic 

Internal problems for inefficient system changes 

Employee 

involvement  

Insufficient 

education 

Resistance in the 

new ways of 

working 

Technical 

issues  

False 

expectation 

Lack of 

information 

Apoteket X      

Tieto X   X X  

CSM at 

Nelly.com 

X  X    

CSM at ICA 

Banken 

 X X   X 

University 

lecturer at 

University in 

Borås 

X     X 

Atlas X X    X 

University 

Lecturer at 

one of Sweden’s 

biggest 

Universities 

X X    X 
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problem and includes the education of the new system and if employees do get any valuable 

information on how to use the new system. Lastly, the majority of the interviewees believed 

that not telling the employees about the change already from the start would cause a less 

supportive environment and lead to resistance towards the change. The employees would also 

feel less involved and the emotional sense was very important. 

Seeing it from Knoster, Villa, and Thousand’s framework (Casali, 2015), table 3 describes the 

thinking about systems change. This has been adapted to highlight possible scenarios of what 

can happen when there is a missing piece that can affect the change. Although change can still 

be obtained without these steps, it is important to consider various aspects that can enable the 

company to reach its full potential (Casali, 2015). 

 

Table 3:Framework for thinking about Systems Change (Knoster, Villa & Thousand, 2000) 
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6. Discussion 

6.1 Results 

The result of the study shows that there is clear connection between the level of employee 

involvement and the level of efficiency when changing to a new system. Involving the 

employees already from the start will allow them to feel more connected and important. By 

encouraging the employees you get a stronger support for the change and the employees gets 

more positive towards the change. Successful changes are characterized with mutual trust, 

substantial training and committed leadership through the change. Something that is just as 

important is using workshops and other activities in order to involve the employees from the 

start and letting them participate with their opinion. Often, the knowledge and information 

that we seek for the change is in the eye of the employees since it is them who are working 

with the system on a daily basis. Other internal problems which may hinder the company in 

reaching their goals are communication, management involvement and the way the system is 

implemented. Should the system be implemented all at once or part by part?  

 

6.2 Result evaluation 

6.2.1 Internal problems 

As can be seen from the case studies, the major internal problem that was found when 

changing systems within customer service was organizational change. Based on the 

experiences from customer service managers, we could see that the employee involvement 

played a huge role. From the companies that were interviewed, ICA Banken and Apoteket, 

there was a negative response among the employees who were not involved throughout the 

change process. In ICA Banken, holding informative meetings were considered to be too time 

consuming from the manager’s perspective, especially when fast decisions needed to be taken 

constantly. Consequently this led to receiving less updated information when helping the 

customer. Furthermore, instead of giving feedback on what improvements could be made 

regarding the change, employees complained to each other instead.  
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Similar decisions were made in Apoteket where big changes in the customer service were 

made among the managers. However, the customer service manager agrees that the more the 

employees are involved, the easier the process will be. 

 

On the contrary, Nelly.com who had involved their employees throughout the entire process 

with workshops and information meetings received positive feedback despite some issues that 

still occur with the new system, Genesys. We believe that participation of the employees is an 

important factor, in order for them to feel that they are providing something valuable to the 

company, and that their opinions matter.  

 

Franklin (2014) supports the fact that having an organization that is positive towards change 

makes it easier and acceptable. Many studies have showed that the resulting factor increases 

the levels of problem-solving and productivity. This is especially important to achieve since 

many of the problems and situations have not been present before and are new to the 

organization. If the change is based on a negative aspect, it becomes more difficult to apply 

the change and make it successful (Franklin, 2014), as can be seen from the other case studies 

that they have encountered. Hence there is more to it than merely changing system and 

equipment needed to accomplish the goal of the company. Managers have to lead the 

personnel in the way they are working to be able to change from the current habits to new 

habits (Cameron, Green, 2012). 

 

Therefore as the customer service manager in Nelly.com believes, Kadiyala and Kleiner 

(2005) also agree that communication does play a key role for running a successful business. 

Also Franklin (2014) states that the key to make change happen is the relationships between 

employees and the ability of leaders to influence and motivate the personnel in order to have 

successful change. The change will not happen if people are forced into participation. This is 

what Nelly.com believes as well.  

 

Ultimately, when comparing the factors included when changing system in Nelly.com with 

the critical success factors for an ERP system in Nah and Lau’s (2001) research, we found 

that almostallof them were present at the company. The reason for the application of the 

success factors the in the change of customer service system is that both ERP and the 

customer service system deals with some form of system and complexity.  
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The eleven critical success factors were the following once again: 

 

1. ERP teamwork and composition 

2. Change management program and culture 

3. Top management support 

4. Business plan and vision 

5. Business process reengineering with minimum customization 

6. Project management 

7. Monitoring and evaluation of performance 

8. Effective communication 

9. Software development, testing and troubleshooting 

10. Project champion 

11. Appropriate business and IT legacy systems 

6.2.2 Technological aspect 

We came across two different opinions concerning the use of Genesys. Nelly.com does not 

experience it as a system that is better suited for companies with more incoming e-mails and 

calls, but focuses rather on what is best adapted to the customer’s needs. In comparison to the 

opinion of Apoteket, it is the opposite. However it is recommended when it is difficult to 

make changes that is not included in the platform, such as adding extra functions. Our 

assumption of their opinions may depend on the type of branch since Nelly.com is working 

within fashion industry whilst Apoteket is a pharmaceutical industry. 

 

As stated by Huang et al (2003), companies concentrate more on the technical views and give 

less attention to the changed management elements. This is the opposite in Nelly.com’s case. 

The company emphasized the importance of involving their employees rather than on the 

technical views first. The managers used the suggestions that the employees put forward in 

order to make the change in the best possible way. This is supported by Davenport (1994) 

who emphasizes the opposite of Huang’s statements. He says that the most important part of 

implementing a new IT system is to focus on human factors, since even the best suited IT 

systems fail when this side of the implementation does not comply with the technological 

part. Therefore it is not merely about focusing on this aspect. 
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Additionally Kadiyala&Kleiner (2005) explains that before implementing a system, an 

analysis is important to perform. It is stated that businesses need to customize the systems to 

better match the company’s requirements and to better satisfy its customers’ needs. Nelly.com 

has followed the same pattern, by choosing Genesys as a customer service system, which 

would give benefits for both the employees and the customers. 

 

Franklin (2014) believes that the result of combining benefits, acceptance and requirements, 

and how it is applied in a company affects the outcome of the change. Employees approve a 

change as valid once they recognize the purpose of the change and how it can contribute to 

more beneficial ways. Furthermore, he considers that people tend to respond based on 

emotions rather than on logical sense, which has been seen in previous change experiences. 

The more a person is emotionally connected to the work, the more difficult it will be to 

acknowledge the need of change. Therefore in Nelly.com’s case, involving employees in 

providing their opinions of further improvements helped lead to a change they could accept. 

 

6.2.3 Application to other companies 

Since we used different businesses in the literature and also comparing different business 

using customer service we believe that the results can be applied in other sectors as well. The 

biggest concern is not in what kind of business we are operating rather who is affected by the 

system change, and majority of the time it is the personnel. 

 

Furthermore, we consider that product markets and consumer groups do not play a role in the 

application of this thesis for other companies. This is because the change happens internally, 

which therefore depends more on the technological aspect and the involvement of 

management and employees. Thus the results can be generalized as seen from the case studies 

where different business sectors participated. In brief, we believe that the results can be used 

in other customer services as well, independently of the concern in which they are operating. 
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Concerning the technological aspect, it does not contribute a lot to the internal problems and 

neither does it have a large impact on the efficiency of the systems change. The reason behind 

this is that the technology is to a great extent based on external factors, that is the IT 

company. Whereas how the system will be used and if it will be used efficiently is mostly 

dependent on the personnel and other internal problems as mentioned in the end of this 

chapter.  

 

The study that was done in Nelly.com, with the intention of mapping the thoughts and ideas 

of the current system by the personnel working with the system, showed that many of them 

realized that a change was needed since the system is somewhat complicated to use and not 

up to date. This can be a clear sign that the personnel are conscious about the changes since 

they agree on the fact that the old system is not good enough. 

 

6.2.4 Limitations 

One of the limitations we encountered while doing the case studies was not having as much 

knowledge as the managers and some of the employees. Therefore we tried to have as much 

interviews as the time frame allowed by not only interviewing experienced managers but also 

professional academics in the field of change management.  

 

The study was mainly carried out and examined from a company perspective with the focus 

on internal problems, according to the limitations. Since the time frame for Nelly.com had 

been changed due to problems with the tele communicator operator, we thought that we 

would not take part of the staff working with the new system. However, since the 

implementation was carried out precisely before the deadline for the thesis we had the fortune 

to take part of the new system at NLYMAN and see the reaction of the personnel working 

there. 
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6.3 Method evaluation 

6.3.1 Literature study 

The main purpose of the literature study was to find suitable literature and theories on the 

subject of organizational change and also former case studies or real life examples of either 

change in IT, ERP or MRP. The decision of searching in these fields was because since these 

fields were considered to be very much linked to the one of customer service systems 

concerning their structure and steps. Another reason for choosing literature on MRP and ERP 

was since there was not a lot of previous study to be found on specifically customer service 

systems. However, an approach was made in minimizing the bias on MRP and ERP systems 

by choosing literature that is closely connected to the customer service systems. By looking at 

the few articles and books that were addressing customer service systems/IT-systems, it was 

noticed that the main focus was on the same factors, namely employee involvement 

communication, and management involvement. 

 

The most significant issue was when looking for adequate literature was to find articles, books 

and previous studies that had a primary focus on customer service or customer service 

systems. We believe that this is since the field is particularly new and has been brought to 

attention in the recent decade, although the IT has been observed for a few decades. The focus 

was on trying to collect as recent information as possible however some old articles were used 

since they agreed with the same ideas and conclusions as the most recent data. Some 

information were provided from years such as 1966, 1986, 1994 etc., to give the reader  an 

understanding that what was important then are still important and can be implemented today.  

 

There was one article “Implementing a customer service policy (in-company)” used as a 

reference since the author wanted to remain anonymous. Therefore ‘ibid’ was used throughout 

where information from the author was used. We chose to include this article since it was in 

the International Journal of Bank Marketing, meaning its information is accepted and can be 

used in further studies. Although it was meant to use as few secondary sources as possible, in 

some information secondary sources were used to not “twist” the meaning of the content that 

the author provided and wanted to emphasize. 
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6.3.2 Interviews 

We have thought about the way the interviews were held and that there could have been an 

improvement by first sending out the questions to the person that was going to be interviewed, 

letting the person prepare for the question and name what the main focus was. In the 

beginning some of the interviews were conducted in order to obtain a general picture of the 

real life and compare this with the literature. This was believed to be very helpful in finding 

and confirming the assumption that we had.  

 

6.3.3 Method improvements 

If the thesis could have been expanded to a larger area, its focus would not solely be on 

customer service system, rather how employees were reacting and dealing with changes at 

different business sectors. An interesting field to study would perhaps been to see how new, 

modern, versus old conservative business were handling changes. Another area of 

improvement could be to just focus on personal interviews and incorporate additional 

customer services in order to compare the results better. Also, it would have been more 

beneficial if we could follow the project in Nelly.com from the very start to the end, however 

the time did not allow that. During the time of the project’s start to the end, the focus would 

have been on following how the information was shared, and if meetings and workshops were 

held. That would allow us to see for ourselves how the personnel is actually working and 

where the real problems may occur.  

 

6.4 Potentials for further research 

An interesting area of improvement which was discovered was the more modern companies 

such as Nelly.com and Apoteket were more used to change and the attitude toward change 

was far more positive and acceptable than in for instance the industry of banks. An 

assumption made from this observation was that perhaps the old and conservative businesses, 

for instance the one in which banks are included have this environment of stability and 

vulnerable approach towards change. Whether or not this is true is questionable, but it would 

be an interesting and perhaps useful area for further study. If it was to be connected with our 
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thesis then the methods part would have looked different since the companies would have 

been divided according to the industry they belonged to.  

 

Other participant that can benefit from the study other than managers and companies that are 

dealing with the change are the IT-companies that are implementing the system. In this thesis 

Tieto was the IT-company concerned and a way for them to for example benefit from this 

study is to work on the support for companies to deal with the employee involvement and 

education of the system in order to help the company to implement the system efficiently. 

Additionally, this can help the IT-companies in gaining a competitive advantage and offering 

their customer something that the competitors do not supply. 

Lastly, a distinction can be made between implementation in small organizations versus 

implementation in large organizations and if it differs in how the change of customer service 

system are implemented. Also, it would be interesting to do a closer research to see if there is 

any difference between system changes in the customer services or other system such as ERP.  

 

6.5 Evaluation of Nelly.com performance 

Since Nelly.com did stick to the basic principles of involving their employees during the 

implementation by informing and carrying out workshops, most of the internal problems 

which could occur were reduced. According to the customer service manager, the employees 

were involved already from the start when the new system was going to be developed which 

benefited the company by getting the staff involved. A suggestion would have been to carry 

out additional educational workshop other than the usual workshop that was held with the aim 

of collecting the opinions of the employees. As Davenport (1994) stated, the introduction of 

new IT-technology does not automatically change the behavior of the personnel, in contrary, 

it strengthens the usual behavior. This means that managers must do something else rather 

than changing the equipment. A suggestion is to switch towards a more human-oriented 

process rather than an IT-based process with less focus on the program itself and more focus 

on the actual human working behind the process. From the interviews with the different staff 

at Nelly.com it was noticed that the main topic was the focus on how the new system work 

and where to click to get the right information. This was not only case for Nelly.com, but at 

some other interviewed companies as well. Having additional workshops and educations for 

the staff would create a more supportive environment towards the change and the staff would 
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also come closer to sharing the common view and visions of the change. According to 

Franklin (2014), the creation of a supportive environment would benefit the company when 

working with changes in the future since changes will be easier to handle in the organization. 

 

7. Conclusion 

As the purpose of this thesis was to find out how companies can change to new customer 

service systems in a more efficient way and avoid internal problems that could be 

encountered, it has been concluded that the characteristics of organizational change involve 

employee involvement, and resistance in new ways of working, among others. This could be 

seen from the theory, and from the interviews conducted in various companies with customer 

service, independently of the concern in which they are operating. These showed that the 

information from both sources also majorly agreed with each other. 

The main finding in the psychological aspects was the clear connection between the employee 

involvement and the level of efficiency when changing to a new system. Whereas in the 

technological aspect, the technology is based on external factors and does not have a large 

impact of the efficiency of systems change where the usage and efficiency of the system is 

dependent on internal problems such as personnel. 

Overcoming this challenge means to recognize these internal problems and that people’s 

reaction to change is often based on emotional sense rather than logical. Thus it is of 

importance to encourage the employees, and making them feel more connected and involved 

from the start, to obtain a positive environment and stronger support for the change. 

Ultimately this study can be applied generally to companies as the internal problems found 

were a common denominator for all of them.  

 

By overviewing the benefits that result from implementing a new customer service it is 

concluded that it might be costly to implement and requires a lot of planning but in the long-

term it contributes to increased customer service, and better customer value. 
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Appendix B–CDON Group Project Proposal 
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Appendix C - Nelly.com, PowerPoint presentation 
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Appendix D – Interview questions academics 

 Det vi vill få reda på är hur företag ska agera när de ska introducera och jobba med 

förändringar. 

 Hur ska de förbereda personalen för att arbetet ska bli så effektivt som möjligt?  

 Har du tidigare erfarenhet av stora förändringar av stor betydelse? 

 Vilka reaktioner/beteende är vanliga hos de anställda när större förändringar 

introduceras och ska genomföras?  

 Tycker du att företag ska förbereda sina anställda på förändringar som kan ske eller 

tycker du att det finns risk för att dem kan ha förväntningar som kan leda till 

besvikelse? 

 Baserad på tidigare intervjuer strävar anställda efter att jobba i gamla rutiner och inte 

på hur de ska jobba efter förändringen. Vad kan detta bero på och vad kan man göra 

för att undvika detta? Varför tror du att anställda reagerar negative på förändringar 

som till exempel att de tyckte det var dåligt och ogenomtänkt. 

 På ett av företagen som intervjuades sa de att nya förändringar och implementationer 

sker hela tiden hos dem, och att deras anställda reagerar negativt på förändringarna. Vi 

hade en tanke att det kan bero på människor som inte har fått tillräcklig med 

information angående vad det faktiskt är som ska hända och kan därför inte gilla 

förändringen. Varför tror du att det är så? 
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Appendix E – Interview questions companies 

 How does the current situation look like? 

 Can you tell us how your business is running? 

 How many employees are there in customer service?  

 How does the structure with employees; chiefs, managers, personnel look like? 

 What customer service system do you use? What contact channel do you use today?  

 Is there any channel you would like to add? 

 How is the current system working? 

 Who decides what changes are going to be made? 

 How do you inform the employees that changes will take place?  

 Are the employees positive or negative to changes?  

 Can you give examples of typical behavior?  

 Thereafter follow-up questions were asked depending on the answers from the person 

interviewed. 
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