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Abstract

To stay competitive, organizations look to IT systems such as ERPs to assist them in their
business goals. While there are organization-wide benefits available for organizations that
successfully implement ERPs, the associated risks are great, and many challenges threaten to
harm the process. While there are many success factors for implementation success, this paper
focus on the aspect of communication in ERP implementations, specifically that between
implementing consultants and the target organization. There is a lack of research on the area
of communication in ERP implementations, especially from the viewpoint of the
implementing consultants. The purpose of this paper is to better understand the role of
communication in ERP implementations, and further build upon the existing body of research.
Two main research questions are formulated, aiming to find out if communication is
important for ERP implementations and what effective communication is. Secondly, this
paper seeks to identify the main challenges as perceived by implementing ERP consultants,
and how communication can aid in overcoming these. This paper adopts a qualitative research
methodology, with semi-structured interviews held with the respondents. Key findings of this
paper are the definition of effective communication as primarily fast, correct, well-timed,
open-ended, and tailored to the recipient. Furthermore, communication method and
communication content are both important to the quality and effectiveness of communication.
Communication is however a challenging task for all stakeholders and demands everyone’s
dedication of time and resources. Secondly, the most important challenges identified are
setting, managing, and realizing expectations, which can be addressed through clear and
thorough communication from the start. Moreover, user acceptance is recognized as a highly
challenging aspect of implementations, which can be helped through proper communication
and guidance from the implementing consultant to all affected stakeholders, as to ensure
dedication. Conflict is another challenge that is commonly viewed as exclusively negative.
This paper challenges this idea, arguing that conflict can be fruitful under certain
circumstances. When conflict is negative, it often stems from poor communication, and can
be solved by effective communication. Also, personal chemistry and unclear project roles are
identified challenges for which communication might help. In conclusion, communication has
an important role to play in implementations, and can aid in overcoming many frequently
encountered challenges.
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1 Introduction

The introduction of this paper is split into four parts. The background serves to introduce the
topic, giving some background to important concepts as well as motivating the importance of
the topic. Furthermore, the background section highlights some of the common themes that
have been found to impact implementation success overall. In the Related research section,
this paper accounts for some of the research that has previously been conducted on ERP
implementations and the link to communication specifically. Also, this section serves to
highlight how this paper sets itself aside from what has previously been studied. The Problem
discussion discuss the perceived problem and positions this paper in terms of why it’s needed,
leading up to the Problem statement, purpose, and research question.

1.1 Background

In today’s IT business landscape, instant accessibility and overall optimization of business
processes are more important than ever. To facilitate these demands, cross-departmental
cooperation and information sharing is paramount (Avvaru, Bruno, Chiabert, & Traini, 2020).
To stay competitive and keep up the pace with constantly changing demands and innovation,
companies look to IT systems to assist them in their business goals. Enterprise Resource
Planning (ERP) are IT systems consisting of several integrated business management
software’s that allow companies to not only collect data and information, but to appropriately
store, manage, access, and make use of the information within an organization (Davenport,
1998). An ERP system consists of ERP modules that make up the different business
departments such as sales, production, distribution, HR, and logistics, to name a few. The
modules of an ERP system are entirely dependent on the needs of the organization,
incorporating the modules that are of use in a specific company (Tota, Govindaraju, &
Amaranti, 2016). The acronym Enterprise Resource Planning was first coined in 1990 by
Gartner Group (Robert Jacobs & ‘Ted” Weston, 2007), who thought of ERP as a logical
upgrade of the contemporary Manufacturing Resource Planning Il systems. This is referred to
as the first era of ERP. According to Gartner (Meulen, 2020), ERP is now in its fourth era,
having changed and evolved ever since the initial coining of ERP. ERP is no longer merely a
technology that businesses make use of, but a business strategy in and of itself.

Two important concepts that will be commonly used within this paper are “Challenge” and
“Effective”. We wish to define these concepts beforehand to increase understanding of this
paper. This paper defines effective as something, for example an act, being done well,
producing or achieving the intended result or effect. Furthermore, in this paper, a challenge is
defined as a circumstance, a situation, or an obstacle that require effort of those involved to be
successfully overcome.

As the importance of making use of ERP systems have increased (Johansson & Newman,
2010; Rollender, 2021), the risks that come with investing in them and implementing them are
becoming more obvious. According to Gartner, somewhere between 55 % and 75 % of ERP
implementation projects are considered unsuccessful due to them failing to deliver according
to the set objectives (Deloitte, 2021). According to another report by Panorama Consulting,
38 % of implementations in 2020 were over budget, with an average budget overrun of 66 %
(Panorama, 2020). Furthermore, Panorama Consulting found that 47 % of implementations
exceeded their timeline with an average of 33 %. These numbers might be hard to put in



context without any actual numbers, but there are several extreme cases in which failed ERP
implementations have had severe consequences. LeasePlan attempted an IT transformation
that were to take place in over 30 countries, with the implementation of an SAP system. The
project did not work out as planned, and in the end, the project was abandoned. The costs of
the project were close to $100 million. Hewlett-Packard’s attempt at centralizing their ERP
systems back in 2004, eventually came to be considered a failure. With associated costs of
about $160 million, Hewlett-Packard exceeded the estimated project cost about five times
(Fruhlinger, Wailgum, & Sayer, 2020). Lastly, FoxMeyer Drugs was once the fourth biggest
pharmaceutical provider in the US, worth upwards of $5 billion. After initiating an ERP
project in 1993, the company declared bankruptcy just three years later, in 1996, blaming
much of the failure on the ERP vendor, SAP, and the consulting firm hired to integrate the
system. Both SAP and Andersen consulting were sued for $500 million (Scott, 1999).

While the reasons for ERP implementation failures vary, there are some common themes.
Oftentimes, more than one reason can be found. Somers and Nelson (2004) identified 22
Critical success factors (CSF) in their work. Among those are top management support, user
training and education, and management of expectations. Umble, Haft, and Umble (2003) also
stress the importance of education and training of users, arguing that “If the employees do not
understand how a system works, they will invent their own processes using those parts of the
system they are able to manipulate” (p. 246). Furthermore, Umble et al. (2003) list the three
foremost reasons for ERP implementation failure as poor management and planning,
changing business goals during a project, and lack of top management support. Nah, Islam,
and Tan (2007) found that project management programs might be an important factor on the
success of ERP implementations. Project management programs work by setting realistic and
clear goals and making sure they are met. Furthermore, Nah et al. (2007) disagree with the
previously mentioned success factor top management, claiming it does not have any clear
impact on implementation success.

While there are many success factors and reasons for implementation failure mentioned
within the literature, this paper will focus on a factor not yet discussed, namely
communication. Communication is not only important as a factor in and of itself, but also as a
possible enabler of many of the other CSFs, and as an important tool to combat potential
implementation failure.

1.2 Related research

Several previous studies have touched on the subject of communication as an important part
of ERP implementations. Amoako-Gyampah (2004) compared the differences in perceptions
between managers and system users on ERP implementation relevant factors. Their findings
point to there being a gap between the managers perception and the user’s perception
regarding communication mechanisms. The paper does not, however, get into how
communication can affect the perceived usefulness of technology, of overall user acceptance,
or of user training.

Somers and Nelson (2004) highlight the importance of interdepartmental communication and
cooperation during implementation, and as being especially important in post-implementation.
Communication was considered as very important for dealing with user resistance. The focus
of this paper was, however, more directed towards understanding the activities and their
importance in relation to those involved and the ERP life cycle. The role of interdepartmental



collaboration and communication was also discussed by Ha and Ahn (2014), who found its
importance to be strong in regards to the continuous improvement of ERP systems.

Several papers have also identified communication as a critical success factor. Ngai, Law, and
Wat (2008) identified communication as one of 18 CSFs. Nah et al. (2007) had previously
identified enterprise-wide communication as key factors for ERP implementation success,
arguing that emphasis should be put on communication across the organizational functions
and departments. Bueno and Salmeron (2008) also identified communication as one of five
critical success factors that influence user acceptance of ERP systems. Similar to Bueno and
Salmeron (2008), Mayeh, Ramayah, and Mishra (2016), using Technology Acceptance Model
(TAM), studied communication, trust and absorptive capacity and its effects on willingness to
use ERP systems. Their findings suggest that communication has a clear impact on users’
willingness to use the system, and their perceived ease-of-use. There are several papers
supporting the idea of communication as a CSF.

It should be noted, however, that existing research is not necessarily in agreement about the
importance of communication. While some papers believe communication to be a CSF, or an
important aspect of ERP projects, others do not. For example, Wang and Chen (2006) failed
to find a clear relationship between communication effectiveness and project outcome,
arguing that conflict resolution is more important. Maditinos, Chatzoudes, and Tsairidis
(2012) also struggled to establish a clear link between communication effectiveness and
successful ERP implementations.

Zhang and Xu (2009) researched communication effects within ERP implementations,
focusing on factors affecting communication. The result was an evaluation indicator system.
The paper has a rather clear focus on communication, rating different factors that ultimately
affect communication. It does not, however, address what good communication is, and how it
might aid in challenges associated with ERP implementations.

The importance of communication has also been addressed by Aubert, Hooper, and Schnepel
(2013). Focusing on communication quality, the authors researched its impact on ERP
implementation success, finding that the influence of communication quality differed
depending on what aspects were taken into consideration and what success dimensions were
used. The study was limited to one case study, making it difficult to draw any generalizable
conclusions. Finney (2011) also conducted a case study, focusing on communication strategy
and the stakeholder perspective in ERP implementations. The findings of the paper pointed
out that stakeholders tend to have different views on how communication should be handled,
arguing that there is no one-size-fits-all for ERP implementation communication strategy.
Once again though, the authors write that their results are not necessarily generalizable due to
the case study approach.

1.3 Problem discussion

The previous section highlights some of the various similar studies that have been conducted,
that in one way or another touch some of the same issues that this paper will be addressing.
As ERP implementations are considered failures at an alarmingly high rate, there is a need to
look at what might be done to address this problem, and ultimately attempt to solve these
challenges to benefit not only the companies that invest in ERP solutions, but also the
implementing consultants, ERP vendors and all stakeholders involved. While communication
is considered a CSF by many (Bueno & Salmeron, 2008; Mayeh et al., 2016; Ngai et al.,



2008), and other papers have connected communication aspects as important in relation to
successful ERP implementations (Aubert et al., 2013), research is lacking regarding how
implementing consultants perceive communication. There is a good amount of research
available on the topic of ERP implementations and the influence of communication. However,
existing research does not significantly address communication in ERP implementation
projects from the viewpoint of the implementing consultants. There is also a lack of science
looking to identify common communication challenges. As mentioned in the previous
chapter, not all research agrees on the role of communication for project success (Maditinos et
al., 2012; Wang & Chen, 2006). It is interesting that the opinion on the role of communication
varies between studies. More research is needed to explain what might cause this dissonance,
and to look at ERP communication from the viewpoint of the consultants implementing
organization.

1.4 Problem statement, purpose, and research question

This paper is mainly targeted at implementing consultants looking to increase their knowledge
and insight into a familiar terrain they experience daily. Organizations looking to implement
ERPs might also find the contents of this paper informative and educative. Lastly, this paper
is targeted at researchers focusing their work on ERP implementations challenges and
communication, who might find several insights from reading this paper.

The purpose of this paper is to better understand the role of communication in ERP
implementations, and further build upon the existing body of research in the area. We wish to
examine and learn from experts in their field to define what effective communication is and
how it is used to interpret and tackle the challenges of ERP implementations. Furthermore,
related research points to there being a division among researchers regarding whether
communication is a crucial part of ERP implementations or not. We aim to investigate this
from the viewpoint of the implementing consultants. The two research questions are closely
interrelated, as the first question aims to answer what effective communication is, and the
second question aims to identify how effective communication can aid in overcoming the
most important implementation challenges as perceived by the implementing consultants.

Therefore, we pose the following research questions:

e Is communication important for successful ERP implementation and if so, what is
effective communication?

e What are the main challenges in ERP implementations, and how can communication
aid in overcoming these?



2 Theoretical Framework

In this chapter, the theoretical framework of the study is presented. The aim is to highlight
prior research in the area that is related to our research questions. Furthermore, the theoretical
framework serves to define and describe the concepts and categories that will be used to
analyze the results of the performed research methodology. The theories and papers chosen to
make up the theoretical framework were selected on their relevance to the purpose and the
research questions. Also, the chosen theories are clearly related to the results of this paper (4
Results) and serve as a foundation for analysis and discussion (5 Analysis).

2.1 The importance of communication in ERP implementations

All digital transformation today requires some form of communication (Popp, Klewes, &
Rost-Hein, 2016). Communication is a broad term, as it may include anything from the
communication between internal consultants, external consultants, customers, management,
or anything in between. Add to that the fact that being a consultant can include all kinds of
different work, work which the specific employee is in a better position to understand and
communicate than a colleague who specialize in another area. Consulting is a process that is
dependent on effective and continued communication between client and consultant. Effective
communication allows for information to be shared easier between the stakeholders,
highlighting that upholding a good relationship will create trust and in the long run, benefit
both parties who are equally interested in having a smooth implementation with few conflicts
(Maditinos et al., 2012).

The idea that communication is important for successfully developing and implementing ERP
systems go further back than ERP. Kydd (1989) argued that effective communication was
important for MIS (Management Information System) implementation in 1989, noting that
communication is important for keeping uncertainty in check.

In another study on ERP implementation in Australian manufacturing companies (Hasan,
Trinh, Chan, Chan, & Chung, 2011), the importance of certain factors on ERP
implementation was studied. The respondents were asked to rate a factors’ importance from
one to five, with five being the most important. According to the respondents, the factor
“Improve interactions and communication with suppliers and customers” was considered
extremely important, often being given a five on the scale. A. N. Parr, G. G. Shanks, and P.
Darke (1999) did not find overwhelming evidence for the importance of communication, but
still a significant support for it. The authors claim that 50 % of the participants in their study
viewed communication as important for successfully implementing ERP.

According to Ha and Ahn (2014), the integration of ERP systems come with the need to
allocate shared resources and handling of conflicts, for which good communication and
collaboration is essential. In their conclusion, they argue that communication between
departments has a direct effect on the continued improvement of ERP systems. In the same
vein, Allen (2008), in a paper about ERP implementations going bad, argue that
interdepartmental communication is of utmost importance. In the specific study, the author
looked at a problematic ERP implementation in the Dallas, Texas, Independent School
District, where the school employees and system users showed an unwillingness to adapt to
the new ERP system. The employees felt that the district failed to include them in the process,
and to train them in the new system. Allen (2008) argued that the district should do what is
necessary to allow for communication between departments, and to include users continually



and allow for more training of the employees. In another study by Worrell (2008), the
importance of interdepartmental communication was once again addressed. The author
concluded that organizations should look to increase departments understanding of one
another and promote communications between business departments. According to (Somers
& Nelson, 2004), interdepartmental communication is one of the most important factors after
implementation and should be supported by the management post-implementation as much as
during implementation. In their opinion, communication is important from start to finish to
reduce user resistance. Wu and Cao (2010) also note, in their paper, that communication
between all parties and departments is needed for a successful ERP implementation, allowing
for sharing and using of each other’s knowledge. The authors also point to the importance of
looking at communication history such as forum talk and emails to learn about previous
problems and utilizing the experiences.

One of the most time-consuming parts of an ERP implementation is communication, all the
way from the less demanding phases to the important stages depend on communication being
effective, according to Zhang and Xu (2009). Communication in this case might be everything
from getting top managers on board, to make meetings more productive or training more
effective, to clearly getting an overview of the business processes. Zhang and Xu (2009)
repeatedly return to the idea of effective communication, arguing that effective
communication will lower the risk of information being lost by being repeated and interpreted
multiple times. Minimizing errors in communication can be done through the above,
shortening the distance information travels, and decreasing the chance of there being more
than one interpretation by being direct and clear in communication. Furthermore, the authors
(Zhang & Xu, 2009) believe that it should be communicated clearly, that communication is of
great importance to the success of the implementation.

2.2 ERP implementation expectations

Communication also has a part to play in setting realistic expectations. Bradford and Florin
(2003) argue for the importance of writing a business case before initiating an ERP
implementation project, and (Cosmos Xulu & Suknunan, 2020) highlight the importance of
communication to understand end users’ expectations before implementation to realize
expectations. Organizations that set realistic goals and that are aware of what the technology
might do for them might enjoy greater success from their ERP system, and studies have
shown that end users with high expectations experience less satisfaction and utility with
finished ERP implementations than end users with low expectations (Cosmos Xulu &
Suknunan, 2020). Maditinos et al. (2012) and Obwegeser, Danielsen, Hansen, Helt, and
Nielsen (2019) also address the risk of disappointment organizations might face if they fail to
understand what a specific ERP might do for them, and how it might do it. Overlooking the
importance of initially setting clear and realistic goals, organizations often fail in establishing
what their organizational objectives are in an ERP implementation. Boonstra and Govers
(2009) agree that analyzing stakeholders and recognizing their expectations is paramount in
ERP implementations. Furthermore, research indicates that managers deciding to implement
ERPs have expectations for the system to increase profitability and competitiveness
(Akkermans & van Helden, 2002; Mitakos, Almaliotis, & Demerouti, 2010), expectations that
must be communicated to all stakeholders throughout the ERP implementation (Reitsma &
Hilletofth, 2018).
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2.3 Communication and user acceptance

Much like in the case of the Dallas, Texas, Independent School District, user-acceptance is a
common issue in ERP implementations. In a paper by (Bueno & Salmeron, 2008),
communication is discussed as an important part of building ERP acceptance. Furthermore,
the authors claim that communication activities within a company is controlled by its
management. Nah et al. (2007) consider communication to be one of the most demanding
activities in ERP implementations. To make ERP implementations smoother, Nah et al.
(2007) argues for the importance of keeping employees up to speed about key events
beforehand, such as the goal, the tasks involved, and the overall scope. Furthermore, Nah et
al. (2007) says that communication within an ERP implementation should be consistent and
continue throughout the project, and start early on, detailing how the implementation
progresses and what the expectations are. The communication should also include why the
ERP system is being implemented and how it will support change. This information should be
communicated to all involved stakeholders, including system users.

Nah et al. (2007) is not alone in finding that communication is demanding. In a case study by
Barker and Frolick (2003), where an ERP implementation failure is studied, communication
problems are pointed out as one of the main obstacles, haunting the project from the very
beginning. They argue that effective communication is hard and demands an active effort
from all those who are involved. Without it, important factors might not get the attention it
should. Furthermore, Barker and Frolick (2003) note that change comes with the risk of being
too formidable, causing all sorts of worry among employees. To avoid this, communication
needs to be clear and ongoing throughout an ERP implementation.

From the adopting company’s viewpoint, it is important to communicate why the
implementation will take place, justifying the change to come. According to Dezdar and
Sulaiman (2011), employees further down the hierarchy need to be informed about why the
change is taking place, otherwise they might resist change as they are not motivated to go
along with the changes. Dezdar and Sulaiman (2011) also argue that improving the
communication within an organization will ease the worry of those involved caused by the
many unknowns within an ERP implementation. Better structured communication will allow
for more effective communication, informing employees about what is going on. (Mendel,
1999) also highlight the importance of communication to steer free from internal turmoil
during an ERP implementation. The employees of the company must be involved in the
process, being informed about the why and the what(s) of the project all throughout. A paper
by Madhavi Latha and Kumar (2016) came to a similar conclusion, having found further
evidence to support the idea that employees should be involved, in all departments. Involving
employees in the process was found to ease acceptance of users and to promote
communication.

2.4 Communication quality, method, and frequency

In implementations where there is a low level of understanding on why a new ERP system is
to be implemented, and where the roles of those involved are unclear, difficulties can arise.
This is also true when several communication methods and mechanisms are being used
between those involved, such as between employees, managers and other key players
(Amoako-Gyampah, 2004). Employees might feel that the current communication from
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managers is too little or poorly handled, while managers might think this to be enough.
Amoako-Gyampah (2004) also stress that quality of communication and frequency of
communication as key factors when it comes to spreading awareness concerning why the ERP
system is being implemented, and Aubert et al. (2013) note that the method of communication
might be as important as what is being communicated, and that managers should take this into
account. Furthermore, Maditinos et al. (2012) argue for the importance of effective
communication in implementations, especially between the implementing company and the
consultants in charge of the implementation. If these two key players trust one another and
build a good relationship, chances are communication during implementation becomes
smoother and more effective. Effective communication is communication in which as little
information as possible is lost. Therefore, in the words of Zhang and Xu (2009), it is
important that communication is “as direct and short as possible to achieve higher speed and
fewer errors.” (p. 3).

How information should be communicated might differ depending on the situation. In a study
by Finney (2011), the author finds that managers need to be flexible and adaptive in their
communication, as some communication might do with a simple e-mail, while the training of
end-users should be done in person. In the same paper, (Finney, 2011) found that consultants
and managers believed communication in person to be the best method of communication
when analyzing an organizations’ processes and needs, while users believed e-mail to be
sufficient. This same division was found regarding opinions on how training should be done,
where users once again felt that e-mail communication would suffice, and the consultants and
managers opted for communication in person. Furthermore, the paper found that users and
consultants once again differed in their perception of communication. Consultants seemed to
believe their communication was more effective than what the users did. Clearly, perceptions
about communication methods and communication quality were not the same between
different groups of implementation stakeholders.

2.5 How organizational culture and size might affect communication

Abdelghaffar (2012) argue that “The environmental factors of a country may affect the ERP
adoption.” (p. 3), when discussing the external environment that affects implementation of
ERP. Furthermore, Abdelghaffar (2012) believe that, especially in developing countries, solid
IT infrastructure is a key factor in successful ERP implementation. This may not come as a
shock, but it highlights the fact that there are several factors that play in when it comes to ERP
implementations. For example, some companies might operate in several countries with
varying levels of IT infrastructure and knowledge. To spot the differences between
organizations and people, one does not have to look to other countries. Those involved in
communication have different experiences, work at different organizations and might come
from very different organizational cultures. Also, organizations have different goals and
processes, with consultants, system developers, and sales personnel who might have different
opinions on what is important, and how to get it done. Employees within a certain
organization might have different political views, backgrounds and personalities, further
increasing the complexity of the communication within an ERP implementation (Zhang &
Xu, 2009). Aubert et al. (2013) believe communication in ERP implementations to be more
important than in other cases of IT system implementations. The authors argue that the size of
some ERP implementations is a challenge, as it makes user involvement more complex.

The importance of communication on user acceptance might suggest that communication can
have an effect on organizational culture, and possibly positively affect communication to
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bring about what Gargeya and Brady (2005) refers to as organizational readiness. In their
paper, appropriate culture and organizational readiness were found to be important for success
in SAP implementations. Furthermore, Gargeya and Brady (2005) argue that ERP
implementations can change an organizations culture, and if the organization is not ready for
change, ERP implementations might struggle.

Another aspect that can potentially influence communication effectiveness is Rapport.
According to Tomasi, Parolia, Han, and Porterfield (2015), rapport is defined as an
interpersonal relationship in which harmony and understanding of others ideas, goals, feelings
and beliefs prevails, and where the individuals have a positive inclination towards each other
and feelings of mutuality. Rapport is also considered an aspect of communication, specifically
the act of using communication to further increase social harmony. Rapport is considered a
key factor in business collaborations, and can increase the likelihood that communication
participants feel comfortable enough to share and communicate clearly and thoroughly.
Tomasi et al. (2015) argue that rapport can increase the success of team processes, and lead to
more successful project performance.

ERP implementations also calls for the selection of project participants, project managers, and
the division of responsibilities. Dezdar and Ainin (2011) argue for the importance of project
teams, clear responsibilities, and work duties. Furthermore, Dezdar and Ainin (2011) describe
project management (PRM) as one of the most important factors in ERP projects. Within
project management we find five cornerstones: “[...] a formal implementation plan, a realistic
time frame, periodic project status meetings, an effective project leader who is also a
champion, and project team members who are stakeholders.” (p. 921). Assignment of
responsibility is also an important part of PRM, and ultimately project success.

2.6 Other opinions on communication in ERP implementations

Most research agree to some degree on the importance of communication. There are,
however, some papers that question this. In a paper by Wang and Chen (2006), the authors
suggest that communication effectiveness has no clear effect on ERP implementation
outcome. It is stated in the paper that even though it is commonly believed that this effect
exists, their study does not prove it. They do, however, note that this might be due to the fact
that that their study points to conflict resolution as having a clearly positive effect on ERP
implementations, and conflict resolution has a strong correlation with communication
effectiveness. Thus, while it might be true that communication effectiveness is important for
ERP implementation, conflict resolution is considered even more important, and their
meaning might intertwine.

Maditinos et al. (2012) also struggle to find a clear link between communication effectiveness
and effective ERP implementations, while also pointing out knowledge transfer as an
important factor for ERP implementation. Aubert et al. (2013) reveal some similar findings to
those previously mentioned (Wang & Chen, 2006), (Maditinos et al., 2012). They find that
communication quality is important for successfully implementing ERP, but they also find
that the importance of communication varies, filling a different role depending on how the
success of an implementation is measured. Communication quality did, however, influence
the user’s overall satisfaction with the development process of the ERP implementation
project. In conclusion, Aubert et al. (2013) argue that communication might be of importance
in some cases. It is, however, not a one size-fits-all. Communication quality might positively
affect some of the factors that are used to assess project success and have little to no effect on
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other factors. The authors do, in the end, attribute some aspects of projects success to
communication. In particular, dimensions related to the ERP users and implementation
efficiency are seen as important.

3 Methodology

The term methodology is the approach which has the intention to justify the choice of method
to resolve and clarify the research problem. This will be presented in this section of the master
thesis (Recker, 2012). The methodology of choice for this study will be presented in the
Research strategy chapter, and the conducted research method as well as the interview guide
will be presented. In the research strategy section, it will be presented what components will
be used for this master thesis. Furthermore, in the Research method section, the method of
choice for collecting data will be displayed. Thereafter, the selected participants will be
showcased, the coding of the collected data as well as how the researchers analyzed it will be
reviewed. Then, there will be a run-down of the encountered limitations as well as a short
reflection of the methodology of choice and its impact on the research.

3.1 Research strategy

According to Recker (2012) qualitative method strategy is established in the social sciences to
allow researchers to explore social and cultural phenomena. It could include case study
research, action research, and grounded theory, amongst others. The key example of
qualitative methods is the study of people and the social and cultural circumstances in which
they live, work, and act. Reason being, people make decisions and act the way they do is often
highly relative, qualitative research methods are intended to investigate this very context, and
to extend explanations for why the phenomena transpired the way it did.

Hence, to gather the information on how communication affects ERP implementations,
qualitative research strategies are used. In this paper specifically, qualitative method with
qualitative semi structured interviews will be conducted. Reason being that qualitative
interviews require a more in-depth interview, which depicts a deeper understanding of what
the respondents say (Bell, 2016).

3.2 Research method

The choice of method for the interview was a qualitative method with semi-structured
interviews. This can be specified as predetermined questions with some open, follow-up
questions that can be asked throughout the interview (Bell, 2016).

Before each interview, the respondents were asked whether it was permissible for the
interviewers to record the interview for transcription purposes, or if the respondents would
like to remain anonymous. Due to ethical considerations, questions such as these were asked
to inform each respondent what was going to be used considering the information given by
the respondent might be of a sensitive nature (Bell, 2016).To ensure the integrity of the
respondents, each interviewee was assured that the recorded interviews would later be deleted
after the purpose of the transcription as well as analysis was completed. The importance of
this was to ensure the respondents integrity (Bell, 2016).

14



By recording the interviews both interviewers were able to give their full attention to the
respondent and the process of constructing the result became more effective by transcribing
each recorded interview. Each interview was led by one of the researchers, to not jump back
and forth between the interviewers.

The interviews were conducted via online meeting platforms such as Zoom meetings. The
online platform Zoom meetings allowed the researchers to video call the respondent which in
terms made the interviews feel more personal, allowing both researchers and respondents to
meet each other “face to face”. Each interview started off with a presentation of the research
and the purpose of the study after which the interviewers began with the questions which can
be seen in the attachments of the interview guide.

3.3 Design of interview guide

The interview guide was constructed from knowledge gathered from previous journals and
articles which were guided by the theoretical framework in section 2 of the master thesis. By
gathering such information, the researchers were able to conduct an interview guide which
would in terms further the researchers understanding of the subject. The questions were
formulated with the intention to broaden the understanding of the importance of
communication within an ERP project and the effects of good and bad communication as well
as between the different roles in such a project.

The formulated questions in the interview guide were formulated based on previous
researchers' findings. The questions regarding the effectiveness of communications were
based on the studies by; (Zhang & Xu, 2009), (Maditinos et al., 2012). The authors argue that
effective communication will lower the risk of long-term issues arising within an ERP project.
(Wang & Chen, 2006) (Maditinos et al., 2012) discuss the different factors affecting ERP
system implementation effectiveness, and the aspect of conflict is brought up. It is discussed
that during ERP projects conflicts may occur and it is also suggested how those conflicts may
be resolved. The questions regarding conflict resolution as well as how to manage a
successful ERP project was formulated based on the findings by these authors. Apart from the
questions regarding conflict the researchers strived to understand the communication between
consultant and client, thereby formulating questions regarding the contacts and the association
aspect of client and consultant. This question has been previously studied by Bueno and
Salmeron (2008), who noted the importance of open and honest communication between the
parties involved in an ERP project. Bueno and Salmeron also discuss the importance of
communication for user-acceptance of a system and based on their findings questions
regarding user acceptance were formulated. Finally, questions regarding knowledge barriers
affecting ERP projects and how communication can assess those issues were set based on the
work by researchers Lederer Antonucci and Goeke (2011) and Light and Wagner (2006)

3.4 Selection of participants

There was a total of eight respondents, each with a different role as well as different years of
experience within the field of ERP systems. The purpose of contacting these participants was
to better understand what effect communication had on ERP projects and its implementations.
By having participants with different roles who also work with different aspects of an ERP
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project, the researchers were able to gain a broader perspective of how communication affects
an ERP implementation. The researchers tried to reach out to customers who had
implemented ERP systems. A downfall to this is the fact that the researchers are only able to
grasp the implementers perspective rather than the full comprehension of the process and the
effects of communication from both sides.

Respondent 1: Male, Application consultant/ ERP consultant, 4 years of experience.
Respondent 2: Female, Team leader/ ERP consultant, 8 years of experience.
Respondent 3: Male, Project Leader, 2,5 years of experience.

Respondent 4: Male, ERP consultant/ supply chain management, 1 year of experience.
Respondent 5: Male, Sales director, 2 years of experience.

Respondent 6: Male, Senior consultant, 3 years of experience.

Respondent 7: Male, Support, economic support, consult, chief consultant, 9 years of
experience.

Respondent 8: Male, Project manager assistant, 2 years’ experience.

Respondent 8: Male, Project manager assistant, 2  years’  experience.

The respondents had similar amounts of experience working within the field of ERP, which
led to certain similarities in the research findings. However, all respondents not the same
amount of years' experience or shared roles in ERP projects that as previously stated could
affect the outcome of the research A greater number of participants in this study would
potentially improve the results, giving the researchers a wider perspective. This means the
researchers might have gotten a wider perspective on what similar roles and experience levels
might foresee about the effects of communication within an ERP project.

3.5 Data Collection

Data was collected from interviews, to better understand the different perceptions on the
matter of the stages of ERP. The interviews were conducted in such a way that the perceptions
of each respondent could be explored. The questions were structured to be open-ended and
allowed the respondents to speak freely about the viewpoint of the ERP stages. The flexibility
of the interviews gave the researchers a wider understanding of the findings which widened
the knowledge on the matter (Recker, 2013).

In addition to collecting data through interviews a theoretical background was written (see
section 2 of master thesis) to build a understanding on the topic of ERP projects as well as the
different stages that are executed. By gathering insight through the theoretical background,
the researchers were able to define the different aspects concerning what role communication
has for ERP consultants, as well as other affiliated roles to ERP projects.

Each respondent that partook in the interviews had somewhat different years of experience as
well as different roles within an ERP project. There were seven male participants and one
female participant. There were no gender biases, because the questions were unrelated to the
sex or gender of the participants, the focal point of each interview was on the experience of
communication within an ERP project. The duration of each interview varied between 55 to
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70 minutes. Respondent 6 was not able to attend in a video interview and therefore
participated only through written answers. The researchers were thus not able to ask any
follow up questions or add any statements that were learned from previous interviews.
Clarification by email was however possible.

3.6 Analysis of data

Analysis of the qualitative interviews was performed by decoding the transcripts through open
coding, i.e., taking apart the full interviews and going through each transcribed interview and
looking deeper into what each responded had stated. Each statement made by each respondent
was categorized and patterns between statements were investigated. One of the main
objectives when coding was to understand if the roles of each respondent affected their views
on how the importance of communication was perceived.

The researchers chose to use the method of open coding to analyze and understand the result
of the interviews. Open coding as described by (Recker, 2013) states that it is the process
which strives to discover and assess names to the concepts from the data. The researcher first
and foremost went through the material and gave each concept or phenomenon a code that
clarified its meaning. The codes that have something in common were grouped into
categories.

3.7 Limitations

As mentioned throughout the different sections of the methodology chapter, there were some
limitations within the research, on being. Limited number of participants for the interviews.
There were eight respondents in total who participated in the interviews which further the
researchers understanding and concept of the effects of communication within ERP projects.
If having more participants were possible, the researchers would then potentially have a wider
and more general perspective of what the respondents thought of the effects of
communication. Another was essentially that the ERP consultants that were contacted beyond
the ones that participated were far too busy and was not able to partake in any interviews.
Other solutions such as sending the interview guide to them and receiving written answer was
only possible for one of the respondents. The small number of participants did however open
up for longer interviews, enabling a more in-depth understanding of the topic. Furthermore,
this study is limited by the choice of interview respondents. As this study was limited to
implementing consultants, selection bias is possible. For example, some answers might have
been different if the respondent was a customer, as was the case in a paper by Finney (2011)
where there are some significant differences between the answers of implementing
consultants and customers.

3.8 Method reflection

Using a qualitative method with semi-structured interviews for a research like this has its
advantages. By choosing to have a qualitative method for the research the study was able to
obtain a greater understanding and was able to discover the context of the area of research,

according to Recker (2013) (Recker, 2013). The qualitative method also made it possible to
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obtain a more rounded perspective of the phenomenon that was studied, making it possible for
the researchers to portray the findings in a more comprehensive manner (Recker, 2013). This
approach was more valuable because the area that was being explored is somewhat limited.
Because of the limited research, it was fairly challenging to develop a wider understanding of
the research area, hence, it was of great importance for the study to collect data via interviews
from individuals who were involved in ERP implementations. Having semi-structured
interviews allowed the researchers to ask for clarifications if the answers were unclear or to
ask follow-up questions to further the understanding of what was answered by each
respondent (Recker, 2013). This approach ensures that the researchers understood the
gathered context of information in a proper manner. By choosing a qualitative research
method for this particular type of methodology to justify the research problem, the researchers
were able to gain a greater understanding of the importance of communication from the
perspective of different roles within ERP implementations.

Ensuring that the gathered information is interpreted in a correct fashion, it is important in the
means of the studies validity as well as reliability. The open coding of the interviews
simplified the result (Bell, 2016) and made it easier to comprehend the gathered data from the
interviews. There is always a risk when interpreting, because it is dependent on the ability of
the researcher’s knowledge of assessing the context (Recker, 2013). It was therefore of great
importance for both researchers to agree upon the interpretations of the collected data from
the interviews. Generalization is a typical matter that attracts general assumptions of the
statements from the respondents, and because the resulting categorization of data is a creation
of the understanding of the researchers thus, it can be challenging to replicate the result of the
study (Recker, 2013). As the researchers of the study only seeks to obtain a first impression of
the researched area this is not seen as a large problem for the study.
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4 Results

The purpose of this section of the paper is to summarize and highlight the findings from the
interviews. The results are split into different categories and sub-categories that represent the
different themes that have been identified. These categories correspond to the research
questions asked. The sub-headings represent the main categories identified, while the level
three headings represent the sub-categories within a category. 4.1 include one sub-category,
while 4.3 include two sub-categories. The identified categories are presented in the table
below, with the corresponding sub-categories also highlighted.

Table 1
Categories & Sub-categories
Main categories Sub-categories Sub-categories
4.1 Effective communication 4.1.1 Open-ended communication

4.2 Early and continued communication

4.3 Using the right method of communication |4.3.1 Retaining good relationships |4.3.2 After completed project

4.4 Setting, managing, and realizing
expectations

4.5 Why problems arise

4.6 Conflict and communication

4.7 User acceptance

4.8 Factors that affect communication

4.1 Effective communication

Based on the gathered information from each interview the result indicated that effective
communication could be interpreted in many ways. According to most of the respondents,
effective communication was connected to fast communication as well as the right
information being distributed amongst the involved parties. Respondent 3 agrees with this
statement but adds that fast communication, as well as correct information is not effective if
there is miscommunication occurring between those who the information is intended for:
“Consultants have many long describing terms which are then shortened into abbreviations,
which can be misunderstood by the customer. This makes it important for consultants to be
clear in how they phrase themselves.” (Respondent 3). Beyond fast communication and
correct information, it has also been stated that effective communication is when the recipient
of that information dares to interfere and say that the information given is unclear and or asks
for clarification about any misinterpretations. Therefore, being clear and honest is exceedingly
important.

Moreover, correct information distributed from one person to the other within a project is seen
as essential by all respondents. It is seen as beneficial for the project when communicating the
essential information to one another is done in a proper manner. Without good
communication with the correct information, the implementation projects are most likely to
fail according to the respondents. A common statement between all the respondents is that
with effective communication, there is a sense of clarity on what is done as well as what is
needed to be done for the project to continue and become more successful when
implementing.
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Similar statements from respondents 1, 2, 3 and 8 make it clear that having a clear
hierarchical structure where the information flows from top to bottom, with top being the
project leader and the user themselves, and vice versa when the requests are made from users
of the system, make the communication much more effective. As stated by Respondent 2:
“There are thousands of activities that must be done within an ERP project, because of this it
is important that the communication flows in a correct way”. Not only is it important for the
information to flow in a correct manner but it has also been stated by all the respondents that
effective communication follows when the communication is between the right people. Apart
from the information flowing in the desired way by the respondents, it is also highlighted by
all respondents that receiving and distributing the information in a timely fashion is necessary
for the communication to be deemed as effective. The respondents state that informing about
updates about the project and or system at the right time is important, as well as information
about education opportunities of the system to the system users. The respondents claim that
informing too early can have a negative influence on how the system change is perceived by
the users. It is also stated by all respondents that informing too late about updates and likewise
can consequently put the project at risk in terms of not meeting deadlines such as moving on
to the next phases of the implementation.

By having effective communication, the respondents state that it improves the relationship
between the different individuals involved within the project. By asserting good
communication, the respondents claim that the outcome of the projects becomes better. By
having effective communication, the respondents state that the clients need to become clear as
well as reducing misunderstandings between them. All respondents agree that by ensuring
effective communication and fulfilling the client's needs, the prospect of a recurring client is
more profound. Therefore, all respondents strive to have effective communication within a
project, to ensure that the customer is satisfied. Which in turn has its advantages for the
respondents, as they may have a returning customer.

4.1.1 Open-ended communication

An additional aspect where the respondent all shared a common statement was open-ended
communication. In conjunction with open-ended communication, it is meant that the
communication between two parties is ongoing. The respondents state that open-ended
communication throughout the project and not just scheduled meetings is a preferred
approach while managing a project. The statements made by the respondents were very
similar where they stated that with an open-ended communication, the need for checks and
compromises as well as work meetings can be minimized. The time saved from not having to
later step back and redo the work because of miscommunication saves time that can be used
in some other way as well as saves money. It is therefore important to have a clear and open
communication between the concerned individuals within the project.

Having an open-ended communication was regarded as beneficial for an ERP implementation
project because it has a checkpoint function, meaning each consultant and costumer can
update one another when needed to inform each other on important objectives within the
project. A statement made by respondent 2 which summarizes the intent of all the respondents
is “for a project to be successful and to get it to what the customer wants, it is about having an
initial communication and an ongoing communication. “The respondents shared some
benefits of having an open-ended communication through an ERP project, such as avoidance
of misunderstandings. Because of an on-going communication where there is a space for each
involved parties to be able to address any issues and or positive feedback during any of the
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stages of the implementation. “If complications arise it is important to keep an openness for
communication to flow between individuals” (Respondent 2). Through open-ended
communication the respondents share that updating clients are much more effective rather
than communicating in a constrained condition.

4.2 Early and continued communication

Early communication between the consultant and client is a common statement made by each
respondent. Informing the client at a reasonable time, about how the project is intended to be
conducted and what responsibilities each individual holds, is according to respondent 2 and 5
important to do in the early stages of the project. By informing the concerned parties, the
project can be carried out in an effective way. Respondent 2, 3, 4 and 5 highlights the
importance of speaking up in the early stages of the ERP project when there are some or any
uncertainties or deviations within the project. By doing this the client and consultants can
resolve any issue that may arise and then continue the work without having to go back to a
previous stage within the project. It is important according to all the respondents that there is
ongoing communication from the very beginning. It has been stated by all respondents, that
because of the number of activities one has during an ERP project the importance of the
information being shared promptly determines the fact that each task is done on time to fit the
project plan.

All respondents share the same thinking when talking about educating the costumer about the
system at the right time. It was stated that educating too early and/or informing about the
system to the clients too early can affect the outcome of the project in a negative way. An
example of this was the fact that the clients’ users can have a negative reaction to the change
and affect the learning process by not agreeing to the changes. All respondents say that
informing about education of the system may lead to some form of resistance, thereby it is
agreed upon by all respondents that understanding when to inform users of the system is
highly important for the implementation to be successful.

One respondent speaks on the importance of continued communication with customers.
Customers are investing in the ERP to boost profit and growth, not for the implementation in
and of itself. Implementations are a necessity to reach the final product, which is an improved
organization. Continued communication allows the consultant to keep improving the product
for the customer, and this is strategically beneficial for all stakeholders.

4.3 Using the right method of communication

Using the right method to communicate is an initial significance to convey the correct
information. It has been stated by the respondents that depending on what method is used the
information that is conveyed can be perceived in various ways. Because of this, the
respondents stated that it is essential to use the right method based on the purpose of the
communication. All respondents state the same facts, when it comes to integrating the new
system and teaching the clients about it, it is preferred to communicate face to face.
Reasoning behind this statement is that the consultants are then able to show the clients how
to use the system itself in a more effective approach. When communicating deadlines and
release dates, emails are preferred by all respondents. An additional explanation to why the
respondent prefers using email as a tool is the fact that each word and statement made in the
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email is saved and can be viewed at any other time. This is because of the possibility of future
disputes. The emails serve as a way for the consultants and clients to look back at what has
been agreed upon, in addition to the official agreement. Other than face to face and or email,
video conferencing is a preferred method when communicating. It is stated by most
respondents that by using video conferencing calls one can showcase the project from any
location and reach out to multiple people at the same time.

Although to some respondents, some of the initial information shared during digital
communication can be lost and/or misunderstood. Respondent 1 states that some clients may
behave as if they understood a task and or initial information about the ERP system while in
all actuality the clients did not fully comprehend the information shared. According to
Respondent 1, 3 and 4 this is not an uncommon circumstance and can affect the projects’
entirety. The respondents disclose that during a circumstance where dishonesty manifests in
the end of the project, it may occur that the client is not happy with the result. Because of
miscommunication and or lack of understanding of each other, because of this the project can
get set back. Respondent 4 states “When communication does not occur face to face, details
can be easy to miss during meetings when the customer has to explain things”. Respondent 5
states that they have customers which they have never met face to face. “I think this is a new
everyday way to communicate in this way. | have always liked the physical pulse to meet the
customer that you can read.” Respondent 5 states that they feel as if it is a new time for
communication as well as that one must see what kind of communication is intended and to
whom it is going to. The content of the communication is the most important factor, according
to respondent 5.

All respondents agree upon the fact that the right method to communicate is important based
on the situation and reason for the usage of that method. It is said by the respondents that to
ensure that the right information reaches the user of the system it is recommended by the
consultants that project leaders within the organization send regular reminders of changes
ongoing with any active project. Respondents 1 and 3 share the same opinion on that
contacting clients and their users about changes as well as learning opportunities are well
perceived both by consultant and clients.

As well as highlighting the importance of choosing the right method to distribute information,
all respondents share similar views on the impact of what information is carried through
which method. It is stated by all respondents that the information which is shared is essential
to be relevant to whom it is intended for. It is stated that the most valuable goal of
communication is to ensure that the right information is allocated to the right person, as well
as the importance of formulating the information in a correct manner to avoid
miscommunication. It is stated by all respondents that the content of the information
communicated to the involved parties within a project is vital so that the right information
reaches the right individual so that the task at hand can be completed. All respondents state
that a combination of both the content as well as the “how” is important and carries their
values to ensure a good communication between individuals concerning the project.

4.3.1 Retaining good relationships

By keeping a good and open communication between the parties it is ensured that a good
relationship will follow, which is agreed upon by all respondents. Communication face to face
is used when trying to connect with clients, this method of communication helps with
building a good relationship between consultant and client according to all respondents.
Keeping a well-established relationship and having good communication between the client
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and consultant will lead to a good implementation, which respondent 7 states is a key element.
In case of bad communication, it is likely that the implementation will fail. Chemistry
between parties can determine communication. “Both the client and consultant can be good
communicators, but if you do not have chemistry, you can still fail, it does not click.”
(Respondent 6). Honesty and being upright with communication improve the relationship.

4.3.2 After completed project

Not only is it beneficial to keep a good relationship during the project but for future projects it
is agreed upon by all respondents that keeping a continuing contact with the client after a
project is completed is a must. The respondents highlighted the fact that they keep contact
with each client because of the possibility of selling more ERP systems to the clients and/ or
selling their time to help train the users of the system. Respondent 5 states that it is always
easier to sell the second time than the first time due to good communication and relationships.
They state that after a project is completed, a consultant or a project manager usually hands
over the contact with the customer to some form of management grouping. In many of the
respondents’ projects it has been shown that the clients want continued effectiveness to be
improved, so maintaining good contact is a high priority for the consultants. Respondent 1
states that the main goal is long-term customer relationships: “[it is] incredibly important to
maintain communication even after an implementation.”

4.4 Setting, managing, and realizing expectations

When initiating an ERP implementation, all those involved, for example consultant firm,
customer, and the internal and external stakeholder of these organizations, enter the project
with certain expectations. Expectations is one of the most important factors found within the
data, as all participants touch on the subject in one way or another, often several times.
Communication plays a key role in setting, managing, and realizing expectations.
Furthermore, when expectations fail to be met, conflict can arise. To begin with, all
respondents agreed that initially communicating with the customer to understand why they
have chosen that specific ERP system, why they want to implement an ERP, and what their
expectations are, is important. If realistic expectations are set in the beginning of the project,
the risk of an unhappy customer is lowered in the case of potential failure to deliver on a set
time or realizing expectations. It should also be noted that most respondents tend to think of
understanding what the customer wants as a recurring challenge. Two respondent argues that
setting correct goals is important to be able to measure implementation success in the first
place, and all respondents agree with the notion that having clear goals from day one allows
for steering the project towards these goals. A common theme amongst the collected answers
of the respondents is the idea that the consultant firm needs to guide the customer to the right
expectations. This can be a challenge, however, as the respondents believe that customers
sometimes do not know or understand their full needs, making it a challenge guiding the
customers to the correct expectations, as the consultants too might find it hard grasping the
full picture. Furthermore, while consultants need to thoroughly paint a picture of current
workflow, possible improvements, and come with recommendations, the implementing
consultant is ultimately dependent on the user sharing anything and everything of relevance.
All respondents are also in agreement that communication is the most important factor in
setting and understanding the expectations of the project. One respondent highlights the risk
of not being totally clear in communication when it comes to setting realistic expectations,
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noting that, if the consultant or customer have any doubts about a request, he or she should be
totally honest and not go along with it, thinking it will sort itself later. Furthermore, a few
respondents speak about the responsibility of the consultant in carefully setting the
expectations. Perhaps the consultant firm believe they can implement a system according to
whatever expectations or use it as a compelling sales technique. Those in control of the
implementation should always communicate realistic expectations to the customer. The
customer might be clear about their goals and expectations, and the consultant might believe
they understand what these are. Misconceptions do, however, occur, and the final product
might not always be exactly what the customer had in mind, according to several respondents.

Expectations in a project are not limited to purely functional expectations on the eventual
ERP system. They also concern budgets and timeframes, for example. When touched upon,
several respondents stress the fact that expectations need to be managed throughout. For every
step and for whatever stage of the implementation, certain expectations follow, and it is
important for the consultants and the customers to work together to manage these
expectations. One respondent note that, although the goal should be to communicate to set
expectations in a project, not every single detail can be accurately foreseen and managed.
Communication is one part of a project that, according to the respondents, is often
underestimated by the customer regarding the time it takes to communicate. This also
highlights the fact that consultant firm and customer often approach projects with widely
different expectations about a long list of factors affecting implementation success. One
respondent discusses the idea that demanding customers might be good for the project
outcome. In the words of the respondent:

Some customers challenge us. Those meetings can be perceived as being a bit
challenging in contrast to other meetings where everyone agrees. The more
upfront and direct customers force us to explain ourselves in a manner that might
improve the implementation, making the implementation more tailored to the
customer.

— (Respondent 3)

Almost all respondents spoke about the importance of including everyone involved when
managing expectations. Communication plays a key role in keeping everyone informed.
When it comes to users, it is especially important to manage expectations through training.
Training does not only serve as a means of making users ready to work in the system, it also
allows for managing the expectations of the users by showing them what they will be doing,
and what their future work situation will look like. Respondents 6 and 2 speak about the risk
of not including all stakeholders when managing expectations. Sometimes, ERP
implementations are initiated by, and decided upon solely by people in managing positions.
Several respondents agree there is an inherent risk in these cases, that those who will use the
system, are involved too little to manage expectations realistically throughout.

4.5 Why problems arise

According to the gathered data, problems in ERP implementation are not uncommon. The
respondents agree that one of the main reason’s issues arise in implementations is due to
failure to realize expectations, most commonly as a side-effect of failure in communications,
as accounted for in the previous segment. There are however other causes. One factor that is
mentioned by respondent 2 and 6 is lack of chemistry between communication participants.
As respondent 6 puts it: “Both participants can be talented communicators, but without the
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chemistry, communications can fail anyways.” (Respondent 6). Respondent 2 agrees with
respondent 6, arguing that sometimes, chemistry between communicators involved just is not
there. Furthermore, respondent 2 uses this potential problem to speak for the importance of
having clear guidelines for how the work process is to be conducted.

Another issue touched upon by several respondents is unclear project roles. Most respondents
believe that a common reason for communication issues is uncertainty regarding who to turn
to when facing different difficulties. Effective communication can assist in setting roles of
project participants, according to several respondents. Furthermore, respondents 4 and 6 argue
for the importance of having a project manager or a steering committee who can set the pace
of the project. In many ERP implementations, it is not possible to always have a clear focus
on communication due to other factors that require attention. Therefore, several respondents
believe division of responsibilities to be important. Respondent 3 agrees with the notion that
project managers are important but adds that all participants are responsible for
communication and the project. Furthermore, respondent 3 mention that it is common to set
roles during the sales phase, and to ask of the customer to set certain roles as well.
Respondent 8 stresses the importance of having clear communication roles, as in who in the
project group is responsible for communication with a certain stakeholder. Failure to
communicate thoroughly with stakeholders can, according to the respondent, lead to
stakeholders feeling overlooked. Overlooked stakeholders might develop a negative mindset
about the implementation.

Throughout the transcript material, respondent 7 is consequently returning to the idea of
suboptimization as an obstacle to project success. Specifically, suboptimization in different
departments of stakeholders. Respondent 1 and 3 touches on similar ideas, namely the risk of
information getting stuck on the way to the intended recipient, or slow decision making.
According to the respondents, this is especially worrying in larger implementations with more
participants. Furthermore, several participants speak about the risk of one communication
recipient sitting on all the information, thinking he/she can keep everything in check and
answer any questions, and overall underestimation of how demanding communication in
implementations can be. Especially in very large projects, where there are very many
participants who might seek information.

Another possible source of problems in implementations that is not very commonly
mentioned, except for two respondents who are very clear about its importance, is stress.
According to respondent 6, ERP consultants are currently under very high demand, as a lot of
manufacturing companies are facing much higher order requests than usual. Stress can in
some cases negatively affect communication, according to the respondent, having potential
consequences on implementation success. To avoid this, the respondent argues that while it is
easy to reschedule planned follow-ups, it is important to follow one’s priorities.

When discussing honesty with the respondents, a theme came to form around why
communication participants might be dishonest. Almost all respondents believed it rare that
customers lied about important aspects in implementation. Many did, however, talk about the
consequences of inexperience. According to the respondents, it is more often that customers
are inexperienced and fail to share everything of importance. Partly due to lack of knowledge,
but also due to simply forgetting details.

4.6 Conflict and communication

Conflict in ERP implementations is not uncommon, and may, according to the respondents,
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be brought on by the factors previously mentioned in 4.2 and 4.3. According to all the
respondents, communication can proactively avoid conflict. To avoid conflict in the first
place, communication needs to work throughout a project. When communication is lacking, it
is a breeding ground for conflict. Many respondents also agreed that conflicts rarely came to
be without communication in the first place. Once again, many respondents return to setting
and managing expectations as the most fundamental aspect of avoiding conflict. Conflicts do
however arise, and whatever the reason might be for the conflict, communication is often the
beginning, middle, and end of a conflict, according to the respondents. Communication is not
a one-sided affair, where one participant can drive the project alone. The customer needs to be
engaged, and to share the information necessary for the implementation. The consultant also
needs to be engaged, and properly listen to the customer. As one respondent puts it: “If I don’t
do my best to understand what the customer is thinking, if I don’t listen, things can go bad”.
(Respondent 6).

To defuse potential conflicts, the respondents point to several factors. Firstly, as mentioned
earlier, communication as a solution to conflict is a necessity. Furthermore, several
respondents speak about keeping clear documentation, such as notes or emails from meetings,
that can be used to remind customers about what has been decided earlier, as a means of
communicating about the conflict and hopefully solving it.

The perception of conflict was not necessarily the same among the respondents. For example,
respondents 6, 3 and 4 all argued that conflict can be good. Conflict can challenge and
ultimately lead to better results. The respondents did however note that this was dependent on
the communication participants having the same intentions regarding the goal of the project.
Respondent 8 argued that open communication was vital to implementations, but also to
avoiding and solving conflict. Furthermore, the respondent put emphasis on using open
communication so long as the conflict solving attempts are focused on the actual issue and not
to point blame.

4.7 User acceptance

ERP implementations come with several challenges. One of the biggest obstacles to a
successful implementation is achieving user acceptance. All respondents agree that user
acceptance is one of the most important factors in projects. To reach a satisfactory level of
user acceptance, the first step is to include the end user in the implementation. Firstly, the
customer organization and all stakeholders need to acknowledge the importance of their
participation. This starts with the project group early on having a good communication with
the customer organization, making sure they understand the importance of their participation
and involving their end users. Then, the customer organization need to do their part to prepare
their organization and the necessary activities. Most respondents agree that the customer
should be assured and guided, but ultimately, the customer needs to do their part and put in
the work. One respondent says: “It’s important for the customer to put in the time, you can’t
babysit them all the time”. (Respondent 4).

Resistance to change is commonly referred to by the respondents. All respondents voice an
understanding for the end users. Sometimes users are used to a system that has worked
wonders for a long time and might not be too fond of learning and understanding a new ERP
system. According to the respondents, customers are not always the ones who wish to
implement a new ERP. Many times, it is the CEO (Chief Executive Officer) or the CFO
(Chief Financial Officer) who initiate the implementations, and they might not use the system
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in the same way as the users, or at all. One respondent believes that “[...] The users must be
involved, communication is important but communication with the right people is even more
important”. (Respondent 3). The respondents believe that the reason end users are not always
involved in a satisfactory way, are many. The most obvious and frequently mentioned reason
for it is that customers need to focus their resources, or employees, on their usual internal
work activities. Another factor that affects communication from the consultant’s view is the
size of the company. When trying to reach and involve the end users, the communication
channels can differ a lot depending on the organization and its size. Respondent 1 believes it
can be problematic to reach end users in larger organizations, while several other respondents
argue that smaller companies can be a bigger challenge as they have less resources, or
employees, to spare for the implementation alone. Another potential issue with not including
end users early on, is having to redo or restart implementation steps early on because the
customer realizes the system is not working properly. To avoid unhappy employees, customer
organizations need to include the end user, explaining why the system change is taking place.
This needs to be communicated, otherwise the organization risks increasing internal resistance
to the implementation. Most of the respondents speak about the importance of communication
to increase user acceptance and decrease the worry of the customers employees.

To achieve user acceptance, user training is an important aspect according to the respondents.
Depending on many factors, the amount of training and who is receiving it differs. The
respondent organizations have different methods of deciding on training, but all agree that
user training is important. Most commonly, the consultant firm will train a few selected super
users who will then teach the other system users internally. The time required for training
differs a lot, and sometimes this is agreed upon beforehand. Several respondents argue that
communication is an important part of getting user training right. The consultant is often an
expert in their system, while the end user is new to it. This calls for good communication to
bridge the gap in system knowledge and understand how to transfer knowledge to the end
user.

Most respondents do not mention any sort of strategy for achieving user acceptance, except
for respondent 8. According to respondent 8, the organization for which he/she works uses
several methods to achieve user acceptance. Firstly, they follow guidelines called ADKAR
that is a model for working with change management. Furthermore, they us different
techniques to map out gaps in current workflows to future workflows, and other methods to
approach the problem.

4.8 Factors that affect communication

As highlighted earlier, outcome and perceived outcome are not always in the hands of the
implementing consultant firm alone. The customer has a great impact, and organizations tend
to differ in culture, structure, leadership, and knowledge. Ultimately, the success of an
implementation is decided by the customer. The respondents are all in agreement that
communication before, during and after implementation is key in not only securing a
satisfactory implementation functionally, but also in building a good relationship with the
customer. All respondents agree that customer organizations are very different, and some are
better than others at communicating both externally and internally. Factors that affect
communication are many, for example, the state and general wellbeing of organizations can
have a great impact according to respondent 2 and 4. Organizational structure can affect the
time communication travels and negatively impact decision making flexibility, according to
several respondents. Furthermore, as previously mentioned, smaller companies might find it
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hard to set aside employees to focus fully on the implementation, whereas larger companies
have more experience, time and understanding of the process. All respondents address the
idea that organization size affects implementation communication, and most agree that there
are both upsides and downsides to implementing in smaller or larger organizations. Not all
respondents agree on how they differ. For example, most respondents argue that larger
customers are easier to deal with, with more structure and experience. However, respondent 2
believe that smaller companies can be more flexible and quicker in their decision making, and
respondent 3 argue that all customers are unique, and that the scale of implementations in
larger companies is more demanding. Respondent 5 returns to the word ‘maturity’ as in
organizational maturity, arguing that larger companies tend to be higher on the maturity scale.
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5 Analysis

The purpose of this section is to compare the results of the interviews, as presented in the
previous chapter, with existing research. Furthermore, this section discusses the limitations of
this paper, and highlights how it might contribute to the existing knowledge and sets itself
aside from previous research in the area. The categories in this section are similar to the ones
presented in the previous chapter, although slightly adapted to fit the analysis of the
categories, which discuss the results in combination with previous research.

5.1 Effective communication

According to the theoretical framework, effective communication is seen as allowing
information to be shared amongst different stakeholders in a simple yet useful way, where the
outcome of that information is communicated to fulfill a need of either a consultant and/or
customer (Madhavi Latha & Kumar, 2016). The respondents who partook in the interviews
claim that effective communication is fast, easy and delivers correct information at the right
time. However, it has also been stated that fast communication is not always effective. If
communication moves too fast, some information may be lost, which might lead to
miscommunication and issues in the long term for the project. Several studies(Barker &
Frolick, 2003; Bueno & Salmeron, 2008; Madhavi Latha & Kumar, 2016; Mendel, 1999; Nah
et al., 2007) conclude that effective communication is hard and demands an active effort from
all parties involved in the project.

Miscommunication between consultant and customer as a recurring issue was brought up by
the respondents and the results demonstrate that concise and clear information equally as
important as having a simple way of communicating and | It is highly important that there is a
mutual understanding between consultant and customer for the project to reach its full
potential, and not referring to abbreviations without explaining them to customers was an
example on how to keep communication simple. (Worrell, 2008) agrees with what is stated by
the respondents and highlights the importance of communication between not only customers
and clients but also between departments within the organization. Many of the respondents
clearly state that having a hierarchical structure, within the project where information flows
from the project leader to the user makes communication much more effective and that
information is not lost along the way. (Worrell, 2008) implies that understanding each other
inter-departmental wise lowers the risk for miscommunications and benefits the ERP project
by making sure that all involved stakeholders understand each other. Despite comparable
views on communication from most related literature, there is a lack of knowledge regarding
communication from the customers’ point of view, which might make the results seem one-
sided.

The results display the perspective of the consultants regarding the effect of communication
within an ERP project. This limits the view on how communication impacts a project from a
wider perspective. However, the participating consultants describe issues regarding
communication on behalf of the customer, highlighting what the customer feels about the
effectiveness of communication when partaking in an ERP project and thus minimizing the
information gap. Studies (Barker & Frolick, 2003; Bueno & Salmeron, 2008; Madhavi Latha
& Kumar, 2016; Mendel, 1999; Nah et al., 2007) show that when ERP projects fail, the
common link is lack of communication. Consultants in this study seemed to believe their
communication was more effective than what the users did. Clearly, perceptions about
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communication methods and communication quality were not the same between different
groups of implementation stakeholders. It is therefore important to have a clear and
transparent communication between the involved stakeholders. Not only is effective
communication agreed to be one of the most important factors to manage a successful ERP
project within this study, but it can be supported by the claims made in previous research such
as (A. N. Parr, G. Shanks, & P. Darke, 1999).

By having an effective communication, the respondents it was able to improve the
relationship between the different individuals involved within a project which would have a
positive outcome for the project. This was also concluded by (Madhavi Latha & Kumar,
2016), found evidence that supports the idea that all employees in the different departments
within the project should be involved, as this promotes effective communication.

5.2 Using the right method of communication

The study regards different “methods” as tools for of communication between the involved
individuals within the project. As much as being clear and having a simple and fast
communication, findings based on the results from the conducted interviews as well as from
previous researchers indicates that using the right method is a common factor in what is
perceived to have a great impact on ensuring an effective communication. Based on the
findings from the conducted interviews there are some varied opinions on which method to
use for what information. However, all respondents agree that face-to-face communication is
the top choice for communicating. By conducting meetings face-to-face, it helps the customer
to get to know the consultants as well as enables the possibility for follow-up questions,
which benefits both consultant and customer. The benefits by doing this are that the involved
individuals can solve any misunderstandings that may occur as well discuss new ideas
surrounding the implementation process, which ensures that the consultants are able to
provide what the customer wants. However, (Zhang & Xu, 2009) found that it can be difficult
to physically gather all involved parties, from VD’s to end users, when coordinating meetings.
Therefore, many of the respondents claim to also use video calls as a substitute for face-to-
face communication. By using this method, the consultants are not only able to reach clients
from afar instead of having to physically be there but also ensure a good bond between
consultant and customer as well This approach was found to minimize the risk of losing vital
information as well as increase the effectiveness of the communication between the two
parties by the respondents, which agrees well with the findings of Zhang and Xu (2009)
(Zhang & Xu, 2009). However, having face-to-face communication whether it is in person or
through video call can have its disadvantages, because information may be forgotten
afterwards which might lead to conflict between stakeholders and customers. When informing
the customer of important information such as agreements on the project, email is a preferred
method, due to the fact that using email can secure what is stated. (Wu & Cao, 2010)
When using email, all information that has been shared is saved indefinitely and all parties are
able to revisit it. This ensures that the customer is given what has been agreed upon by the
contents as well as ensuring that the consultant provides the work that has been agreed upon
between customer and consultant.

Additionally, it has been indicated in the result that, not only is the choice of method of high
importance for stakeholders as well customers to have an effective communication. It has
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been recognized that the content and quality of what is stated by the individuals is equally as
important if not more. This is because if the right information is distributed amongst the
partaking individuals of the projects, then there is a greater chance for the project to be
successful. It has been stated by the majority of the respondents. (Aubert et al., 2013) (Wu &
Cao, 2010), (Maditinos et al., 2012) find that the quality of the information shared is a crucial
SuccessFactors when information is shared amongst consultants and customers. Because
having the correct information can affect the satisfaction of the customer. However, it
depends on how satisfaction and success is measured according to. (Aubert et al., 2013) ((Wu
& Cao, 2010), (Maditinos et al., 2012), it can depend on how it is interpreted. In the result it
has been indicated that some of the respondents claim that the method of choice for sharing
information between stakeholders is great factor in ensuring that the information
communicated is done in a proper way. Depending on who the information is to be delivered
to it can be of high importance that the right choice of method is of great importance. For
instance, as mentioned in the previous section, to ensure an effective communication it is
important that the information shared is received in a proper fashion. Using for instance email
when trying to explain how the implemented ERP system works may cause confusion if the
information is not clear. Thus, creating confusion and misunderstandings which in terms can
create conflict or even affect the customer satisfaction. However, if the method is used in a
correct manner, it can benefit both stakeholders and customer on some levels such as
information being saved, making the communication between the parties more effective. Even
if the stakeholder and or customer finds that the method is more important than what is being
shared within that method, some risks may occur. Hence, the context of the shared
information is highly important to ensure that all parties involved fully understand what is
transpiring within the ERP implantation project.

5.3 Retaining good relationships

With effective communication the consultants can build trust between the customer and
themselves. By doing this the consultants manage to retain a good relationship with the
customer.

By retaining an ongoing communication, it has been indicated that a good relationship
between the involved individuals of an ERP implementation follows. (A. N. Parr et al., 1999)
implies that with effective communication which is clear for the customer to understand, the
customer is more likely to uphold a good relationship, which ultimately creates trust. This
statement, made by (A. N. Parr et al., 1999) can correlate with statements made by the
majority of the respondents that, to create a trusting relationship with the customer it is of
great importance for them to have an ongoing communication. This to ensure and to enable
trust between them. This can be seen as beneficial for both the parties involved. This is
because having a trusting and good relationship with a customer can increase the customer
satisfaction which in terms can lead to a loyal customer which is recurring. This can be
beneficial for both the implementers, in the view of the fact that having a returning customer
can lead to more projects, which then can lead to an increased profitability for the company
implementing the ERP system. Furthermore, having a good and trusting relationship between
customer and consultant is well sought after by consultants. It has been recognized in the
result that a consultant would like to retain a good relationship with their customers and in the
long run make a long-term customer-relationship. Nevertheless, having a good relationship is
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not only beneficial from the consultant’s perspective but also by the customer. This because
having a better relationship with the customer benefits the communication which helps the
consultant to ensure a better ERP implementation. This view has been agreed upon by the
majority of the respondents as well as by (A. N. Parr et al., 1999), where the author states that
effective communication is a major factor for a successful implementation, this viewed upon
by the participant in their study, hence the importance of retaining a good relationship
between all involved individuals in an ERP implementation.

According to the results, retaining a good relationship with the customer benefits the outcome
of how well an implementation is done. By having effective communication, the customer can
explain what their wants and needs are, which supports the consultant in their work. This
ensures that the consultants can provide the sought-after ERP system for the customers
organization, which in terms can secure customer satisfaction. This statement is supported by
(Maditinos et al., 2012)who states that with trust, both parties can sustain a smoother and
effective communication. Evidently ensuring the satisfaction for the customer as well as the
consultant in an implementation. However, the research papers are from the perspective of
the ERP implementers and can in terms differ when asking what and how communication can
impact a project. Although the findings in the result, showcases the consultant's perspective
of how to retain a good relationship with the costumer, it is highlighted by all respondents that
having an open communication and honesty towards each other is preferred. Not only is this
the most preferred way of withholding a good relationship but the way to do this is through
having that communication in the form of face-to-face. Thus, ensuring a stronger connection
between the involved parties of the ERP implementation project. However, when information
is passed too fast it might lose its effectiveness as information may be lost in transition. Due
to the fact of the high importance of retaining a good relationship it is therefore of great value
for the stakeholder to know how to communicate this by ensuring that effective
communication is used.

5.4 Setting, managing, and realizing expectations

The findings, as presented in the previous chapter, place a lot of emphasis on the role of
communication in setting, managing, and realizing expectations. All respondents agreed that
managing expectations of the customer was one of the most important aspects of a successful
implementation. When customers have unrealistic expectations, our findings suggest potential
consequences such as conflict and an unsatisfactory final product. Previous research has also
identified the role of communication in setting realistic expectations. For example, Bradford
and Florin (2003); (Cosmos Xulu & Suknunan, 2020; Maditinos et al., 2012) stressed the
importance of writing a business case beforehand to set realistic goals, and to ultimately reach
a more satisfactory outcome. When end users have unrealistic expectations, or high
expectations overall, studies have shown how difficult it is to realize these expectations and
deliver a product that the user feel is superior to prior systems (Cosmos Xulu & Suknunan,
2020). This is similar to the findings within this paper’s result section, in which the same
pattern could be observed. Previous research on the topic of communication and expectations
within ERP implementation does not, however, go into the actual details of how failure to
communicate can set unrealistic expectations or how this challenge manifests itself. For
example, the findings of this paper point out that customers may, sometimes, not understand
what their needs are, or how important it is to be completely transparent and honest. Previous
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research mention the responsibility of the implementing organization in setting realistic
expectations even though it might not always be the best sales pitch (Obwegeser et al., 2019).
The findings of this paper highlight how complex and multifaceted management of
expectations is in ERP implementations, and how important it is for stakeholders to dedicate
time and resources to getting it right from the begging of an implementation and all
throughout.

While the focus of this paper is on communication and ERP implementation, it is necessary
not to forget that organizations invest in ERP not for the joy of implementation, but for
profitability, long-term effectivity, and increased competitiveness. These are the expectations
of the customer, which ties in with the findings regarding continued communication after
implementation. Both customer and consultant benefit from a relationship where the
expectations of the customer are met, both initially and continually, which makes a case for
continued communication after implementation to realize customer expectations long-term.

5.6 User acceptance

The results of this study show that successful user acceptance is an important and challenging
part of ERP implementations. These findings are consistent with the results of prior studies
(Barker & Frolick, 2003; Bueno & Salmeron, 2008; Madhavi Latha & Kumar, 2016; Mendel,
1999; Nah et al., 2007), and further cement the importance of communication in ensuring user
acceptance. Furthermore, the findings match those of previous studies that found the
importance of involving all stakeholders in implementation, especially end users. For
example, Dezdar and Sulaiman (2011) wrote about the usefulness of justifying
implementations and informing everyone early as to avoid resistance to change. Furthermore,
the authors argued for the importance of good communications to ease worry.

Previous studies on the topic do not, however, speak on the challenges of including all
stakeholders. The findings point out that oftentimes, end users are unwilling to go through
with implementations because it threatens to change their work too drastically and requires
significant effort. According to the findings, end users often are not involved early on. More
likely, implementations are initiated by a CEO or a CFO, who might have their own vision of
what the system might look like. The findings suggest that this happens due to organizations
having limited resources. They simply cannot dedicate all resources to an implementation as it
would disrupt their normal work routines. This issue is mainly a concern of resources, but it
draws resemblances to a study by Ha and Ahn (2014) in which the need to allocate shared
resources is identified as one of the main challenges in ERP implementations. To tackle such
issues, Ha and Ahn (2014) argue that communication and collaboration is important, which
the findings of this paper further cement by showing how important it is for the consultant to
clearly communicate with the customer about their involvement and dedication. As shown in
the findings section above, issues with allocating resources to implementations is mainly
found in smaller organizations. All respondents but one argues that reaching and involving
end users is a challenge associated with smaller companies. One respondent did however
argue for the opposite, which is in line with Aubert et al. (2013) findings, where larger
organization size is identified as a challenge in involving end users.

The findings of this paper also tell us how important training is in reaching user acceptance.
Most commonly, user training is targeted at a selected few super user who will then teach
transfer that knowledge internally. Naturally, communication is a vital part of training as the
findings tell us that the knowledge transfer mainly happens between consultant and end user
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in person, and to bridge the gap in knowledge, communication serves as a tool to move the
participants closer in terms of understanding. In a similar vein, Allen (2008) argued for the
importance of communication and user training to achieve user acceptance, and Zhang and
Xu (2009) found communication as an important tool in making training more effective.
Furthermore, Finney (2011) also stress the importance of adapting communication according
to circumstances, such as having training take place in person. It should be noted that this
paper is limited to the opinion of implementing consultants, and their opinion on the
importance of training is rather clear. Therefore, it is unclear if the opinion of the end user
would have differed, as in the findings of Finney (2011). In that case, consultant opinion on
the importance of training was in line with the findings of this paper. Finney (2011) did
however also look at the opinion of the intended users and found that they did not agree with
the consultant. Rather, users were of the opinion that e-mail communication would be enough.

5.7 Conflict

Conflict is a commonly mentioned aspect of implementations within the previous literature
and is linked to poor implementation success. Maditinos et al. (2012) argue that
implementations generally are smoother in the absence of conflict. The findings of this paper
suggest that communication is a key factor in solving conflicts, which is similar to what Ha
and Ahn (2014) found, who linked good communication to conflict resolution. Another study
by Wang and Chen (2006) found conflict resolution to be a key factor in successful ERP
implementations, ranking it higher in terms of importance than communication effectiveness.
While Wang and Chen (2006) failed to prove the importance of effective communication in
ERP implementation success, they theorize that conflict resolution and effective
communication have a strong correlation. The findings of this paper point in the opposite
direction, namely that effective communication is the most important factor when it comes to
both avoiding and solving conflict. Conflict resolution, as pointed out in the findings, is
important, but it can be viewed as more of a symptom of lacking communication rather than a
feature of its own. Furthermore, this paper observes a clear correlation between conflict and
expectations. Managing expectation is about continual, thorough, and proper communication,
and demands the attention of all involved. Similarly, this paper suggests that conflict can
occur as a side-effect of failure to communicate and care for the process. So, while
communication is the solution of conflict, it is also the cause.

Previous studies fail to point out how important participation of all stakeholders is for
implementation success. The customer needs to be engaged and be ready to share all
information necessary. Similarly, the consultant also needs to be properly engaged, but also to
listen. The findings also suggest the consultant should leverage communication as a tool to
encourage the customer to share and equally care for the success of the implementation.

The findings of this paper also identify the importance of communication as a solution to
conflict, especially through documentation. Previous studies do not grant any examples of
how communication can be used in conflict situations, but this paper identifies possible
conflict resolution methods. The consultants agree that keeping documentation such as emails
and notes might be useful in case the customer organization are unsatisfied with the final
product. This material can serve as a reminder to all stakeholder about what has been agreed
upon previously and is one way of using communication to solve potential conflicts. Another
finding points out how open communication and factual focus, as opposed to pointing blame,
can assist in approaching conflict situations.
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While previous research identify conflict as a risk for failure and an obstacle to
implementation success, the findings of this paper are not necessarily in agreement. Rather,
this paper suggests that conflict might sometimes be a necessary evil. When all stakeholders
share the same goal of project success, conflict can challenge communication participants to
rethink and further motivate their choices, possibly leading to a more favorable project
outcome. These results highlight the duality of the definition of conflict. While it is
commonly associated with negative consequences on implementation, these findings
challenge this view of conflict as exclusively obstructive.

5.8 More challenges in ERP implementations

The results of this paper identified a set of common challenges faced by consultants in ERP
implementation projects. One challenge that was not identified in the previous research, but in
the findings of this paper, was lack of personal chemistry. Sometimes, two communication
participants do not get along well, despite both being talented communicators. This issue is
unique in that it is difficult to measure and predict. When personal chemistry fails, a possible
solution could be to have clear guidelines for the work process, so that participants can
continue and get the work done despite their issue. The reasons for why this occurs is not
clear. There are some similarities between personal chemistry and rapport, as mentioned
briefly in the theoretical framework. Rapport is the quality or harmony of an interpersonal
relationship (Tomasi et al., 2015), which similarly to personal chemistry is difficult to
measure since it is a feeling communication participants have about each other and their
relationship. Rapport is considered important for successful project performance, which draws
some resemblances to personal chemistry as identified in this paper.

Unclear project roles are another common challenge identified in the findings. For example,
who oversees what, and who to turn to for questions. These findings are similar to those of
Amoako-Gyampah (2004), who also identified unclear roles as a cause for problems. Project
managers or steering committees were identified as important roles to have in a project, and is
in line with the findings of Dezdar and Ainin (2011) who discuss the importance of project
roles and clear responsibilities. Furthermore, these findings stress that all participants within
an implementation are responsible for the project and the communication within it. In
previous research, interdepartmental communication is commonly found to be a major factor
in successful implementations (Allen, 2008; Ha & Ahn, 2014; Somers & Nelson, 2004;
Worrell, 2008; Wu & Cao, 2010). Some similarities can be found between the issue of unclear
roles and that of interdepartmental communication. For example, interdepartmental
communication is any communication in which stakeholders in different departments
communicate, and for interdepartmental communication to function, there need to be clear
roles regarding who oversees what process. If roles are unclear, interdepartmental
communication becomes a challenge.

35



6 Conclusion

The purpose of this paper is to better understand the role of communication in ERP
implementations, and further build upon the existing body of research in the area. To achieve
this goal, two main research questions were posed. The first research question of this paper
aims to find out if communication is important for successful ERP implementation and define
the meaning of effective communication. This paper recognizes that having open-ended
communication between the involved individuals of an ERP project is of great importance.
This paper shows that effective communication is communication that is clear, fast, and
communicated at the right time to the right recipients. However, fast communication is not
always effective, the reason being that when information is delivered fast, some of the context
may get lost, ultimately affecting the usefulness of the communication. Therefore, to achieve
effective communication, this paper argues that the context of communicated information is
of high importance for all stakeholders.

It has been identified in this paper as well as in some literature, that the context of
communication can affect the perception information but not only is context important but the
method as well. Therefore, it has been found that the choice of method can have an impact on
the effectiveness of communication. It is of high importance that the context matches the
method, this because if not using the right method, some information may be lost and it has
been established in the paper, that this may affect the outcome of the ERP implementation
project. This finding is agreed upon by (Aubert et al., 2013; Maditinos et al., 2012; Wu &
Cao, 2010). It is presented that the quality of the information shared is a
critical success factor. Compared to previous studies, this paper identifies what effective
communication is and how it effects a project. Through this paper readers are offered an
insight into what effective communication is and how it is achieved.

This paper has identified that implementing consultants are of different opinions in relation to
whether method of communication or content of communication is the most important. Once
again, this is something that is dependent on both the preferences of the communicator and
the communication recipients. While this finding is not highly debated in previous literature,
this paper argues that effective communication is the foundation of implementation projects
by ensuring qualitative participation from the beginning, which increases the likelihood that
communication from all stakeholders is improved all through the duration of the
implementation. As (Barker & Frolick, 2003; Bueno & Salmeron, 2008; Madhavi Latha &
Kumar, 2016; Mendel, 1999; Nah et al., 2007) mentions, effective communication is
challenging and demands an active effort from all parties involved. As mentioned in the
literature (Barker & Frolick, 2003; Bueno & Salmeron, 2008; Madhavi Latha & Kumar, 2016;
Mendel, 1999; Nah et al., 2007) in the literature, effective communication is challenging and
demands an active effort from all parties involved in the project. The paper found that when
implementing consultants communicate in an effective way such as by leveraging the correct
communication method and knowing when and what information to share to which
individual, then effective communication is achieved. In support of the findings in this paper
regarding how effective communication ensures a successful ERP implementation project, (A.
N. Parr et al., 1999) states that effective communication is a major factor for a successful
implementation. The research of this paper shows that satisfaction for the customer as well as
the consultant is additionally a critical aspect reached through effective communication.
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(Maditinos et al., 2012) states that with trust, both parties can sustain a smoother and more
effective communication, ensuring a better understanding of each  other which in
terms ensures a good relationship which is sought after. The research paper has identified
what actions an implementing consultant should actively take to ensure an effective
communication. It is of high importance for them to have, as previously stated, an open-ended
communication which is honest. The paper identifies that having trust builds a stronger
relationship between stakeholders and costumer, further securing a customer's loyalty as well
as creating a space for the consultant to speak more freely and openly about their wants and
need for the project. This paper showcases what effective communication can do for an ERP
project and how effective communication can ease the path to a successful ERP
implementation.

The second of aim of this paper was to identify the main challenges as perceived by
implementing consultants, and how communication can aid in overcoming these. To begin
with, the importance of participation and effort from all stakeholders in communication
permeates every challenge. One of the most important challenges identified is the setting,
management, and realization of expectations. This challenge has been identified in previous
research (Bradford & Florin, 2003; Cosmos Xulu & Suknunan, 2020; Maditinos et al., 2012;
Obwegeser et al., 2019), and this paper further strengthen the importance of this aspect. This
paper extends existing research by showing the importance of communicating clearly about
all aspects that might affect implementation from the very beginning. Additionally, the data
shows that customers are not always aware of their business needs and should be guided by
the implementing consultant to carefully examine the requirements and specifics of the
organization. Also, continued communication allows for implementing consultants and
costumers to create a symbiotic relationship in which long-term expectations can be met to
the benefit of both parties.

An equally important challenge identified is achieving user acceptance. This finding is
consistent with prior studies (Barker & Frolick, 2003; Bueno & Salmeron, 2008; Madhavi
Latha & Kumar, 2016; Mendel, 1999; Nah et al., 2007). Once again, this challenge calls for
the involvement of all stakeholders to overcome, especially end users. In accordance with the
previously mentioned challenge, this paper argues that early communication to justify change
must involve all stakeholders to avoid resistance to change and potential distress among
employees of the adopting organization. These findings replicate and strengthen the
conclusion of prior studies by Dezdar and Sulaiman (2011). This study adds to the existing
body of research by showing how organizations unwillingness and or inability to dedicate
resources and personnel, more specifically end users, to implementations might hamper and
inhibit project success. Implementing consultants need to emphasize the importance of the
customers participation and dedication of resources and thoroughly communicate this to the
customer. Moreover, this paper shows us how communication can aid in overcoming the
challenge of user acceptance by bridging the gap in knowledge between consultant and user
through user training.

Conflict is an ever-present threat to implementations, commonly associated with unsuccessful
implementations (Maditinos et al., 2012). Prior studies have discussed a link between
communication and conflict resolution (Ha & Ahn, 2014; Wang & Chen, 2006), but this paper
offers an alternative look at communication as a stand-alone factor, and not a feature of
conflict resolution. Furthermore, previous studies have theorized a possible correlation
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between conflict resolution and effective communication (Wang & Chen, 2006), but failed to
prove a link. This paper builds on existing research by claiming that not only is conflict
resolution a feature of effective communication, but effective communication is the most
important factor to both avoid and solve conflicts. While previous research positions
communication as a possible solution to the main problem, which they believe to be conflict
resolution, this paper argues that conflict and conflict resolution is a mere symptom of poor
communication. We argue that communication is the alpha-and-omega of conflict resolution.
A theme can also be observed between the identified challenges, as conflict, expectations and
user acceptance are all dependent on continual and thorough communication and the proper
dedication of all involved stakeholders. Furthermore, this paper highlight and contribute to
existing research by proposing the use of documentation such as e-mails, meeting notes and
similar communication documentation as a technique for resolving conflict. Another
interesting finding which was not found in previous research, was an alternative view of
conflict as not only an implementation success obstacle, but also as a necessary evil to reach
even more favorable project outcomes. We suggest that positive conflict is possible when
stakeholders share the same overarching project goal, despite possible differences. This paper
challenges the view of conflict as a hinderance and attempts to nuance our view and
understanding of conflict.

One of the two last main challenges identified are a lack of personal chemistry, which is not
present in the existing body of research on ERP implementations. It is defined as two
communication participants not getting along, despite communication skills present on both
ends. While this phenomenon is not present in the ERP literature, we link it to rapport
(Tomasi et al., 2015), which is considered important for successful overall business project
performance.

The last challenge identified is unclear project roles, which concerns the division of
responsibilities. Similar findings are present in previous research (Amoako-Gyampah &
Salam, 2004; Amoako-Gyampah, 2004; Dezdar & Ainin, 2011). This paper suggest that all
participants are responsible for the project and project communication. Additionally, unclear
project roles are linked to interdepartmental communication (Allen, 2008; Ha & Ahn, 2014;
Somers & Nelson, 2004; Worrell, 2008; Wu & Cao, 2010), where we suggest that clear
project roles are needed for interdepartmental communication to properly function.

6.1 Suggestions for future research

For future research, there are several potential directions to wander. The topic of conflict and
conflict resolution can certainly be explored further, since this paper suggest there are some
different opinions on conflict, especially in relation to communication. Additionally, this
paper suggests conflict is not simply negative. Perhaps future research could look at conflict
as an enabler of success and not a symptom of failure or poor communication. Another
unexpected finding of this paper was the potential problem that might arise when project
participants lack personal chemistry. Earlier research on ERP does not mention this potential
issue, and while some similarities can be drawn to rapport, there is little research on this
specific matter. Future research could attempt to better define what it means, and what it
stems from. Also, future studies could look at communication in ERP implementations from a
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broader view, incorporating several stakeholders, not only consultants. This could lead to
exiting research results where the different opinions of stakeholders could be better
understood.
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Appendix 1

Gender Company Roll Years of Interview
experience duration
Respondent 1 | Male Exsitec Application 4 60 minutes
consultant/
ERP
consultant
Respondent 2 | Female Exsitec Team leader/ | 8 1 hour 10
ERP minutes
consultant
Respondent 3 | Male Exsitec Project 2,5 60 minutes
Leader
Respondent4 | Male SuiteSpot ERP 1 55 minutes
consultant/
supply chain
management
Respondent5 | Male Nexer group Sales director | 2 60 minutes
Respondent 6 | Male ZeeU Senior 3 Written
consultant answers
Respondent 7 | Male Monitor Support, 9 55 minutes
economic
support,
consult, chef
consultant
Respondent 8 | Male ERP & Friends | Project 2 55 minutes
management-
assistant
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Appendix 2

Intervjumall

Inledning

® Beratta om studien och vad den &mnar uppna.

¢ Fraga om det &r okej att intervjun spelas in.

e Forklara for respondenten att han/hon kommer att vara anonym och att
svaren/transkriberingen kommer att hanteras konfidentiellt och att det endast ar vi som
kommer att se eller anvdanda materialet.

Generell information

¢ Vad heter du?

¢ Hur lange har ni arbetat pa foretaget?

¢ Vad ar er roll/jobbtitel?

Intervjufragor, huvuddel

1. Vad innebar effektiv kommunikation for dig?

2. Pa vilket satt kan effektiv kommunikation forbattra implementations processen av ERP
system?

3. Vad aridin erfarenhet den vanligaste anledningen att ERP implementationer misslyckas,
eller anses vara misslyckade?

4. Vilken ar den vanligaste anledningen till att kommunikationsproblem uppstar, och hur
paverkar dessa “problem” implementationen?

5. Ar kommunikation inom ERP implementationer kravande, och hur manifesterar det sig i s&
fall?

6. | forskningen rader det delade meningar om huruvida konfliktlésning eller kommunikation ar
viktigast for framgangsrika ERP implementationer, vad anser du?

7. Kommunikation anses ofta vara valdigt viktigt for framgangsrika ERP implementationer, men
stammer detta eller ar kommunikationens inverkan dverskattad?

8. Vilka &r de vanligaste utmaningarna du stoter pa i implementationer av ERP?

9. Efter implementation, har du varit i kontakt med kund igen, och vilken roll spelar fortsatt
kommunikation med kund?

10. Hur paverkas kommunikationen, och i slutdndan implementationsframgang, av det faktum
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att féretag ar valdigt olika och kan ha olika foretagskulturer, preferenser, processer eller

mal?

11. Kommunikation asido, vilka faktorer ar viktigare an kommunikation for framgangsrika ERP
implementationer enligt dig?

12. Ar det rimligt/praktiskt genomférbart att alltid ha ett fokus p& kommunikation, eller kommer

andra saker ofta i vagen?13. Paverkas kommunikationens roll vid en ERP implementation av
exempelvis storlek pa

kundforetaget, det vill sdga, forekommer det vasentliga skillnader pa kommunikationen
mellan stora kunder i kontrast till mindre kunder?

14. | din erfarenhet, vad ar viktigast: hur information kommuniceras eller innehallet i det som
kommuniceras?

15. Vilken ar den absolut viktigaste rollen kommunikation fyller vid en ERP implementation?
16. Upplever du att kommunikation inom ERP projekt ibland ar oérlig, och i sa fall varfor?

17. Har du upplevt kommunikationssvarigheter, exempelvis mellan dig och kund/team/chefer
inom implementationer?

18. Hur paverkar kommunikation anvandaracceptans av ERP system?

19. Vad gor ni for att sakerstalla att kunders anvdandare “accepterar” forandringarna av
implementationen?

20. Vilka inom foretaget/processen ar ansvarig for och kontrollerar kommunikationen?
Ledarskap

1. Hur ofta kommunicerar du med de anstallda om implementationsprocessen, och ar detta
tillrackligt?

2. Ar den kommunikationen du ger ut angdende ERP implementationen tillracklig?

3. Hur mycket tid spenderas pa att lara ut ERP system, och ar detta tillrackligt?
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