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Enterprise Resource Planning (ERP) system implementation projects are complex
organizational transformations that affect business processes, roles, and ways of working in
the solution adopter organization. Even though ERP system implementation project success
is often discussed from a technical perspective, many of the key challenges and critical
success factors (CSFs) are related to organizational and human-related factors, such as
effective change management, user adoption, and organizational readiness.

This thesis examines how artificial intelligence (AI) can support and accelerate change
management and user adoption in ERP system implementation projects. The thesis focuses
on identifying key challenges and CSFs in ERP system implementation projects and
determining in which change management activities across the project lifecycle Al can
provide the most value and how. The thesis combines literature review on ERP systems and
ERP system implementations, change management, and Al-supported organizational change
with empirical findings gathered from semi-structured expert interviews.

As a result, the thesis proposes an Al-supported change management framework and a
Human-AI Collaboration (HAIC) model for ERP system implementation projects. The
framework describes how existing organizational data with created project documentation
can be transformed into change management outputs through AI processing and human
validation. The findings indicate that AI creates the most value in role-specific and
document-heavy change management activities, as well as in repetitive and analytical
activities. However, Al should be used as a supporting capability rather than a substitute for
human expertise, and its value depends on high-quality project documentation and
continuous validation by project professionals.
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Toiminnanohjausjédrjestelmien  eli ~ ERP-jirjestelmien  kéyttoonottoprojektit — ovat
monimutkaisia organisatorisia muutoshankkeita, jotka wvaikuttavat —merkittavésti
kiyttoonottavan organisaation liiketoimintaprosesseihin, rooleihin ja toimintatapoihin.
Vaikka ERP-jirjestelmén kayttoonottoprojektin onnistumista tarkastellaan usein teknisesta
ndkokulmasta, monet keskeisistd haasteista ja kriittisistd menestystekijoistd usein liittyvét

kéayttdjaadoptioon ja organisaation muutosvalmiuteen.

Téssd diplomitydssd tutkitaan, miten tekodly voi tukea ja vauhdittaa muutosjohtamista ja
kayttdjaadoptiota ERP-jéarjestelmin kayttoonottoprojekteissa. Tyo keskittyy tunnistamaan
projekteihin liittyvid keskeisid haasteita ja kriittisid menestystekijoitd sekd madrittimaén,
missd muutosjohtamisen aktiviteeteissa projektin elinkaaren aikana tekodly voi tuottaa
eniten arvoa ja miten. Tyd yhdistdd kirjallisuuskatsauksen ERP-jirjestelmistd ja niiden
kayttoonotoista, muutosjohtamisesta seké tekoédlyn tukemasta organisatorisesta muutoksesta
empiirisiin havaintoihin, jotka on keritty puolistrukturoiduilla asiantuntijahaastatteluilla.

Diplomityon tuloksena esitetdin tekodlyn tukema muutosjohtamisen viitekehys sekd
thmisen ja tekodlyn yhteistyomalli ERP-jérjestelman kiyttéonottoprojekteihin. Viitekehys
kuvaa, miten olemassa olevaa organisaatiodataa sekd projektin aikana tuotettua
dokumentaatiota voidaan muuntaa muutosjohtamisen tuotoksiksi tekoédlyn prosessoinnin ja
thmisen validoinnin avulla. Diplomityon tulokset osoittavat, ettd tekoily tuottaa eniten arvoa
roolikohtaisissa ja dokumentaatiointensiivisissdé muutosjohtamisen aktiviteeteissa seka
toistuvissa ja analyyttisissd tehtdvissd. Tekodlya tulisi kuitenkin hyddyntéé asiantuntijatyta
tukevana kyvykkyytend eikd ihmisen asiantuntemuksen korvaajana, ja sen tuottama arvo
riippuu laadukkaasta projektidokumentaatiosta ja jatkuvasta asiantuntijavalidoinnista.
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1 Introduction

Recent studies have shown that by 2027 over 70% of Enterprise Resource Planning (ERP)
system implementation projects will fail to meet their initial objectives, with up to 25% of
them ending in a catastrophic failure (Gartner n.d.). Even with over two decades of
experience and studies of ERP system implementation projects, the success of these projects
remains uncertain even though success stories are well documented and the critical success

factors (CSFs) are widely recognised (Rajapakse & Thushara 2023).

Beheshti & Beheshti (2010) describe ERP system as a compilation of business applications,
which combine different business streams like finance, production, supply chain,
procurement, and Human Resources (HR) into one single integrated system. Without an
effectively implemented ERP system, businesses would handle their activities in many
siloed processes and legacy systems, which could lead to error-prone reporting, no access to
real-time data, and no reliable source of truth. That is why organizations choose to deploy
ERP systems: to help them gain a competitive advantage while optimizing processes and

reducing risks. (SAP 2025a)

It is important to recognise that ERP system implementation projects involve high risks and
significant investments since the challenges are not only related to technical issues, but also
affect processes, employees, and even organizational culture (Coskun, Gezici, Aydos,
Tarhan & Garousi 2022). Since ERP system implementations are related to nearly every part
of the organization, the overall project success depends on numerous factors meaning that

even a single poorly managed area can cause the project to fail to meet its initial targets.

ERP system implementation projects may fail for numerous reasons ranging from budget
overruns to delays in schedule. Even though these projects can be seen as complex,
technology-driven projects, change management has been repeatedly identified as one of the
most critical factors influencing the success and outcomes of ERP system implementation
projects. Studies have shown that effective change management is a key factor for preparing
users for the change, as well as reducing resistance, and shaping positive attitudes toward
the changes and the future ways of working. (Aladwani 2001) This highlights that ERP
system projects are not only technological transformations: they are large organizational

initiatives in which, for example successful user adoption, change readiness, and employee
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engagement in the solution adopter organization determine whether the objectives of the

project are achieved or not.

1.1 Background and Motivation

As noted, a significant number of ERP system implementation projects fail to meet their
initial objectives with many experiencing delays, budget overruns, or limited user adoption
and change readiness. This indicates that organizations still struggle to manage the
complexity of these projects, even though the CSFs are widely known. The continuous
struggle surrounding ERP system implementations highlights the need to research how these
projects are executed and supported, especially from an organizational and human-centred

perspective as many of the projects fail due to non-technical reasons.

There is no doubt that artificial intelligence (AI) has been one of the most discussed and
transformative technologies of recent years. Studies show that Al can not only transform
business processes, but it has also potential to strengthen organizational capabilities by
enabling learning, better decision-making, and increase adaption to name a few. (Gama &
Magistretti 2025) Recent studies show that up to 70% of all change management initiatives
fail often due to clunky interfaces and poor communication, with ERP system related
projects being one of the key factors behind the score. A major reason why ERP system

implementations fail are due to underwhelming user experiences. (de Groot 2024)

This is where Al steps in. While Al is often associated with automating tasks and increasing
efficiency, its power in change management lies in addressing the human side of change. In
ERP system implementations, it’s all about understanding employee needs, personalizing
their experiences, and communicating the “why” behind the change. Al isn’t a tool for
replacing human expertise in change management. Instead, it’s a powerful tool to help

change management professionals focus on the human aspects of change. (de Groot 2024)

Although Al offers promising potential in improving change management, the practical use
of Al in ERP system -related change management remains limited. Even large consulting
firms working with ERP system implementations with their own change management teams
have not systematically integrated Al to their work. This gap between the technological

potential and human-related challenges in ERP system implementation projects highlight the



13

need for research on how Al can be used to support change management and user adoption

in ERP system implementation projects.

1.2 Research Objectives and Questions

The primary objective of this research is to investigate how Al can be leveraged to support
and accelerate change management and user adoption in ERP system implementation

projects, with a focus on addressing key challenges and supporting CSFs.

ERP system implementation projects can typically be seen as complex, IT-heavy projects
that require significant technical knowledge. However, it is also common that ERP system
implementation projects fail not because of technical reasons, but due to human-related

factors, such as poor user adoption, engagement, and communication.

To achieve the objectives of this research and to address the issue stated above, it is essential
to clearly define the research questions. The main question guiding this thesis is stated as

follows:

e How can artificial intelligence (AI) support and accelerate change management and
user adoption during Enterprise Resource Planning (ERP) system implementation

project?

To support the main research question, two sub-research questions were established:

e What are the key challenges and critical success factors (CSFs) in ERP system

implementation projects?

¢ In which change management activities can artificial intelligence (Al) provide the

most value during ERP system implementation projects?
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By addressing these research questions, the thesis follows a structured approach in
understanding how Al can be leveraged to accelerate change management and increase the
success rate of ERP system implementation projects. By studying the two sub-questions

determined for this study, the research will ultimately answer the main research question.

1.3 Scope and Limitations

The scope of this research is mainly defined by three main theoretical areas that form the
foundation for the research: ERP systems, change management, and the application of Al in

the context of change management.

The ERP system related part of the research mainly focuses on SAP technologies, especially
when discussing ERP system project implementation lifecycle with SAP Activate
methodology. However, ERP systems are also examined at a more general level when a
broader perspective is reasonable, for instance when discussing project organization in ERP
system implementations, and CSFs as they apply to ERP system implementations regardless

of the specific technical solution.

The change management part of the research is mainly limited to the context of ERP system
implementation projects after the theoretical foundations have been covered. Since change
management is relevant in many different types of organizational change initiatives, ERP
system implementation projects create many unique challenges due to their scale and
complexity. Therefore, this research concentrates on the context of ERP system

implementations and does not consider other types of transformation projects.

Al itself represents a broad field of technological advancements, such as machine learning,
natural language processing, and generative Al. In this research, the focus is mainly on
generative Al and its potential role in supporting change management. The research focuses
on conceptual opportunities and challenges related to Al in change management. In addition,
the research does not aim to measure any quantitative impact of Al-enabled change
management. Rather, the research explores its potential and identifies relevant themes for

future applications.
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1.4 Research Methodology and Structure

The research is conducted as design science research (DSR). DSR is a qualitative research
methodology that aims to design, develop, and implement practical solutions to address real-
world problems. DSR focuses on both innovation and applicability and aims to bridge gaps
between theory and practise. (Dresch, Antunes Jr & Lacerda 2015, xv-xvi) DSR is
particularly well suited for this study, since it combines theoretical findings with empirical
data to develop insights and solutions to address the objective of this research. The empirical
data for this study is collected through various semi-structured interviews with selected

experts who have extensive experience in ERP system implementation projects.

This research is divided into two main phases: the theoretical part and the empirical part.
The research document itself is divided into seven distinctive sections, which progressively
delve into the research objective. The first section serves as an introduction to the topic,
where the research questions, scope, and objectives are defined. The second section is the
first theoretical section of the thesis, which provides an overview of ERP systems and ERP
system implementation projects. The third section focuses on change management within
the context of ERP system implementation projects, addressing organizational change,
challenges, and key drivers in this context. The fourth section focuses on Al, particularly
understanding its current relevance, and addressing its applications regarding change
management. The fifth section starts the empirical part of the research. It presents the
research methodology and data collection that is applied in this research. The sixth section
outlines the empirical findings and develops the proposed Al-supported change management
framework based on the theoretical and empirical findings. Finally, the seventh section will
conclude the thesis by summarizing the key findings and presenting recommendations for
future research in this field. The research structure and the outcome of each section is

explained in more detail in Table 1.



Table 1: Research Structure
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Input

Chapter

Output

Description of the research
topic, objectives, and structure

1. Introduction

Establishing the background,
relevance, and motivation of the
research. Defining the research
problem, research gap, objectives, and
research questions, and outlining the
scope and structure of the research.

Literature review on ERP
systems and ERP system
implementation projects,
including methodologies and
CSFs.

2. ERP System and ERP
System Implementation
Project

Providing a theoretical foundation on
ERP systems and ERP system
implementation projects. Explaining
project organization, methodologies,
and CSFs influencing project
outcomes.

Literature review on change
management theories, models,
and change management
activities in ERP system
context.

3. Change Management in
ERP System
Implementation

Developing an understanding of
change management in ERP system
projects including models,
organizational challenges, and factors
influencing user adoption.

Literature on Al and its role in
organizational change

4. Artificial Intelligence in
Organizational Change

Introducing Al concepts and exploring
its applications, benefits, and
limitations in supporting change
management.

Research methodology design
and data collection approach

5. Research Methods

Describing the research approach, data
collection methods, and how empirical
data is gathered and analysed.

Empirical data collected from
semi-structured interviews

6. Results

Presenting and summarizing key
empirical findings related to the
research objective.

Overall research findings

7. Conclusions

Summarizing the study, answering
research questions, and providing
practical recommendations and future
research directions.
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2 ERP System and ERP System Implementation Project

This chapter provides an overview of ERP system and the key elements involved in ERP
system implementation projects, such as the project organization and security aspects.
Following this, the chapter presents a framework called SAP Activate, which is a
methodology that is commonly used in SAP ERP system implementation projects. Finally,
the chapter discusses the CSFs, that influence the outcomes of ERP system implementation

projects.

2.1 Overview of ERP System

The evolution of ERP systems started in the 1960s with simple inventory control
applications, that were intended to control stock levels for a large number of items (Jacobs
& Weston Jr 2007). The origins of modern planning logic within this evolution can be traced
back to the late 1960s or early 1970s depending on the author, when Joseph Orlicky, an IBM
engineer, introduced the concept of Material Requirements Planning (MRP). MRP systems
were designed to calculate material needs in manufacturing. However, the scope was limited,
as MRP only focused narrowly on materials and lacked mechanisms for capacity feedback,
which highlighted the need for more integrated processes. (Sarferaz 2022, 4) As
manufacturing environments and business in general became more complex in the 1970s
and 1980s, organizations realized that planning of materials alone was not sufficient to

effectively control manufacturing and related activities (Jacobs & Weston Jr 2007).

This need led to the emergence of Manufacturing Resource Planning (MRP II) in the 1980s.
MRP II extended the traditional MRP by integrating additional functionalities, such as
capacity planning, shop floor control, and financial data (Jacobs & Weston Jr 2007). The
main idea behind MRP II was that a company should operate as one physical system rather
than separate departmental solutions. MRP II made it possible to enable more advanced
capabilities, such as simulations, what-if analyses and other capabilities, that could be used
to evaluate alternative business scenarios. However, this was only related to manufacturing
companies on the market. Other sections of the economy did not find MRP II useful under

these conditions, and this led to the next stage of the evolution: the ERP system. ERP system
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was designed to bridge the market gap so that also non-manufacturing organizations could

utilize similar functionalities. (Sarferaz 2022, 4-5)

Even though some ERP systems appeared as early as 1980s, the most significant enterprise-
wide coordination and integration took place in the 1990s. ERP systems, that were
implemented into organizations at that time, had the capabilities to run on multiple platforms
and integrate different business processes into one integrated system, including
manufacturing planning, financials, project management, transportation, and marketing.
(Katuu 2020) From the 2000s onwards, ERP system development has been shaped by new
megatrends, such as globalization, the rise of internet, and cloud computing. As cloud-based
architectures matured, many vendors started to shift from traditional on-premise
deployments to browser-based interfaces and Software-as-a-Service models. Since 2010s,
ERP systems have further expanded through emerging technologies such as Al, predictive
analytics, blockchain, and automation. These developments form the basis of today’s ERP
system landscape, exemplified by solutions such as SAP S/AHANA. (Sarferaz 2022, 5-6)

The evolution and history of ERP system are summarized in Figure 1.

Enterprise
Resource Planning

Increased automation
and advanced
(ERP)

capabilities in ERP

Inventory Manufacturing
Management Resource Planning Cloud ERP
Control (MRPII)

Figure 1: Evolution of the ERP System

Modern ERP systems are characterised by high performance and scalability, intuitive user
experience, and modular architectures, that allow extensions without compromising the
stability of the system (Sarferaz 2022, 6-11). In addition to these technological

advancements, the ERP system landscape is constantly changing. Recent studies show that
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ERP systems are moving towards more process-centric and modular architecture. Rather
than operating as a monolithic system, ERP system solutions are expected to move towards
more flexible platforms, where business processes can be dynamically configured across
integrated services. (Szelagowski et al. 2022, 326—-341) This trend is driven by the need for
greater organizational agility, real-time decision-making, and integration with emerging

technologies.

Organizations choose to implement ERP systems due to the need for a centralized system.
Without an effectively implemented ERP system, businesses would have many siloed
processes, where for instance real-time data would not be available. No matter the size of
the company, business leaders choose to implement ERP systems to help them gain
competitive advantage and optimizing operations while reducing risk. (SAP 2025a)
However, integrating an ERP system into a company’s processes involves significant risks
and investments. It is essential to understand the benefits, potential pitfalls, and best practices

before getting started with an ERP system implementation.

2.2 ERP System Implementation

In ERP system implementation projects, it is important to distinguish between two different
actors: the solution adopter organization and the service provider organization. The
solution adopter organization implements and adopts the new ERP system, while the service
provider organization supports the implementation project by providing expertise, resources,
and guidance. The service provider organization typically consists of external consultants
that are used in the project, and understanding these terms is important as they will be used

throughout this research.

Ali & Miller (2017), describe ERP system implementation as a transformative organizational
initiative rather than a purely technical exercise. Implementing an ERP system requires
rethinking existing business processes, redefining roles and responsibilities, and re-aligning
organizational structures with the logic embedded in the ERP system. In conclusion, an ERP
system implementation project is an activity where a solution adopter organization is
deploying a new ERP system and shifting its business processes to the new solution (Oracle

2025).
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An ERP system implementation strategy determines how the new ERP system will be
installed. The strategy’s main focus is on how the transition from the legacy system to a new
ERP system will be conducted. The selection of the implementation strategy may very well
be the differentiator if the project will be a failure or a success. (Bhatia & Sharma 2025)
First, organizations must determine whether the new ERP system will be deployed as an on-
premise solution, or as a cloud-based ERP system. According to Link & Back (2015), these
two delivery models differ fundamentally in terms of cost structure, customization
possibilities, security aspects, and required IT capabilities. On-premise ERP system is
installed locally on an organization’s computers and servers, where the software can be
accessed usually through client components installed on the client’s machine. Cloud
solutions on the other hand, are accessed by using technological information resources that
have been provided by a vendor based on predefined agreement. (Al Hayek & Odeh 2020)
In addition to the on-premise vs. cloud decision, there are three main deployment options on
how to roll out a new ERP system depending on factors such as the size and state of your
data, and the future business needs. These approaches are commonly applied in SAP ERP

system implementations but are also used across the broader ERP system landscape.

2.2.1 Deployment Options

When converting from legacy SAP solutions to a modern SAP S/4AHANA environments, the
ERP system implementation project can follow different deployment options. These options
define how the transition from the existing system to the new environment is executed and

to what extent existing processes, data, and configurations are retained or redesigned.

The first deployment option is called a Greenfield implementation, referring to a new
system implementation. The Greenfield implementation approach refers to deploying an
ERP system on a completely new environment, meaning that old configurations,
customizations, and legacy processes are not carried over to the new ERP system. It enables
organizations to redesign and standardize their processes from scratch. (SAP LeanIX 2025b)
The Greenfield implementation is typically the most time-consuming, and the most complex
option to deploy an ERP system. However, it offers the advantage to complete a fresh start,
which can be useful for organizations that have heavily customized or outdated legacy

systems.
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The second option is called a Brownfield implementation, which can be thought of being
like an ERP system upgrade. In this deployment option, existing processes, configurations,
and customizations are mostly preserved while the system is technically converted to a new
one. (SAP LeanIX 2025b). This deployment option allows organizations to retain their
working workflows and minimize disruption. This results in a shorter project timeline,

compared to a Greenfield implementation.

The third option can be called a Bluefield implementation, or a hybrid implementation
that combines characteristics from the Greenfield and Brownfield implementation. This is
the most widely used deployment option, where the solution adopter organization can select
which aspects of the system it wants to redesign, and keep the parts of the current system
that work well. (SAP LeanIX 2025b) The three deployment options are summarized below
in Table 2.

Table 2: ERP System Deployment Options (SAP LeanIX 2025b)

Deployment Option Key Characteristics

Greenfield implementation Completing a new implementation where the new ERP system is deployed
in a new, clean environment. Legacy customizations or processes are not
carried over to the new system. This is the most complex, time-

consuming, and intensive deployment option.

Brownfield implementation A system conversion, where the legacy ERP system is upgraded to a new
system. Legacy customizations and processes are carried over to the new
system. Brownfield implementation minimizes disruption and shortens
the duration of the project.

Bluefield implementation A hybrid approach that combines elements from the Greenfield and
Brownfield implementations. Bluefield implementation allows
organizations to keep what works while redesigning specific areas.

2.2.2 Security Aspects

ERP system implementations can’t be discussed without mentioning security aspects. ERP
systems are not only used in business, production, and commerce, but also in other branches,
such as governmental or military, where information security is even more critical. All
information storing in ERP system has an important meaning and any illegal access could
lead to huge loses up to the business shutdown (Trunina, Vartanova & Sushchenko 2018).
The first step in building a secure system starts with the architecture of the system (Hrischev

2020).
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Modern ERP system solutions rely on a multi-layer client-server model where presentation,
application, and database layers implement their own security mechanisms to restrict access
to unauthorized users (Hrischev 2020). According to Atakari (2024), the presentation, or the
physical layer is reinforced through controlled biometric access and different surveillance
mechanisms. At the application layer, secure coding practices and application firewalls are
used to mitigate risks such as Structured Query Language (SQL) injection or cross-site
scripting. Finally, the data layer uses strong encryption, tamper-evident logging
mechanisms, and Role-Based Access Control (RBAC). (Atakari 2024) Building a secure
architecture using multi-layer security mechanisms is the first step in creating a secure ERP

system.

The second important aspect of building a secure ERP system is putting in place security
policies, which are realized by using different methods of user authentication and
authorization (Hrischev 2020). One of the most popular implementations for controlling
access rights is RBAC. RBAC means assigning access privileges to roles, and the system
users are then granted the right role for specific job functions (Atakari 2025). RBAC is an
important mechanism in modern ERP systems for ensuring that users only have access to
the information that is necessary for their responsibilities, thereby reducing the risk of
unauthorized data access. RBAC supports regulatory compliance frameworks and
strengthens ERP system security by limiting both insider threats and external attack surfaces.

(Sola 2022)

The third dimension of secure ERP system relates to secure data transfer in ERP systems.
For the first ERP systems that ran on closed networks, the most used security technology
was isolation and segmentation of the network. Now with the development of cloud-based
ERP systems, these traditional methods were no longer sufficient, and organizations have
had to adopt new encryption and tunnelling methods to ensure that data remains protected
when transmitted over public and wireless networks. To be able to transmit data across
networks, modern ERP systems use internet protocol security architecture tunneling to
encrypt information exchanged between endpoints, creating a virtual private network that
protects data when transferred through public or wireless channels. Also, web-based ERP
systems rely on secure sockets layer and secure hypertext transfer protocols, which are
cryptographic protocols to ensure that documents and transactional data remain confidential

and secure over the public internet. (Hrischev 2020)
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This section provides only a brief description of ERP system security, since a deeper
technical analysis falls outside the scope of this research. However, understanding the basics
of security principles is important, as they form the foundation of ERP systems and ERP

system implementation projects.

2.2.3 Project Organization

ERP system implementation projects require a well-defined project organization with clear
roles and responsibilities for each project team member. Research shows that the project
team and clear roles and responsibilities of the project team members are one of the most
critical factors in driving project success (Mahraz, Benabbou & Berrado 2019). ERP system
implementation projects are inherently cross-functional, that involve many departments and
stakeholders. Thereby, a strong project organization is essential in ensuring effective

coordination throughout the implementation.

The project organization for an ERP system implementation project typically combines a
hierarchical governance layer with a cross-functional team structure, drawing resources from
multiple business functions such as finance, HR, and operations with usually the supplement
of external consultants. (Dey, Clegg & Bennett 2010) The steering committee serves as the
highest decision-making body in ERP system implementation project. It typically includes
a project sponsor, who is a senior executive from the deployment organization, such as the
Chief Executive Officer (CEO), Chief Financial Officer (CFO), or another member of top
management. The steering committee is responsible for making the major decisions such as
budget and timeline related decisions and monitoring the overall progress of the project and

supporting with critical decision-making throughout the project. (Batada & Rahman 2011)

The project management team of the ERP system implementation is responsible for
managing the day-to-day activities of the project. They plan and manage project schedule,
coordinate the work across functional teams, and lead status meetings and reporting for
instance. (Al-Rashid, Alshawi, Al-Mashari 2013) Should a risk be out of the control of the
project management team, it would be escalated further up to the steering committee, that

provides the sponsorship for the projects. (Dey et al. 2010)
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Key users play a crucial role in ERP system implementation by acting as a bridge between
the implementation team and the operational departments. Key users are typically selected
from the organization’s user groups that have strong knowledge of specific business areas
such as logistics or finance. Key users contribute to the implementation project by providing
for instance process expertise, and user acceptance testing. This group also serves as trainers
and advisors for other end users who do not possess the role of a key user, and act as change
agents throughout the organization. (Maas, van Fenema & Soeters 2016) This group
addresses that the implemented ERP system is user-friendly and addresses real operational

scenarios.

Almost all ERP system implementation projects also involve external consultants, who
bring in-depth knowledge of the ERP system, business process expertise, organizational
change management, and best practices related to the project (Mahraz et al. 2019). These
external consultants are often involved in multiple levels of the project organization from
the steering committee and project management team all the way to the process teams and
change management activities. Close collaboration between consultants and internal
stakeholders is essential to ensure that the implementation is both technically sound and
aligned with the solution adopter organization's operational needs. A typical ERP system

implementation project organization can be seen in Figure 2.

Steering Committee

Project Management
Office
Organizational Change
Management Team
Technical Team
Finance Purchasin, Production Logistics .
g Sales Stream g Service Stream
Stream Stream Stream Stream

Figure 2: ERP System Implementation Project Organization
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The figure illustrates a typical project organization in ERP system implementation projects.
The steering committee consists only of representatives from the solution adopter
organization, while other teams such as project management office, organizational change
management team, technical team, and functional process streams such as finance and
purchasing stream, are typically a mix of both solution adopter and service provider
personnel (external consultants). Depending on the scale of the project, these project
organizations can be large, often involving even hundreds of individuals across different

functions.

Achieving a successful ERP system implementation requires strong leadership, a well-
defined project roadmap, and a continuous financial control. From the project manager’s
perspective, the most important factor is having a well-structured project organization,
supported by a clear strategy for executing the implementation. (Mandal & Gunasekaran

2003)

2.3 ERP System Implementation Lifecycle with SAP Activate Methodology

In business informatics, software project methodologies define implementation and
development guidelines for “out of the box™ software implementation such as SAP. Some
while ago, SAP had its own project management methodology called ASAP (Accelerated
SAP), which was completely based on waterfall project management principles. A few years
ago, SAP introduced a new project methodology called SAP Launch, which has been
transformed into SAP Activate Methodology, and it presents the first agile-based ERP
system implementation methodology. (Kralji¢ & Kralji¢ 2020, 282) The SAP Activate
methodology supports project teams in Greenfield, Brownfield, and Bluefield
implementations which customers can follow on their own, with SAP, or with other SAP

partners such as implementation partners (Singh 2017, 40-41).

Briefly explained, SAP Activate is based on three building blocks. The first one being SAP
Best Practices, which basically help businesses with the implementation with ready-to-run
processes and other assets to help project teams accelerate time to value. The second is
guided configuration, which helps consultants and customers to configure their SAP system.

The third building block of SAP Activate is the methodology, which is used to help
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implement SAP solutions. (SAP 2025b) The methodology lifecycle is briefly explained later
in this chapter.

As mentioned, SAP Activate is first agile-based ERP system implementation methodology.
In reality, it encompasses characteristics of both waterfall and agile, so it is important to

understand both terms.

Waterfall can be described as a traditional, predictive project management methodology
characterised by its linear and sequential structure. In waterfall, a project is divided into
clearly defined phases, which each need to be completed before the next phase can begin.
Progress in the waterfall model is controlled by using gates, where the project phase
outcomes are reviewed and decision is made to proceed to the next stage of the project.
(Kodukula & Vinueza 2025, 106-107) The waterfall approach operates on the basis of
detailed, sequential planning, which tends to make difficult to incorporate changes in the
middle of the project. If changes were to be made to the project, they would typically go
through formal processes like change requests, which require re-evaluating project
schedules, costs, and deliverables. (Bastos, Pierott, Navarro, Tam, Najjar & Haddad 2025)
Changes in waterfall are treated as undesirable events that have a significant impact as the

project progresses, so a new, more flexible project management methodology was needed.

The origins of the agile project management methodology lie in the recognition that tradition
project management methodologies, like waterfall, were no longer sufficient enough to
match the needs of competitive, and rapidly changing market conditions (Bredillet 2013, 6-
9). Agile project management emerged in the late 1990s, when software development teams
began to adopt new ways of working that prioritized modular development, and collaborative
problem solving, rather than focusing on traditional models. The shift to agile focused on
emphasized adaptability, and increased team autonomy to better match and respond to
changing requirements. Over time, agile project management evolved and expanded also
beyond the information technology area and became a popular project management approach

in various sectors. (Pacagnella Junior & da Silva 2023)

Agile methodology shortens the development timelines by breaking the work into smaller,
iterative cycles, also known as sprints. This iterative way of working allows teams to react
to changes more efficiently, while reducing project risks. Even though SAP Activate is said

to be the first agile ERP system implementation methodology, it involves elements from
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both agile and waterfall approaches. The following sections provide a phase-by-phase

overview of the SAP Activate Methodology lifecycle.

Discover Phase

The Discover phase is the first phase of the SAP Activate Methodology. This phase is an
important phase in the methodology since it sets the stage for success of the following five
stages. It serves as the strategic foundation for an SAP implementation project, and its
primary objective is to assess the potential value of the solution and the implementation.
(SAP LeanIX 2025a) The Discover phase is designed to help organization to evaluate SAP
S/AHANA'’s capabilities and business value before committing to the implementation. It
enables different stakeholders to gain first-hand experience with the system, which allows
users to simulate real business scenarios across different organizational functions like

manufacturing, supply chain, or finance. (Singh 2017, 56-59)

The main goal of this phase is to understand the outcome of the possible implementation
project by addressing the business needs and comparing them with the functional
requirements. It is a non-committal phase, where customers can research the SAP portfolio
and determine which innovations are most suitable for their organization. (SAP 2025b) The
Discover phase helps the decision makers to have first-hand experience before starting with
the implementation and understanding if SAP is the right option to start the implementation

with. (Singh 2017, 56-59)

Prepare Phase

Once the decision has been made to start implementing the SAP S/4HANA system, the
project moves into the Prepare phase. This is the second phase of the framework where the
implementation project actually kicks off. The Prepare phase includes all project preparation
and planning activities, such as defining infrastructure requirements and completing

hardware and network sizing. (Kralji¢ & Kralji¢ 2020, 282)

The main activities and goals of the Prepare phase is to define the scope of work, project
governance, prepare sandbox or demo systems, start the project, identify and define project

team roles and responsibilities, and detail out the management plans for the project (SAP
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2025b). The project management is responsible for drafting a high-level project plan with
all milestones and a detailed plan with agreed deliverables, which are agreed together with
the solution adopter organization and the service provider organization. Finally, the project
organization and the steering committee are organized with assigned resources. (Kralji¢ &

Kralji¢ 2020, 282) The Prepare phase sets the ground for the more detailed Explore phase.

Explore Phase

The Explore phase can be seen as the most crucial phase of the project for a project manager.
In the Explore phase, it is important to be on a common platform on how the company plans
to run its future business with SAP S/4AHANA. Therefore, the project manager is responsible
for analysing the project goals and objectives and revise the original project schedule, if

needed. (Kralji¢ & Kralji¢ 2020, 282-283)

In this phase, the deployment organization together with the implementation partner run the
fit-to-standard workshops using the SAP Best Practices to demonstrate standard processes
and identify gaps where custom development is needed. The goal is basically to implement
the SAP Best Practices to use where possible and identify gaps and configuration values.
(SAP 2025b) The result of the Explore phase is the Business Blueprint, which documents
the current (AS-IS) business processes and defines the future (TO-BE) processes in SAP.
The Blueprint workshops might span for a few days or weeks or even months in complex
environments. The output is the baseline configuration in SAP with detailed customization
requirements analysis done, which acts as the baseline for the Realize phase. (Kralji¢ &

Kralji¢ 2020, 282-283)

Realize Phase

The Realize phase focuses on building solutions in short and time-boxed sprints, which are
done in iterations (Singh 2017, 59). In simple terms, this phase involves the actual
development phase of the project, where the system is being configured, custom code is
developed, and user acceptance testing is conducted for example as per the business

blueprint, which was developed in the Explore phase. (Kralji¢ & Kralji¢ 2020, 283)
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This phase is also the most resource-intensive with the project team being at peak size. A
very important success factor of this phase is the quality of test data and to be able to test all
critical business scenarios. (Kralji¢ & Kralji¢ 2020, 283) The Realize phase covers all the
build and test activities that are required to prepare a release of a functionality into
production. This involves a full integration test and user acceptance testing before continuing

into the Deploy phase. (SAP 2025b)

Deploy Phase

The Deploy phase includes all the final preparations before cutover to production and to
ensure that the system, users, and data are ready for transition to actual productive use
(Kralji¢ & Kralji¢ 2020, 283). The objective is to set up the production environment and
confirm readiness of the system go-live. The project team also performs hypercare activities

in this phase when the system goes live.

Some of the key activities of the deploy phase are for example executing the cutover plan,
transitioning into a new system, and closing the implementation project (Singh 2017, 60).
Usually, the implementation team still stays on-site for a predetermined period of time to
make sure that the transition to the new system is smooth, and the deployment organization

adopts the new system well (SAP 2025b).

Run Phase

The Run phase is the final phase in Activate but has a methodology on its own. Run basically
means supporting or managing the system post-go-live to make sure that the system stays up
and running. SAP offers several standards for running a system optimally, ranging from
incident and change management to system and application monitoring. (SAP 2025b) Some
of the activities in the Run phase involve also doing small enhancements and fixes in the
system and optimizing it continuously to match the business needs of the organization.
(Singh 2017, 61) Figure 3 illustrates the lifecycle and objectives of the SAP Activate
methodology.
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SAP Best Practices, Guided Configuration and Agile Methodology
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Figure 3: SAP Activate Methodology (Discovery Consulting 2021)

2.4 Critical Success Factors

ERP system implementation projects are widely known for their high failure rates and the
overall various challenges related to these complex transformation projects. The high failure
rates have driven extensive research into CSFs, which can be described as key conditions
that must be met for an ERP system implementation to succeed. (Finney & Corbett 2007)
The concept of CSFs was introduced in 1979 to identify limited number of areas that
organizations must get right in order to achieve its mission. In the context of ERP system
implementations, CSFs represent the essential elements that will determine whether the
implementation project will be completed successfully or not (Finney & Corbett 2007).
There are multiple studies around the CSFs of ERP system implementations and multiple
attempts to identify and categorize these factors. While the lists of the CSFs vary a lot, the
outcomes of ERP system implementations depend on a combination of different factors.

(Ahmad & Cuenca 2013; Finney & Corbett 2007)

Ahmad & Cuenca (2013) conducted a study that reviewed over 50 papers regarding CSFs in

ERP system implementations in small and medium sized enterprises. The study divided the
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CSFs into three different categories: organizational and cultural factors as organizational
CSFs; operational and technical factors as operational CSFs, and neutral factors, which are
CSFs that could not be categorized clearly into either of these groups. Additionally, Finney
& Corbett (2007) conducted a similar study of CSFs for ERP system implementation which
included 45 articles discussing ERP system implementations. In their approach, two

categories were recognised: strategic CSFs, and tactical CSFs.

This section of my research will focus on the findings from Ahmad & Cuenca (2013), and
Finney & Corbett (2007). The critical CSFs will then be divided into 5 different groups:
organizational, operational, neutral, strategic, and tactical CSFs. Each category will be
presented in the following sections, and summary tables will be provided to support the later

phases of this research.

Organizational CSFs include the people- and culture related factors in the organization that
are critical for the success of the ERP system implementation project (Finney & Corbett
2007). Organizational CSFs basically refer to people- and culture related elements, such as
leadership, communication, coordination, organization for instance. According to Leyh,
Lorenz, Faruga & Koller (2024), the majority of the most influential CSFs fall under this
category. These factors are in the key role in how the deployment organization supports,
accepts, integrates, and adopts the new ERP system, which is why they are very important

for the success of the implementation project. (Leyh et al. 2024)

Couple of examples of organizational CSFs that arise from multiple studies are for instance
top management support and involvement, change management, and training on software
(Leyh et al. 2024; Ahmad & Cuenca 2013). Top management support and involvement is
one of the most important success factors for any ERP system project, since a committed
leadership at the top-level management is the basis for the continuous accomplishment of
every project. Top level management is involved in all phases of the ERP system project
from identifying challenges, forming the project team, and supporting with difficult
decisions. (Leyh et al. 2024) Reitsma & Hilletofth (2018) highlight the importance of
organizational change management as a continuous and structured process that enables
successful ERP system adoption. They emphasize the human side of the change related to
ERP system projects and how crucial it is to foster employee commitment throughout the

whole implementation. (Reitsma & Hilletofth 2018)
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Operational CSFs on the other hand, refer to practical project-level factors such as
planning, coordinating, and executing the ERP system implementation activities. Where
organizational CSFs are primarily people-oriented, operational CSFs are more process- and
system-oriented. These are factors that are related to data accuracy, system testing, and
implementation strategy. (Ahmad & Cuenca 2013) Finney & Corbett (2007) highlight
effective project management as a CSF that would fall into this operational category. Since
it involves not only initial project planning but also resource allocation, progress tracking,
risk management, and many other activities throughout the implementation project, it can be
seen as one of the most important operational CSFs that affects the outcome of the project

in many ways.

Neutral CSFs as mentioned above, refer to CSFs that Ahmad & Cuenca (2013) could not
categorize clearly into either organizational or operational categories. In this article however,
there were only two CSFs that were placed in this category: interdepartmental cooperation

and software customisation.

The findings from the study from Ahmad & Cuenca (2013) show strong evidence that among
the various CSFs identified in the ERP system implementation literature, organizational
CSFs clearly outweigh operational ones in terms of the influence on the ERP system
implementation project success. The study highlights that of the top ten CSFs identified as
having the biggest impact on ERP system implementation success, 80% were classified in
the organizational category. These CSFs are for example, top management support, cultural
change management, and the use of consultants, all of which influence greatly on how the

organization adapts to the new ERP system.

Additionally, the analysis done by Ahmad & Cuenca (2013) shows that organizational
CSFs are more likely to create cascading effect in the ERP system implementation project
meaning that failure to address these CSFs early in the project can disrupt the entire
implementation process. For instance, poor top management support in the project may lead
to unclear objectives and poor resource allocation, or lack of change acceptance in the
solution adopter organization. This justifies the assumption that organizational readiness,
change management, and top leadership alignment are foundational for successful ERP
system adoption. Organizational and operational CSFs can be seen in Table 3 with the most

important CSFs from the study highlighted with bolded text. (Ahmad & Cuenca 2013)
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Table 3: Organizational and Operational Critical Success Factors (Ahmad & Cuenca 2013)

Organizational CSF Operational CSF

Adequate ERP software selection Adequate resources
Appropriate use of consultants Data analysis and conversion
Business process reengineering Education on new business processes
Carefully defined information and system Empowered decision makers
requirements

Clear goals and objectives Good project scope management
Cultural change/political issues Management expectations
Experienced project manager - leadership Managing consultants

Formal methodology — ERP implementation Software configuration

strategy

Formalised project plan/schedule Steering committee
Interdepartmental communication Trust between partners
Management support and commitment Vendor support

Monitoring and evaluation progress Vendor’s tool

Project champion role

Project management

Project team composition / team skills

Reduced troubleshooting — project risk

Training on software

In addition to these classifications, the study conducted by Finney & Corbett (2007) had a
slightly different approach on categorizing CSFs. They used another known categorization
dividing CSFs into two categories: strategic and tactical CSFs. Strategic CSFs relate to the
high-level planning and direction-setting decisions in the project that affect the overall
success and long-term alignment of the ERP system implementation in the deployment
organization. These include top management commitment, visioning and planning, and
building a solid business case for the ERP system solution. Strategic CSFs define the scope,

structure, and the overall purpose of the project while building a strategic alignment

On the other hand, tactical CSFs refer to the day-to-day activities of the ERP system
implementation project. Tactical CSFs can be seen as practical day-to-day activities that
ensure the project progress once the strategic direction has been set. Some of the examples
include communication planning, training, system testing, and consultant selection. Tactical
CSFs are vital for managing the complexity of the implementation work while supporting

the strategic vision set to the project. (Finney & Corbett 2007)

When comparing these two approaches presented by Ahmad & Cuenca (2013) and Finney
& Corbett (2007), it becomes clear that even though they use different classification



34

methodologies, the two approaches are conceptually aligned. Both frameworks distinguish
high-level and long-term success factors, and more day-to-day oriented, practical ones. In
this sense, the organizational CSFs presented by Ahmad & Cuenca (2013) closely relate to
strategic CSFs presented by Finney & Corbett (2007), as both are focusing on factors such
as setting the strategic direction, and achieving organizational readiness for the ERP system
implementation. Similarly, operational CSFs, which deal with day-to-day activities such as
process execution and data management are strongly aligned with tactical CSFs, which focus
on the practical execution and project-level management of the ERP system implementation
project. Strategic and tactical CSFs from the study by Finney & Corbett (2007) are

introduced in Table 4.

Table 4: Strategic and Tactical Critical Success Factors (Finney & Corbett 2007)

Strategic CSF Tactical CSF

Build a business case Balanced team

Change management BPR and software configuration
Implementation strategy and timeframe Client consultation

Managing cultural change Communication plan

Project champion Consultant selection and relationship
Project management Data conversion and integrity

Top management commitment and support Empowered decision makers

Vanilla ERP IT infrastructure

Visioning and planning Legacy system consideration

Post-implementation evaluation

Project cost planning and management

Project team: the best and brightest
Selection of ERP
System testing

Team morale and motivation

Training and job redesign

Troubleshooting / crisis management

When comparing Tables 3 and 4, several similarities can be identified between the top
classification approaches. Many of the strategic CSFs presented by Finney & Corbett (2007),
such as top management support and managing cultural change, are also categorized as
organizational CSFs by Ahmad & Cuenca (2013). Likewise, many of the tactical CSFs
presented by Finney & Corbett (2007), such CSFs related to training, data, and consultants
can also be identified in the operational CSFs presented by Ahmad & Cuenca (2013).

Further support for this perspective comes from two studies by Agaoglu, Yurtkoru &
Ekmekgi (2015) and Ram, Corkindale & Wu (2013), both of which examine how different
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types of CSFs can influence the outcome of an ERP system implementation project. Ram et
al. (2013) divide the CSFs that contribute to the implementation project and those that
influence post-implementation business performance. The authors suggest that while widely
known CSFs such as project management, user training, and testing play a crucial role for
immediate project delivery and success, the actual long-term business value comes from

factors such as top management support and change management.

Agaoglu et al. (2015) provide a critical perspective stating that while users consider factors
such as user involvement and training to be very important, these actually had no significant
statistical effect on the project success. Agaoglu et al. (2015) suggest that organizational
CSFs may function more as hygiene factors, meaning that they are necessary but not
sufficient for success, whereas factors such as vendor support, ERP system software
selection, and system testing were found to have the highest actual impact to the project

SUcCCcEss.

The literature shows that ERP system implementation CSFs cannot be viewed through a
simple, uniform perspective. Rather, different classification methodologies whether they are
strategic vs. tactical or organizational vs. operational offer overlapping perspectives that
highlight different dimensions of success. The studies show that even though many of the
CSFs can be identified across many studies, there may be some variation between
importance and actual impact of the CSF on project outcomes. In this sense what users and
managers consider critical may not always be the most decisive in determining the project
success for a particular project. The relevance and impact of a specific CSF might also vary
depending on the project type, whether the ERP system implementation is a Greenfield,
Brownfield, or a Bluefield project. Each scenario introduces different challenges, priorities
and needs, which may shift the importance of a certain CSF. This explains the complexity
and the high failure rate of ERP system implementation projects where the overall success
of the project depends on many factors in many dimensions. Ultimately, ERP system
implementations require an approach that acknowledges the strategic foundation and the
operational activities. This ensures that the vision and strategy are well defined and the

execution must be managed with equal care.
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3 Change Management in ERP System Implementation

This chapter begins by introducing theoretical foundations of change management, including
some recognised models and frameworks. It then narrows its focus to the role of change
management in ERP system implementations. Attention is given on how organizations
handle structural, cultural, and behavioural change during ERP system implementations, and

what challenges they typically encounter.

3.1 Introduction to Change Management

Stouten, Rousseau & De Cremer (2018) define change management and planned
organizational change as deliberate activities that move an organization from present state
to a desired future state. While change management can often be seen as managerial skill, it
has been discussed as a critical competency in recent executive surveys. The authors also
highlight the difficulties in change management by stating that according to recent reports,

only one in three planned organizational interventions are successful.

Austin & Currie (2003) have a slightly different approach to change management. The article
focuses on leadership and human dynamics as they relate to change, thereby framing change
management as being people-centred leadership practice rather than a technical
implementation process. The authors also highlight the differences between change and
transition. While change refers to external events such as restructuring and the
implementation of new systems, they see transition of being a psychological process people
go through to come to terms with change. The authors emphasize that any change involves
loss, and it doesn’t matter if the change is large or small, it will cause someone to lose
something. In conclusion, for Austin & Currie (2003) the term change management means
guiding people through emotional and psychological changes of transition, managing the
uncertainty related to the change and supporting new beginnings, especially through

leadership and constant communication.

Khaw, Alnoor, Al-Abrrow, Tiberius, Ganesan & Atshan (2023) complement the previous
perspectives by approaching change management through people’s reactions to the

organizational change. In their article, they examine factors how individuals might respond
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to different change initiatives. In summary, the article highlights that employees’ reactions
are a combination of cognitive, emotional and behavioural reactions that are crucial to the
success or failure of the change efforts. The authors state that positive reactions towards the
state are strongly related to perceived fairness, the trust in leadership, communication, and
expected benefits of the change. At the same time, uncertainty, lack of transparency, poor
communication and perceived losses increase the resistance amongst employees and
negative attitudes. In this sense, Khaw et al. (2023) describe change management as being
the management of employee perceptions and reactions during the change process. Their
findings highlight that the outcomes of change are determined by how employees interpret
the legitimacy, necessity and impact of the change rather than being a structural or strategic

alignment effort.

Taken these three perspectives of change management, change management cannot be
reduced to a single definition. Instead, it appears to be a multidimensional phenomenon that
considers structural transformation, leadership practice and the management of human
reactions. Based on these perspectives, change management can be understood as structured
leadership process where organizations intentionally implement transformation while
managing employees’ psychological reactions. It involves shaping perceptions, building
trust, communicating transparently, and supporting individuals in adapting to new realities

while moving from the current state to the desired future state in the organization.

3.2 Change Management Activities

As already mentioned previously in this research, ERP system implementations are plagued
with high failure rates and inability to understand the advantages promised. According to
Altamony, Tarhini, Al-Salti, Gharaibeh & Elyas (2016), the failure rate is as high as 60-90%
with other studies showing similar results. Schwarz (2024) emphasizes that an ERP system
implementation represents a major departure from the way employees are used to work and
questions like “why are we doing this?”, and “will I still have a job”, are very common
amongst these projects. As the global market for ERP system software is forecasted to reach
up to $90.6 billion by 2029, the human side of ERP system implementations needs to be
understood in depth and what are the aspects that should be considered when managing the

human side of these transformative projects. (Schwarz 2024)
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In order to achieve a solid understanding of change management in ERP system
implementations, this section provides a high-level overview of the key areas of change
management activities that organizations typically focus on during these complex projects.
This chapter provides a conceptual structure for understanding the human side of these
projects and serves as a foundation for later analysis in this study. In this chapter the study
focuses on four different areas: organizational alignment, engagement & communication,

learning & enablement, and change measurement.

Organizational alignment has continually been reported to be an important contributor and
a success factor of the ERP system implementation success. Studies show that in cases where
the organization is able to integrate the ERP system efforts with the organization’s business
processes and objectives, these companies have recorded increased system acceptance,
better decision-making as well as increased operation efficiency. On the other hand,
organizational misalignment usually results in poor use of ERP system capabilities and
dissatisfied users. Therefore, organizations are required to change the way they are run and
internal processes as well to suit the model instead of modifying the system as much. (Gali

& Eruvuru 2022)

Organizational alignment is achieved when strategic goals and cultural values are mutually
supportive, and when key components of an organization are linked and compatible with
each other (Tosti & Jackson 2000). There are two types or organizational alignment —
vertical and horizontal or lateral. Horizontal alignment focuses on coordination across
different departments within the organization. It ensures for instance that areas such as
marketing, operations, and HR work together in a complementary way to support shared
objectives. Horizontal alignment is very much related to ERP system implementations,
because the system integrates multiple functional areas into a single information system,
which requires them to coordinate their activities closely. Vertical alignment on the other
hand refers to the linkage between strategies, objectives, and decisions across hierarchical
levels of an organization. Its main objective is to ensure that the overall organization’s
strategy guides business-level strategies, which in turn direct the everyday actions and

priorities of individual business functions. (Kathuria, Joshi & Porth 2007)

In the context of ERP system implementation, organizational alignment would mean
achieving both vertical and horizontal alignment, as the system integrates multiple functions

while simultaneously supporting the organization’s overall strategic goal. Therefore, it is
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important that organizations collaborate effectively with each other during ERP system

projects and at all levels remain consistent with the bigger strategic goal.

Engagement & Communication is also a widely recognised success factor in ERP system
implementations. Engagement & communication refers to the continuous process for sharing
information about the goals, objectives, and benefits of the ERP system project.
Communication is the key to minimizing uncertainty and creation of acceptance in the
process of ERP system transformation. This phase will entail the creation of a
communication strategy to deliver timely, consistent and clear messages regarding the
project and its goals, progress, and also anticipated gains. The active engagement is provided
through mechanisms like workshops, feedback and leadership briefings. (Gali & Eruvuru

2022)

According to Francoise, Bourgault & Pellerin (2009), effective communication is a factor
that is influencing many things of ERP system project’s success for instance coordination,
conflict resolution, and clarity of roles and responsibilities. Project communication plan is
something that often comes up in literature regarding this. According to Frangoise et al.
(2009), the project communication plan defines what is informed and by whom, when, and
through which channels. This is very important in ERP system projects, since they involve

multiple departments and diverse stakeholders, where a shared understanding is necessary.

Learning & Enablement basically means training, and it refers to the set of activities that
ensure employees gain the required knowledge, skills, and confidence required to use the
ERP system effectively. It is also identified of being an important CSF in ERP system
implementations which is influencing user acceptance, system usage, and the realization of
business benefits. (Dorobat & Nastase 2012) Esteves (2014) further identifies best practices
related to ERP system training. According to the study, the training should be scheduled
close to the go-live of the system to ensure retention, include hands-on practice, and provide
access to a test environment where end users can test and apply their skills. Learning is also

important after go-live to enable stabilization and to develop more advanced competencies.

Dorobat & Nastase (2012) emphasize that the CSFs of ERP system implementations are well
documented, but the theoretical development or empirical research of CSFs influencing the
training process in ERP system implementation is limited. The authors compiled a list of 9

relevant CSFs emerging in the ERP system training process, which can be seen in Table 5.
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Table 5: ERP System Training Best Practices (Dorobat & Nastase 2012)

Training CSF Description

Top management support The commitment of top management is essential to fund ERP
system training, which can represent up to 10-20% of the total
project budget.

Project management Effective training requires detailed upfront analysis of user needs,

locations, volumes, and training capacities in order to plan the
training process properly.

Training curriculum Extensive training is needed both on system functionalities and new
business processes introduced by the new ERP system.
The users training commitment Users must understand the relevance, objectives and benefits of

training to stay engaged.

Personnel skills and competencies Training should be tailored to specific user groups based on their
required skill levels.

Training schedule Trainings must be synchronized with project phases to avoid long
gaps between the training and go-live.

Training budget Training is often underestimated, yet costs are driven by process
learning needs, personnel competencies, and ongoing training for
new employees.

Training evaluation Training effectiveness should be measured at both project and
organizational levels.

Training methods Appropriate training formats should be used — often classroom-
based learning for complex topics and to ensure materials are
available in relevant languages.

Change Measurement is the final area of change management regarding ERP system
implementation, and in this context, it basically means measuring and monitoring change
readiness to ensure that the business is ready and prepared to start working towards the
desired state. Change readiness is defined to be individuals’ beliefs, attitudes, and intentions
about the need for change and the organization’s ability to implement the change
successfully. (Rafferty 2013) The idea behind the change measurement is to evaluate how
well change management activities contribute to the project, and it helps demonstrate the
impact of change management on the project’s success. Measurement in this context
involves tracking different types of Key Performance Indicators (KPIs), such as measuring
how organization achieves the desired outcomes, how effectively the change management
activities are being implemented, or how employees are adopting the change. Horlick (2025)
emphasizes that there are three levels of performance metrics for change management

projects:
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1. Change management performance, which refers to how effectively the change
management process itself is carried out. The metrics that can be typically followed
are for instance completeness of the definition of change success, tracking progress
in executing the change management strategy, or the completeness of the master

change management plan.

2. Individual performance, which focuses on how employees are adopting the change.
It measures KPIs like how many people are using the new system, the time required
for employees to learn and apply new skills during and after training or comparing

work performance post-implementation against established KPIs.

3. Organizational performance, which measures whether the change helps the
organization achieve its intended business outcomes, such as improved productivity,

better performance, or higher revenue for example.

By following these three levels of change performance metrics, organizations can gain a
solid understanding of how successful change management is during an ERP system
implementation. Also, these measurements help organizations to identify potential issues

early and to ensure that the ERP system implementation stays on track.

3.3 Models for Change Management

Research has shown that managing change is easier when some kind of change management
model is used. Change management models can be seen as structured frameworks that
provide guidance on how organizational change should be planned and implemented. They
translate the theoretical understanding of change management into practical steps, phases or
principles that managers can follow when conducting the change. (Sujova & Simanova
2022) In complex change transformations, such as ERP system implementations, these
change management models can help by clarifying roles, sequencing activities, and

identifying success factors for the change.

Different models for change management exist because organizational change itself varies a
lot in scope, scale, and context. While some models are incremental and operational, others
can be more radical and transformational. As a result, no single model can universally

address all change programs. For this reason, this thesis focuses on two change management
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models: Kotter’s Eight-Step Model, and Prosci Methodology. According to (Gborogbosi &
Amah 2025), the Kotter’s Eight-Step Model is ideal for industries undergoing large-scale
transformational change, which makes it potential for ERP system implementations. The
Prosci methodology was also chosen because the commissioning organization of this
research applies it in its ERP system implementation projects, making it directly relevant to

the context of this thesis.

3.3.1 Kotter’s Eight-Step Model

John P Kotter (1996) introduced an eight-step change management model in 1995 which
was based on Kotter’s theory on an analysis of failed change management initiatives.
Nowadays, Kotter’s model is one of the best-known change management models in the
world due to its straightforwardness and usability. The model consists of eight steps, and
they need to be carried out in a specific order for the model to work correctly. The model
emphasizes many things, such as establishing urgency, building a strong guiding alliance,
and crafting a compelling vision to drive change. It provides a step by-step approach to
leading large transformative change initiatives with collaboration, clear vision, and cultural
integration in the goal to achieve lasting organizational change. (Gborogbosi & Amah 2025)

Kotter’s Eight-Step Model can be seen in Figure 4.
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1. Establish a sense of urgency

h 2

2. Create a guiding coalition

«

3. Develop a vision and strategy

.

4. Communicate the vision

«

5. Empower broad-based action

«

6. Generate short-term wins

«

7. Consolidate gains and drive further change
h 2

8. Anchor new approaches in the culture

Figure 4: Kotter's Eight-Step Model (Appelbaum, Habashy, Malo & Shafiq 2012)

The first step is all about creating a sense of urgency, which aims to move away from the
satisfaction of the present state and emphasize that the change is necessary. In this step,
organizations must assess their competitive position and communicate the need for change
convincingly to the employees to build momentum. To further strengthen the sense of
urgency, organizations can utilize external sources, practice visible leadership engagement
and persuasive communication with appropriate timing to sustain the momentum and avoid

fatigue in the organization. (Appelbaum et al. 2012)

The second step is about creating a guiding coalition. This means that successful change is
impossible to be led by a single individual. Rather it requires a group with sufficient position
power, expertise, credibility, and leadership power. Effective change requires visionary
leadership along with managerial control to mobilize commitment across the organization
for the change. Studies show that strong leadership coalitions directly increase the likelihood
of employee commitment and progress. While some argue that large change programs may
require multiple leadership coalitions, the guiding coalition remains a key mechanism for

initiating and sustaining the change. (Appelbaum et al. 2012)
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The steps three and four of the Kotter’s Eight-Step model are about developing a clear vision
and strategy and communicating it effectively. These steps ensure that the future direction is
well set and consistently communicated throughout the organization. A well-articulated
vision helps to reduce uncertainty amongst the employees by clarifying what the change is
about and why it is necessary. Effective communication about the vision and strategy
supports employee understanding and commitment to the change, which are critical for
successful transformation. If the vision is not clearly defined, organizations may struggle to
engage with the change or have it difficult to move toward shared future goals. (Sittrop &

Crosthwaite 2021)

The fifth step in the model is empowering broad-based action. This means that organisations
should focus on removing barriers that prevent employees from participating in the change
actively. As the previous steps mentioned, communicating the vision is important, but
employees must also have structural support, training, appropriate systems and good
leadership to implement the change effectively. By providing the employees with proper
training, coaching, and opportunities for participation, it increases the employees’ sense of
ownership, control, and involvement, which in turn increases the commitment to change. It
is very important to empower employees at all levels in order to achieve sustained

transformation and change. (Appelbaum et al. 2012)

Step six, which focuses on generating short-term wins, can reward those who are involved
in the change to reduce possible resistance by demonstrating that progress is possible. Short-
term wins are not sufficient on its own. If changes are not embedded into organizational
practices, there are risks that the organization might revert to previous ways of working,
potentially leaving the organization in a weaker position than before the change. This step is
all about showing early, visible success that helps build momentum and reduce resistance,
but lasting transformation requires these gains into new organizational practices to prevent

regression. (Sittrop & Crosthwaite 2021)

The seventh step, consolidate gains and drive further change shows that early success should
not mark the end of the change effort. Rather, they should be used to drive even more change.
Sustained progress and change depend on maintaining energy and support for the change
since momentum can easily decline if urgency weakens, leadership support fades or the

vision becomes unclear. The seventh step emphasizes the importance of continuous
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reinforcement and expanding change to ensure long-term success and to prevent regression.

(Appelbaum et al. 2012)

The final step in the model is about anchoring new approaches in the culture. In this step, it
is ensured that change is sustained over time. New behaviours are rooted in shared values,
norms and everyday practices and that is why it is important to demonstrate improved
performance through the new approaches and ensuring that future leaders reinforce the new
ways of working. Sustainable change also requires ongoing support structures like training,
communication, and recognition. Without these efforts, organizations have the risk to revert
into old habits, which highlights the importance of anchoring the change for the organization

in order to gain long-term success. (Appelbaum et al. 2012)

3.3.2 Prosci Methodology

The Prosci Methodology is a widely used, structured change management model and
approach that focuses specifically on enabling the people side of change in order to achieve
successful change management outcomes. The Prosci Methodology is used to help
organizations plan, implement, and sustain change by preparing, supporting, and equipping
individuals and groups as they transition from the current state to the desired future state.
The Prosci Methodology consists of three building blocks: the Prosci Change Triangle
(PCT) Model, the Prosci 3-Phase Process, and the Prosci ADKAR Model. (Kempton
2025b)

The PCT was first released in July 2006, after which it has helped numerous project teams
and change management professionals become more effective by understanding and
improving the key aspects of a project’s success. The PCT describes four aspects of a
successful change initiative and how these aspects relate to one another. By using the model,
change management practitioners can evaluate the project’s health to identify risks and
improve initiative outcomes. In the centre of the PCT, there is success, and three other
aspects are at the corners. Success represents the purpose of an initiative of project.
Leadership represents the strategy and direction of the project. Project management
represents the technical side of the project while change management represents the people

side of an initiative or project. (Kempton 2025a) The PCT can be seen in Figure 5.
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Figure 5: Prosci Change Triangle (PCT) Model (Kempton 2025b)

The second building block for the Prosci Methodology is the Prosci 3-Phase Change
Process. It is a structured and scalable framework that focuses on the organizational level
by defining clear macro-level stages for planning, implementing and sustaining change. The
3-Phase process consists of three phases: Prepare Approach, Manage Change, and Sustain

Outcomes. (Sharma 2025)

Prepare Approach is the first phase of this process. It focuses on establishing the foundation
for the change by defining the change strategy, aligning leadership, and clarifying success
criteria. Some of the key activities to the prepare approach include stakeholder and impact
assessments, leadership alignment sessions, and the development of a formal change
management strategy. The main objective to the prepare approach is to ensure that the
organization is aligned strategically and prepared before the implementation begins with a

project. (Sharma 2025)

Manage Change is the second phase of this process and it is all about the execution phase
of the change initiative. During this phase, the change management activities are executed

in parallel with the other related project activities. Some of the key activities to this phase
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include role-based training, targeted communication, feedback analysis, and stakeholder
engagement. The Prosci ADKAR model is also often applied in the phase, which is described
in more detail later in this chapter. The change progress is typically monitored through
predefined KPIs, which can include for instance both behavioural adoption measures and
technical implementation milestones. The Manage Change phase is all about ensuring that

employees transition smoothly and adopt the new ways of working. (Sharma 2025)

Sustain OQutcomes is the third and final phase of the 3-Phase Change Process. This step
concentrates on the long-term reinforcement and making sure that the change is permanent.
This phase ensures that the implemented changes in the previous phase are embedded into
the organizational routines and structures. Some of the key activities in this phase are follow-
up assessments, continuous learning initiatives, and knowledge transfer to the internal teams.
The ultimate goal of this phase is to prevent regression to previous practices and to establish

governance mechanisms that support sustained adoption. (Sharma 2025)

In conclusion, together these three phases of the 3-Phase model create a structured model
from preparation to execution and long-term reinforcement. These three phases work
together to achieve successful change by aligning strategy together with leadership and

employee adoption.

The final building block to the Prosci Methodology is the Prosci ADKAR Model. A central
premise of the methodology is that organizations do not change collectively, the change
rather occurs when individuals alter on the way they work. Therefore, it is crucial to
understand how a single employee successfully transitions through a change in order to
achieve broader organizational transformation. To address this individual point of view,
Prosci developed the ADKAR model, which outlines five essential elements an individual
must go through to achieve successful change: Awareness, Desire, Knowledge, Ability, and

Reinforcement. The ADKAR model is visualized in Figure 6.
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Awareness — Of the need for change

Desire — To participate and support the change

Knowledge — On how to change

A
D
K
A
. Reinforcement — To sustain the change

Figure 6: ADKAR Model (Kempton 2025b)

Ability — To implement required skills and behaviors

Awareness of the need for change is referring to an individual’s understanding on the need
for change. At this stage, employees must be able to understand why the change is happening
and receive sufficient information on what is changing and why is it necessary. This includes
clarifying things and discussing certain risks of not changing and explaining the drivers
behind the change. Clear and transparent communication at this stage is essential to help
employees recognise the rationale for change and this stage forms the foundation for

commitment towards the change. (Jaaron, Hijazi & Musleh 2022)

Desire to participate and support the change is focusing on an individual’s willingness to
be part of the change and support it as building awareness alone is not sufficient to create
motivation. This stage is very important as it often contains resistance against the change. A
common mistake that leaders do is that they assume that by building awareness of the need
for change they also create desire automatically. To be able to create the needed desire, for
example past organizational success stories can be utilised in addition to illustrating the
benefits on how the upcoming change will benefit the individuals and the organization.

(Jaaron et al. 2022)
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Knowledge on how to change involves providing individuals on the information and
guidance necessary to implement the change. The information includes things like details
about elements of the surrounding environment that will be replaced and the type of systems
and behaviours that will be implemented as part of the change program. Sharing this detailed
information will help employees to conceptualize how their work will change and what

actions are required. (Jaaron et al. 2022)

Ability to implement required skills and behaviours includes the actual implementation
of the knowledge gathered in the previous step. This stage includes training, clarification of
new systems, and giving supervision and mentoring for employees to help them implement
actions correctly. The ability is achieved through implementing the new procedure with

coaching, practice, and time. (Jaaron et al. 2022)

Reinforcement to sustain the change is the final stage of the process. In this stage,
individuals need to know if what they are doing is delivering the desired outcomes. A major
part of this stage is supervisors’ reward of individuals’ desirable behaviour and actions.
Employees who are facing difficulties in creating the change will only keep following the
new actions of the change when their progress is recognised and acknowledged. The
recognition of progress and addressing difficulties are essential to embedding the change

into everyday life of the employees. (Jaaron et al. 2022)

In summary, the Prosci Methodology provides a structured framework that integrates several
things like organizational alignment, project execution, and individual transformation into
one methodology. The PCT emphasizes that successful change requires for example
leadership alignment, transparent communication, project management, and change
management. The 3-Phase process on the other hand offers a practical roadmap for the
change from the preparation all the way to long-term reinforcement. Finally, the ADKAR
model explains how the change ultimately occurs from the individual’s point of view through
awareness, desire, knowledge, ability, and reinforcement. Together these three building
blocks connect strategic objectives with employee adoption, making it an excellent tool for

managing large change programs like an ERP system implementation.
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4 Artificial Intelligence in Organizational Change

Al has increasingly emerged as a strategic capability for organizations in managing everyday
tasks to supporting complex transformations. In the context of ERP system implementation
projects, Al offers new opportunities to enhance for example change management activities,

improve decision-making, and support user adoption.

4.1 Organizational Capabilities

Organizational capability is based on the premise that organizations do not think, make
decisions, or allocate resources; people do. It refers to how an organization is able to achieve
competitive advantage by using its internal resources and people. Since organizations
themselves don’t make decisions or implement change, the capabilities are realized through
the skills and collaboration of the organization’s employees. (Ulrich & Lake 1991) This
perspective is supported by McKinsey (2010), stating that organizations that successfully
execute their strategies focus on developing organizational capabilities. These capabilities
include for instance leadership, skills, and ways of working. These capabilities translate

strategic objectives into practical outcomes and sustained performance improvements.

A well-known quote from an IBM presentation in 1979 stated that “a computer can never be
held accountable, therefore a computer must never make a management decision”. Decades
later this phrase has re-emerged as organizations explore the role of Al in decision-making
processes. (Bonderud n.d.) Human-AlI collaboration (HAIC) brings a new dimension to
organizational capabilities, as decision-making, problem solving and ways of working
increasingly occur in shared workflows between humans and Al. Recent research highlights
that HAIC is not about adopting fancy algorithms, rather it is about creating collaboration
models that support the human goals. In this way, HAIC becomes an extension of
organizational capability and not replacing it on its own. (Fragiadakis, Diou, Kousiouris,
Nikolaidou 2025) Hayes & Downie (n.d.) emphasize that Al delivers most value when it
acts as a collaborative partner that enhances speed, accuracy and insight, while people retain
accountability and contextual judgement about a problem or a decision. Instead of replacing

human expertise completely, HAIC redirects it toward higher-value reasoning while Al
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manages data-intensive analysis. Organizations that are able to develop effective HAIC, are
better positioned to develop organizational capabilities and gain competitive advantage.

(Hayes & Downie n.d.)

Skills and therefore also learning represents a central role of organizational capability, also
in the context of ERP system implementations. Learning can be seen as the process through
which individuals acquire new knowledge and skills, which shape their behaviour and
performance. From the organization’s perspective, individuals might have different learning
styles, which highlight the importance of tailoring learning approaches to support effective
learning and behavioural change. (Ezzaim, Dahbi, Aqqal & Haidine 2025) Recent studies
highlight how learning can be enhanced through technological capabilities. Al-driven
learning systems enable the use of personalized learning paths, where the content is
generated based on employees’ skills, learning patterns, and job requirements. These Al-
driven systems can continuously adapt learning processes by analysing data and adjusting
the training accordingly, which results in improved engagement and skill acquisition. (Davis,

Evans & Foster 2025)

In conclusion, Al can be seen as a capability that extends traditional organizational
capabilities. It can support decision-making with HAIC and enable personalized and
adaptive learning methods. However, Al doesn’t completely replace humans, rather it can
be seen as a strategic enabler that supports the human aspects of work to enhance

organizational capabilities.

4.2 Capabilities in Change Management

With the rise of Al, integrating it into change management has become crucial for enhancing
competitiveness, innovation, and improving operations. Al technologies, particularly
generative Al are now being used to refine change management processes, supporting better
decision-making and offering efficiency in the way change management supports
transformations. Integrating Al into change management can streamline processes and
innovation, but it can’t be made without hurdles, such as data privacy, ethics, and HAIC.
(Kewalramani & Neema 2024) Traditionally, organizational change management has guided
large shifts such as new systems, process redesigns or structural transformations, all which

are relevant to large ERP system projects. With change management, Al plays a critical role
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in helping organizations reduce risk by improving visibility across the change lifecycle. By
analysing data such as system usage patterns, employee feedback and sentiment, Al
algorithms help leaders identify early signs of resistance or challenges to change adoption.
Al allows organizations to adjust change strategies before issues escalate, which reduces the
likelihood of disruption and supporting timely, data-driven decision making throughout the

change process. (Finio & Downie 2025)

Al-driven change management refers to the integration of Al tools with traditional change
management practices to more effectively support large-scale transformations and other
organizational changes. This includes embedding Al into existing change processes to
improve planning, implementation, and long-term sustainability of change initiatives. (Finio
& Downie 2025) By harnessing the capabilities of Al technologies, organizations can
streamline their change management processes and also unlock new avenues for innovation
and adaptation. It’s also very important to recognise that the adoption of Al in change
management is not without its challenges. Issues related to data privacy, ethics, and HAIC

must be carefully considered. (Kewalramani & Neema 2024)

According to IBM (n.d.), responsible Al-driven change management is built on four key
aspects of change management: trust, transparency, skills, and agility. Trust is built when
Al systems are pursued as fair and reliable. It is also important to educate employees on Al
ethics and responsible use. Transparency on the other hand enables employees to better
understand the technology (AI) that they are using. It is crucial to incorporate Al education
into core programs and clarify how Al operates and uses user data. At the same time skills
development supports a culture of learning through skill inventories and personalized
learning opportunities. Finally, agility refers to the ability to adapt to change and uncertainty,
which can be developed across all organizational levels. It involves gradually implementing
Al, continuously updating resources, and preparing for unexpected outcomes for instance.

(IBM n.d.)

Al improves change management by making it more adaptive rather than reactive. It enables
data-driven decision-making capabilities while keeping a people-centred approach in the
change. Al enables more accurate planning through predictive analytics, supports faster user
adoption with personalized training, and enhances employee engagement with targeted
communication, all of which are also relevant for ERP system projects. Also, Al helps with

actual work processes, reinforces new behaviours and strengthens organizational resilience.
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Finio & Downie (2025) have listed best practices for Al-driven change management, that

can be seen in Table 6.

Table 6: Best Practices in Al-driven Change Management (Finio & Downie 2025)

Best Practice

Description

Start with the “why”

Al-powered communication should focus on
purpose and relevance.

Use predictive analytics to stay ahead of resistance

Use predictive analytics to anticipate resistance and
not just reporting past results.

Treat Al as a capability, not a project

Treat Al as a long-term capability requiring
continuous learning.

Balance governance with speed

Strong governance builds confidence and
accelerates the rate of change when it is embedded
early.

Measure impact instead of activity

Evaluate success through outcomes and behaviour
change such as speed, productivity, quality, and
lasting changes of behaviour.

Al is currently used in change management in some ways. However, the topic is still

relatively under-researched and much of the existing knowledge is based on consulting

firms’ practices and industry insights rather than peer-reviewed academic sources. There are

some proposed frameworks for using Al in organizational transformation, but empirical

evidence and validated results remain limited. Kewalramani & Neema (2024) propose a

framework for Al-driven organizational change, which is largely aligned with the Prosci

methodology, especially the Prosci 3-Phase Change Process, that is covered in chapter 3.3.2.

The Al-driven Change Management Framework is divided into three main phases: prepare,

execute, and reinforce. The key extension to this model is the integration of generative Al

across all phases. This proposed framework can be seen in Figure 7.
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Figure 7: Al-driven Change Management Framework (Kewalramani & Neema 2024)

The proposed framework is based on the Prosci model, incorporating its key activities across
the change lifecycle. The authors extend the model by introducing a new step “change effort

sizing”, to enhance planning accuracy. (Kewalramani & Neema 2024)

By utilizing Al, change practitioners can analyse large amounts of data, allowing accurate
estimation of required resources, timelines and effort. This also improves planning quality
and enables early identification of potential risks, which makes it easy to adjust strategies
throughout the change process. In the framework, the activities that are highlighted in grey
colour represent the stages where generative Al can be applied to support tasks such as
planning, communication, and training. (Kewalramani & Neema 2024) The activities that

Al can enhance, have been summarized in Table 7.
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Table 7: Integration of Generative Al into Change Management Activities (Kewalramani & Neema 2024)

Change Management Activity Description How Generative AI Supports
Change Effort Sizing Estimate required resources, Historical data can be used to
timeline, and complexity of improve accuracy, forecast effort,
change and support scenario planning
Case for Change Build a compelling rationale for | Generate data-driven arguments
the change and narratives to support
stakeholder buy-in
Communication Strategy Define how change is Draft communication plans and
communicated across the key messages to speed up content
organization creation
Training Plan & Curriculum Support employee learning and Design personalized training
capability development based on roles and learning needs
Communications Deliver ongoing updates and Produce consistent
engagement content communication materials across
channels
Go-Live Communication Guide employees during Create clear instructions and
implementation go-live announcements for smooth
transition
Reinforcement Communications | Sustain change and ensure long- | Generate continuous messaging
term adoption to reinforce new behaviours and
maintain engagement

Even though this proposed framework can be used as a reference for structuring change
management activities, it does not fully capture all ERP system implementation specific
requirements and tasks, but nevertheless it provides a useful starting point and a source of
inspiration. Finio & Downie (2025) also identify several practical use-cases for Al in change
management. These include data-driven planning, personalized communication, adaptive
training, decision-making support, performance tracking and success measurement. Many
of the activities listed by Finio & Downie (2025), such as data-driven planning,
communication, training, and reinforcement, correspond to elements like change effort
sizing, communication strategy, training, and reinforcement communications in the
framework from Kewalramani & Neema (2024). As these two perspectives align closely

with each other, they strengthen the credibility of the findings.

4.3 Al Governance

As organizations are integrating Al into their processes like change management,
governance becomes essential to manage risks and to align Al use with organizational goals.

Al systems provide several benefits, but also introduce some risks such as bias,
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discrimination, opacity, and loss of accountability, that can undermine performance and
trust. According to Mintyméki, Minkkinen, Birkstedt & Viljanen (2022), there is a
widespread consensus that Al systems need to be governed to operate in line with human
and societal values. The authors point out that the current Al governance work faces the
challenge of translating ethical principles such as fairness, into practicable Al governance
processes. Méntymaki et al. (2022) define Al governance as a system of rules, practices,
processes, and technological tools that are employed to ensure an organization’s use of Al
technologies aligns with the organization’s strategies, objectives, and values; fulfils legal
requirements; and meets principles of ethical Al followed by the organization. Similarly,
Birkstedt, Minkkinen, Tandon & Méntymaéki (2023), describe Al governance as a system
ensuring alignment between Al technologies and organizational values, objectives, and
ethical requirements. Both perspectives stress that governance must go beyond ad hoc
oversight, meaning that Al governance is not a standalone initiative, rather it is embedded
within the organization’s existing governance alongside corporate, information technology,

and data governance. (Méntymaéki et al. 2022; Birkstedt 2023)

Taeihagh (2025) introduces a critical dimension for change managers: the challenges of
generative Al. According to the author, unlike earlier Al systems, generative Al models can
produce deceptive or persuasive content, such as deepfakes and misinformation, and they
often draw on vast proprietary or copyrighted datasets. In the context of change management,
this could mean that Al might rely on manual review of outputs to catch these hallucinations.
(Taethagh 2025) Despite different articles having slightly different emphases, the articles
converge on some themes relevant to change management as well. All stress that Al
governance should balance innovation with responsibility. Méntyméki et al. (2022) states
that in the end Al systems are IT systems that are deployed to advance business objectives.
Batool, Zowghi & Bano (2025) emphasize that governance models must align with ethical
principles while supporting the dynamic nature of Al development. For change managers,
this means carefully staged adoption, moving quickly enough to capture the strategic benefits
of Al, but with built-in checkpoints to manage the ethical, legal, and reputational risks at the
same time. For instance, iterative pilots with feedback loops from ethics or compliance could

help manage the uncertainty.

Developing employee competencies and increasing awareness around this topic is essential,

as a lack of understanding of the AI governance issues can reduce their perceived
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importance. Also, stakeholder management becomes important, as the growing use of Al
expands the range of affected stakeholders. This means that organizations need to develop
capabilities, processes, and cultures that support and accept the Al technologies. (Birkstedt
et al. 2023) In summary, in the context of change management, Al governance should be
included into the organizational change practices to ensure responsible and transparent use

of AL
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5 Research Methods

This chapter describes the research method applied and the data used for the empirical part
of this study. It outlines the chosen approach, explains how the data was collected, and

introduces the interviewees involved in the research.

5.1 Research Approach

This research utilizes a qualitative research method. Saldafia (2011, 10-11) describes
qualitative research as an approach that aims to understand human experiences, meanings,
and social interactions in real-life contexts. Qualitative research relies on non-numerical
data, such as interviews, observations, and documents, and it seeks to find in-depth insights
into phenomena rather than measuring them quantitatively. Qualitative research method fits
particularly well with this research since it focuses on gaining deep understanding of
complex and content-dependent phenomena. Change management topics involve human
experiences, reactions, and cultural factors that are difficult to capture quantitatively but can

be explored through qualitative methods. (Anas 2022)

This research utilizes the principles of DSR. Carstensen & Bernhard (2019) describe DSR
of being a research approach that seeks to solve practical problems by designing and
developing artifacts while producing new knowledge about both the artifact and the design
process. The goal of a DSR is to extend the boundaries of human and organizational
capabilities by designing new and innovative artifacts represented by constructs, models,
methods, and instantiations (vom Brocke, Hevner & Maedche, 2020). In line with these
principles, this study aims to address a practical problem in the context of ERP system
implementation related change management by combining existing theoretical knowledge
with empirical insights. The goal of the empirical part is to deepen the understanding of the
phenomenon and contribute to the development of a solution-oriented outcome, such as a
conceptual framework that can support in managing change more effectively in ERP system

implementation projects.
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5.2 Data Collection

One of the main stages in research is data collection that enables the researcher to find
answers to research questions. Data collection is the process of collecting data in order to
gain insights regarding the research topic. (Taherdoost 2021) This research utilizes semi-
structured interviews as the data collection method. According to Adeoye-Olatunde &
Olenik (2021), semi-structured interviews are typically based on an interview guide that
includes questions aimed at addressing the research objective. The guide is not meant to be
followed word-for-word in every interview, but rather to provide structure to the interview
while allowing the conversation to flow naturally. This approach enables the interviewer to

gather diverse perspectives around the same core themes.

The interviewees represent a diverse group of ERP system implementation professionals
with different levels of experience and roles. The years of experience range from
approximately four to twenty years. The interviewees have operated in different roles across
ERP system implementation projects, which enables the research to capture different
perspectives on these complex transformations from technical delivery and project
management to more people-oriented and change management related roles. The inclusion
of both professionals with overall project-level responsibilities and those with more
specialized, role-specific responsibilities provides a balanced and comprehensive
perspective on ERP system implementation projects and the challenges, CSFs, and different
phases of the project lifecycle. Most of the interviewees have primarily been involved in
Greenfield ERP system implementation projects, which are typically considered to be the
most complex and long-lasting types of ERP system implementation projects. Table 8

provides an overview of the interviewees included in the data collection of this study.

Table 8: Interviewee Backgrounds and Roles

Interviewee | Years of Experience in ERP System | Most Recent Role
Implementation Projects

A 14 Project Manager

B 12 Delivery Executive

C 20 Organizational Change Management Lead
D 4 Organizational Change Management Lead
E 8 Change and Transformation Consultant

F 4 Change and Transformation Consultant
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Interviewee A has approximately 14 years of experience in large-scale ERP system
implementation projects and has participated in four major Greenfield implementations since
2012. In these projects, A has worked primarily in project management roles, with
responsibilities ranging from operational delivery leadership to broader accountable project
management. A’s background provides a strong lifecycle-level perspective on ERP system
implementation projects, particularly how these transformation projects progress through
different phases of the program. A’s experience also offers insights into the key challenges

and CSFs encountered throughout the ERP system implementation project lifecycle.

Interviewee B has approximately 12 years of experience in ERP system implementation
projects and has contributed to six large-scale Greenfield implementations. B’s career with
ERP system implementations includes multiple roles ranging from functional consulting,
team leadership, project management, and most recently solution and delivery-oriented
responsibilities. B’s experience brings a comprehensive understanding of the ERP system
implementation project lifecycle from early-stage planning to post-go-live support, as well
as the associated technical and organisational challenges that arise in different phases of the

project.

Interviewee C has about 20 years of experience in ERP system implementation projects.
Since then, C has participated in multiple large-scale ERP system implementations across
different organizations and industries, including several Greenfield transformations. Over
the course of C’s career, C has been involved in approximately four major complex ERP
system implementation programs with project durations ranging from around three to six
years in particularly large and complex transformations. Across these projects, C has worked
in various roles around change management, starting with hands-on positions such as
communication and training specialist and progressing into leadership roles. Most recently,
C has operated as the organizational change management lead, being responsible for the
overall change management work in the project. C’s experience provides valuable
perspective of ERP system implementations from especially people and change management

point of view.

Interviewee D has approximately four years of experience in ERP system implementations,
during which D has participated in two large-scale Greenfield implementations. Prior to D’s
experience in ERP system-specific work, D has experience in broader IT transformations.

During D’s career around ERP system implementations, D has had leading roles in training
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workstream and later progressed into leadership roles and ultimately overall change
management lead. D has worked in a wide range of change management activities such as
training, communication, stakeholder engagement, organizational design, and leadership
alignment for instance. D’s experience provides insights into collaboration between change
management and technical teams across the project lifecycle and key challenges during the

ERP system implementation project.

Interviewee E has approximately eight years of experience working with ERP system
implementation projects and E has been involved in multiple large-scale ERP
transformations as well as smaller initiatives. E has worked across different project phases
and roles from more technically oriented responsibilities toward a change and
transformation-oriented perspective. E’s background also combines academic training from
both psychology and information technology, which enables E to bridge gaps between the
technical system design and human behaviours in ERP system implementations. E brings a
valuable perspective to this research through a background in psychology, technical
knowledge, and change management, enabling a solid understanding of both human and

technical aspects in ERP system implementations.

Interviewee F has approximately four years of experience in ERP system implementation
projects and F has participated in two large-scale Greenfield implementations as well as
several smaller ERP-related initiatives. F has worked primarily in change management roles,
focusing mostly on organizational transformation alongside technical ERP system delivery.
In the most recent role, F has operated as a Change and Transformation Consultant, being
responsible for change management plans and conducting change impact analyses. F’s
experience provides valuable insights into people-related challenges in ERP system
implementations, and F’s perspective highlights the importance of close collaboration

between change management and technical teams.
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6 Results

In this chapter, the focus shifts to the analysis of the interview data collected for this study.
The findings are organized into sub-sections based on the key themes identified from the

interviews, providing a structured overview of the empirical results.

6.1 ERP System Implementation and Project Lifecycle

ERP system implementations were described in the interviews as long and evolving
transformation programs in which technical delivery and organizational preparation develop
in parallel. Even though the SAP Activate lifecycle provides a useful structure for
understanding these projects, the interview data shows that in practice the implementation
work is more iterative than the framework implies. The interview data indicates that the
overall project lifecycle contains clearly identifiable starting and ending points, but the
execution between these points can be seen more iterative than the model suggests. The early
Discover phase and the final Run phase were described as one-time stages that frame the
beginning and end of the transformation. On the other hand, the middle phases - particularly
Explore, Realize, and Deploy were not experienced as single linear phases, but rather as
recurring cycles that appear through multiple releases and iterative development waves
during the transformation program. Interviewee A emphasized that in practice ERP system

implementations rarely follow a pure waterfall model:

I have never seen a project where everything is designed at the beginning and then
built exactly according to that plan. Instead, the project evolves as understanding
increases, leading to repeated cycles of design, build, testing, and deployment

within the broader project lifecycle.

A similar observation was reflected in Interviewee B’s description of the project lifecycle,
where the formal phase structures were acknowledged, but their boundaries were not
experienced as strictly defined in practice. Rather, Interviewee B stated that there are often
grey areas between project phases such as preparation, process definitions, and early solution

shaping. This supports the observation that while the lifecycle described in the SAP Activate
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methodology, ERP system implementations in practice are characterised by continuous
iteration and overlapping activities rather than clearly separated sequential phases. Table 9
presents a synthesis on how the SAP Activate phases were reflected in the interviews,
distinguishing between the main implementation activities and the corresponding change
management activities in each phase. At this stage of the analysis, the main purpose is to
provide a high-level view of how the different phases of the ERP implementation lifecycle
were described in the interviews. A more detailed analysis of individual change management

activities will be presented later in this chapter.
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Table 9: Empirical Synthesis of ERP System Implementation Project Lifecycle

SAP Activate Phase | Main Implementation Activities Change Management Emphasis

Discover Formation of the overall picture of the | Initial framing of the organizational
solution adopter organization’s change, early recognition of impacted
situation, business objectives, expected | stakeholder groups, and the first
value, transformation scope, and high- | understanding of where major user and
level solution direction. In some business impacts are likely to emerge.
projects this also includes early
architecture, technology, and partner
choices, depending on the project
setup.

Prepare Mobilization of the project Creation of an integrated project and
organization, governance setup, change plan, stakeholder mapping,
onboarding of key roles and third early engagement planning, initial
parties, environment and tool setup, impact framing, and leadership
roadmap and dependency planning, and | alignment.
establishment of delivery ways of
working.

Explore Definition of target processes and the Translation of process and design
target operating model, fit-to-standard | decisions into business and role
analysis, identification of gaps, impacts, refinement of stakeholder
prioritization of harmonization choices, | views, communication planning, and
early design documentation, and the early involvement of key users and
first more concrete translation of the business representatives.
desired future state into solution terms.

Realize Detailed configuration and build, Development of role-based training
integration work, detailed design materials, clarification of job and
refinement, migration preparation, process impacts, readiness preparation,
testing preparation and execution, and | and communication updates grounded
release-based realization work. in what the system will actually do. As

the future state becomes more concrete,
change management effort shifts from
general awareness toward practical
enablement and expectation
management.

Deploy User acceptance testing, end user and Training delivery, final targeted
key-user testing, cutover planning, communication, user readiness support,
deployment readiness, defect manager enablement, support model
correction, business cutover preparation, and adoption management
preparation, go-live execution, and during go-live.
technical stabilization planning.

Run Hypercare, controlled transition to the | Post-go-live support, user assistance,

support organization, stabilization of
the live solution, resolution of early
issues, and gradual movement from
project mode toward operational
ownership.

reinforcement of new ways of working,
feedback collection, and continued
support for adoption after the initial go-
live.
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Another general observation from the interviews is that ERP system implementation project
success 1s not equal to the original plan. As discussed in chapters 1 and 2 in this research,
the ERP system literature often reports very high failure rates for these projects. However,
most of the interviewees challenged this idea and that such figures like the 70% failure rate
should be considered with caution. Interviewees A, B and C all challenged the idea that
budget growth, schedule extension, or project scope evolution should not be treated as
evidence of direct project failure, even though these are commonly cited in the literature as
primary indicators of failure. Instead, the interviewees described these as common features
of major ERP system programs. When for instance organizational understanding deepens,
business priorities shift, or the scope of harmonization changes during the project execution,
the project may deviate from its original assumptions and still produce a usable solution, and
a satisfactory outcome from the solution adopter organization’s perspective. Interviewee A,
who has worked 14 years with ERP system implementations, had never seen a project where

the original budget or schedule was achieved:

From my experience, I have never been involved in a project where the budget was
not exceeded, or the schedule did not slip. Despite this, I would still consider all
these projects successful. In large ERP system implementations, deviations from the
original plan are common, as understanding evolves, requirements change, and
organizations learn during the process. Therefore, budget overruns or timeline

extensions alone should not be understood as indicators of project failure.

Interviewee B had similar views and stated that no ERP system implementation project
during the professional career had been unsuccessful. B highlighted that despite challenges
such as under-resourcing and problems in decision-making, these projects were ultimately
considered successful and, in some cases even recognised with awards. Interviewee C also
supported this by stating that failure in ERP system implementation projects should not be
understood as complete project collapse, but rather a situation where all initially defined
objectives were not achieved. Interviewee A stated that based on previous experience, the
solution adopter organization is usually somewhat prepared for these budget overruns and

schedule delays:



66

In my experience, clients are often partially prepared for these budget overruns
and schedule delays, as these are widely discussed in the context of ERP system
implementations. However, as the project progresses, they develop a deeper
understanding of their own business processes and the underlying complexity. As a
result, their perception of the project evolves over time, and by the end of the
project, clients are typically satisfied with the outcome, as they recognise the
progress achieved and the value delivered, even if the project did not fully meet its

original plans and targets.

6.2 Key Challenges and Critical Success Factors

This section examines what the interviews revealed as the most important challenges and
CSFs in ERP system implementation projects. Across the interviews with professionals that
have different roles and responsibilities around these projects, the most recurring themes
were not technical even though technical complexity remained an important topic as well.
Instead, the strongest patterns in the interviews were related to leadership, communication,
decision-making, business involvement, readiness, and the solution adopter organization’s
ability to move away from old ways of working. At the same time, the interviews suggest
that the challenges and CSFs often appeared in both forms. For instance, weak leadership
commitment appeared as a major challenge in the interviews, whereas visible leadership

involvement was described as one of the most important CSFs.
Key challenges

The first clear finding from the interviews is that insufficient leadership commitment from
the solution adopter organization’s side remains one of the most serious barriers to successful
ERP system implementation. This theme appeared strongly from both the change
management professionals as well as the technical delivery side interviewees. Interviewee B

expressed the issue very clearly:

The number one thing, the most important one, is management commitment. Real
commitment means the ability to prioritize, remove obstacles, and actively steer the

organization toward the target state.
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Interviewee D added an important point by arguing that top management support alone is
not enough. In D’s view, top management may be formally committed, but the actual
difficulty is often related to the middle management, because these people must translate the

change into day-to-day behaviour in the solution adopter organization:

If middle management does not stand behind the change and lead their teams

through it, the change does not go through.

The comment from Interviewee D extends the idea of top management support by showing
that sponsorship must also be translated into everyday supervisory behaviour. This is also
consistent with change management literature in which middle managers act as the practical
carriers of reinforcement rather than passive recipients of executive decisions. The second
recurring theme was change resistance, which appeared more precisely as the solution
adopter organization’s tendency to hold on to familiar ways of working. Interviewee B

explained this very clearly:

No one ever wants to directly admit being change resistant. The resistance often

appears as concern, criticality, doubt, or uncertainty rather than open objection.

Interviewee C similarly emphasized that the real difficulty is often not for example about
learning a new ERP system but letting go of an established operating model. Interviewee A
supported by stating that if there are learning problems with the new ERP system, they
almost without exception stem from change resistance rather than a lack of capability to
learn to use the new system. The overall observation from all the interviews was that the
resistance in ERP system implementations can be understood as attachment to control,
familiarity, role security, and routines rather than as simple refusal to use new technology.
This is also consistent with change-readiness literature, which emphasizes that resistance
often reflects concerns about competence, identity, and the future state rather than rejection

of change itself.

The third major challenge was related to weak communication and late engagement, which
in practice create expectation gaps between the solution being built and what different user
groups believe they will receive. This theme was visible when interviewees described what

happens if the solution adopter organization is not engaged early enough. Interviewee D
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emphasized that if early awareness-building and involvement phases are skipped, people
arrive to the new ERP system training sessions still unsure of what the project is even all
about, what has been decided, and what it means for their role. According to Interviewee C,
the challenge is not that the communication is difficult, but because employees are already

overloaded with information:

Communication fails because communication is happening everywhere all the time, and

the real challenge is to reach people through channels they actually use.

This suggests that the real challenge with the communication is not related to the lack of
communication. The interview data suggests that communication quality depends on timing,
targeting, and the use of local managers, who are the most important source of information
for the ERP system end user. This is also aligned with the literature that emphasizes the
importance of effective communication in ERP system implementation projects, since they
involve multiple departments and diverse stakeholders, where a shared understanding is

necessary.

The fourth recurring challenge was decision-making capability and resourcing on the
solution adopter organization’s side. This theme was especially strong with the interviews
with Interviewees A and B. Interviewee B emphasized that even the projects with strong
teams become highly vulnerable if they are under-resourced or unable to make decisions
effectively. The interview data suggests that the ERP system implementation project
schedules are constantly underestimated since the actual schedule burden comes from
organizational interaction, learning, and commitment-building. Interviewee A stated that the
project schedules are developed under the assumption that the solution adopter organization
can perform at an optimal level throughout the project. Interviewee A further stated that
customer maturity and decision-making capabilities are rarely included in the project
estimates, even though they significantly affect the time required to resolve problems, align
stakeholders, and secure commitment in the solution adopter organization, which can be seen
as one of the main reasons that the project schedule often exceeds the original plans. The
findings suggest that the schedule risks in ERP system implementation projects are mostly

organizational rather than purely technical as also described in the literature. Governance
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quality affects implementation pace since slow decisions and weak alignment increase

coordination delays even when the technical work itself is feasible.

A fifth challenge theme concerns the underestimation of training, testing, and readiness
effort, particularly in the later project phases like the Deploy phase in the SAP Activate
methodology. Several interviewees emphasized that organizations often underestimate the
time required to move from a configured system to actual readiness of use in the solution
adopter organization. Interviewee B described user acceptance testing as a very
underestimated work package and argued that it’s unrealistic to assume that a large

organization could complete such task in such a short time:

1t is unrealistic to assume that the solution adopter organization would test a major

program in two weeks, we are really talking about two months

Other interviewees highlighted training participation as a practical challenge in the later
phases since even when training is well designed, the solution adopter organization still
needs to free up time for people to attend and learn, which often is a challenge since the
employees have the regular daily work to be done as well. Interviewee D added that if
readiness work is left too late, there are unresolved questions, uncertainty, and scepticism
that accumulate and surface all at once during training and final preparations for the ERP

system go-live.

The sixth challenge concerned harmonization, process ownership and role redesign related
topics. The interviewees argued that one of the most persistent challenges in large ERP
system implementation projects is that standardization ambitions erode over time. This is
because the solution adopter organization is unable to or unwilling to change its own
operating model enough to stay close to the standard solution in terms of the ERP system.
Role and process ownership were highlighted especially in those situations when new tasks
or new responsibilities need to be allocated across organizational boundaries in the solution
adopter organization. The harmonization, process, and role related topics seem to be also a
human-related challenge since it requires people to give up local autonomy, redefine
ownership, and accept new process discipline which often causes change resistance in the

solution adopter organization.
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It is important to highlight that these key challenge themes are primarily related to the
solution adopter organization’s side as it was the main focus of the interviews. While
technical challenges in these projects exist, they are more typically associated with the
service provider organization. However, interviews indicated that in large and experienced
service provider organizations, the necessary technical capabilities to deliver complex ERP
system implementations are generally available. Instead, the most significant challenges tend
to arise from the organizational aspects on the solution adopter organization’s side. Table 10

summarizes the key challenge themes that emerged from the interviews.

Table 10: Key Challenge Themes in the Interviews

ownership, and role redesign
difficulties

responsibilities, weaker standardization benefits,
reduced process alignment

Challenge Theme Impact on the Project Main Interviewees
Insufficient top and middle- | Weak prioritization, limited resource allocation, A,B,C,D,E, F
management commitment inconsistent reinforcement of new behaviours,

reduced credibility of the transformation
Change resistance and Low readiness, critical reactions, hidden A,B,C,D,F
attachment to old ways of opposition, continued reliance on legacy tools and
working habits
Weak communication and Expectation gaps, late surprises in testing and A,C,D
late organizational training, scepticism, poor understanding of the
engagement purpose and effects of the change
Decision-making delays and | Slow progress, unresolved issues, inability to A,B,E
under-resourcing handle conflicts or uncertainties, schedule

pressure and stalled project execution
Underestimation of training, | Poor user preparedness, overloaded business B,C,D,E
testing, and readiness effort | users, late defect escalation, delayed go-live

decisions
Harmonization, process Pressure to customize the solution, conflicts over | A, B, C, D

Critical success factors

When the key challenge themes were mostly visible by for instance uncertainty, resistance,
and leadership alignment to name a few, the CSFs side pointed a lot toward the opposite
conditions. Things like visible leadership, early involvement, clear decisions and integrated
planning, and practical role-based support were topics that constantly came up during the

interviews.

The single most emphasized CSF was visible executive and managerial engagement.

Interviewee F emphasized this by stating that leadership and management engagement is the
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single most important driver of good user adoption. Interviewee D supported this statement
by emphasizing that while top management in the solution adopter organization is needed
for sponsorship and visibility, middle management is needed to translate the transformation

into daily team behaviour. Interviewee B had similar views:

Strong steering-group and project-lead dynamics are essential because they create the

ability to agree, prioritize, and recover even from difficult moments.

A second major CSF was the early and constant involvement of the business and end users.
The interview data shows that people from the solution adopter organization must not first
encounter the new ERP system at training or testing phases. Instead, users and business
representatives need to be involved in the project early enough for concerns and
misunderstandings to surface while there is still time to respond to them. Interviewee C
provided a concrete example by describing how in a previous project a handful of people
were brough into a pilot group early in the project lifecycle, which provided them an
opportunity to express what mattered in the current system and to see some elements of the
future state. Interviewee D made the same point from the project lifecycle perspective by
stating that even small info sessions matter, because otherwise the project accumulates

unanswered questions that surface much later.

The third theme around CSFs was the integration of change management activities into one
shared stream of work in the project lifecycle which was particularly visible from the
interviewees with experience in change management. Interviewee C emphasized this by
stating that there must be a shared plan, referring to aligning the change management plan
with the technical project plan from the project beginning. Also, Interviewee E described
that the teams are working as one project with continuous collaboration across the project
lifecycle rather than separate phases. Interviewee F also described the different project teams
as an integrated unit that need to work together throughout the entire ERP system

implementation.

Fourth CSF theme was discussed being around clear governance with good decision-making
capabilities. Here the strongest evidence came from Interviewees A and B but was also seen

with the change management professionals as well. Interviewee B stated that the ability to
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agree and make decisions is a precondition from dealing with difficult situations and keeping

the project on track:

Good project outcomes depend on strong team dynamics and on both sides seeing

themselves as working toward a shared outcome rather than separate interests.

Interviewee A had a similar idea by stating that the main project bottlenecks rarely are caused
from the inability to technically configure the solution, but from the slow process of
organizational agreement, ownership, and behavioural commitment. The main finding here
is that the governance in ERP system implementations is not about formal steering groups
but rather it is about whether the project organization can resolve misunderstandings, settle
priorities and move forward with a pace that is required by the transformation and that often

includes effective decision-making.

The fifth CSF theme was role-based communication, training, and support which was
especially visible from interviewees with change management background. Several of these
interviewees emphasized that user adoption becomes much more likely when the solution
adopter organization’s employees understand what the change means for their own role,
what skills they need to acquire, and what support is available. Interviewee C made a strong

statement from change management perspective:

People need a good understanding of what is coming, what it means for their role, and
what the benefit is for them, and that the change journey must therefore be made role-

specific rather than generic.

It was also stressed in the interviews that it is important to create a sense of safety for users
by ensuring that support material and training are available when the ERP system goes live.
The importance of role-specificity is described by the fact that even closely related roles
within the solution adopter organization may experience significantly different changes in
the daily work, responsibilities, and system interactions. As a result, generic training and
communication is not enough and the change is made more relevant and easier to adopt for
each user group when it is done role-specifically. Table 11 summarizes the key CSF themes

that emerged from the interviews.
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Table 11: Key Critical Success Factor Themes in the Interviews

Critical Success Factor Impact on the Project Main Interviewees
Theme

Visible leadership and Ensures strong sponsorship and direction enabling | A, B, C,D, E, F
managerial engagement prioritization and possible obstacle and conflict

removal. Boosts also user adoption and
commitment from the end users.

Early and continuous Reduces expectation gaps, improves acceptance, A,B,C,D
business and user surfaces concerns earlier, and strengthens

involvement ownership and adoption of the new solution.

Integrated technical and Creates consistent communication, realistic and CEF
change management comprehensive project planning, and training

planning content that reflects the actual solution.

Clear governance and Enables the project to resolve ambiguities A, B

decision-making capabilities | effectively, settle priorities, and continue
progressing with the project even under pressure.

Role-based communication, | Improves individual readiness, role clarity, and C,D,E,F
training, and post-go-live motivation. Also strengthens sustained use after
support the ERP system go-live

The different CSF themes show that they are strongly connected rather than independent
conditions. One general observation was that leadership and managerial engagement form
the foundation for the other success factors as it can solve almost any issue that arises during
the project lifecycle. Another important observation is that the success factors are not usually
limited to any specific phase of the project. Especially with achieving good user adoption, it
is not only the end user training sessions that need to go well. Instead, strong user adoption
is built gradually throughout the project. The table also shows a slight difference between
delivery-oriented and change management-oriented perspectives. Interviewees A and B
emphasized governance, decision-making capability, and the ability to keep the project
progressing under pressure, when Interviewees C, D, E, and F had a stronger emphasis on
things like role-based communication, training, support, and the integration of change

management with the technical delivery of the ERP system.

The most important overall finding in the interviews is that different technical challenges
were not described as impossible to overcome if collaboration, trust, and interaction between
the project organization in both the service provider organization and the solution adopter
organization function well. Project teams can adapt to technical issues, scope changes, and
unexpected difficulties when relationships, communication channels, and shared ways of

working are strong. The opposite does not seem to work equally well. Even a technically
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capable project may struggle if the project team lacks trust and commitment to the targeted
outcome of the project. In conclusion, team dynamics, psychological safety, trust, and a
common project culture can be seen as the foundation that enables the project organization
to overcome both technical and organizational challenges during the ERP system

implementation project.

The strongest similarity between literature and the interviews is that ERP system
implementation project success is not dependent on one isolated factor, but rather on the
interaction between several factors such as leadership commitment, user involvement,
communication, training, and project governance. However, the interviews added a slightly
more practical view compared to the literature by emphasizing the importance of middle
management rather than only top management support and involvement. Also, the
integration of change management with the technical delivery team was emphasized more
strongly than the literature suggests. Even though the literature categorizes the CSFs into
groups such as organizational, operational, strategic, and tactical CSFs, the interviews
suggest that these categories are not separate, but strongly interconnected in practice, as

technical project execution depends heavily on organizational factors.

6.3 Current Change Management Activities

This section presents the empirical foundation for the framework of change management
activities in ERP system implementation project. At this stage, the analysis is based on one
expert interview only (Interviewee C), who has extensive knowledge of the current state
within the case organization and is therefore very well suited for assessing the current state
of change management practices. The purpose at this stage is not to produce final
conclusions, but to establish an initial structure of change management activities in ERP
system implementation project. This foundation provides a direction for subsequent
interviews, which will be used to expand the framework and incorporate the role of Al to
specific change management activities. Therefore, this section reflects the current state of
change management practices in ERP system implementation projects within the case

organization, based on the available empirical data.

Based on the interview, change management in ERP system implementation project is not

an isolated effort that runs in the background, rather it is a structured set of activities that
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accompanies the ERP system implementation project from preparation to go-live support.
Interviewee C described change management as something that must be integrated to the full
project lifecycle, so that the human side of change progresses alongside with the technical
implementation. This means that the change management activities form a bridge between
the future system design and the employees who are expected to adopt the new roles,

processes, and ways of working.

According to Interviewee C, change management activities are not selected according to a
universal template. The interviewee explained that the starting point is always the client
organization itself, and the most relevant change activities are planned always depending on

the project:

For me, planning the change activities always starts with really understanding the
client. That means understanding how they usually communicate, what channels
they use, how employees learn best, and what their history with large

implementations looks like, what has worked well in the past and what hasn'’t.

Interviewee C explained that it’s essential to spend time to identify what the client
organization’s best change experiences have been, because that is creating the base for the
service provider organization to design a change approach that truly fits solution adopter
organization, instead of using a one-size-fits-all model. Even though the core change
activities are often similar across different ERP system implementation projects, they are in

practice always tailored and adapted to fit the specific project and organizational context.

The case company has its own change methodology that is being used in different projects,
and it’s called the Change Delivery Model. Interviewee C explained that the Change
Delivery Model is essentially a set of change management activities that are mapped across
six key change dimensions: leadership alignment, change readiness and adoption, skills
and knowledge, culture shift, organizational alignment, and engagement and
communication. On top of the own change methodology, the case company often uses the
Prosci ADKAR model to structure the change journey. Interviewee C found that the
ADKAR model works very well especially in ERP system implementation projects, since it
helps both the client organization and its employees to understand the different change

phases in a very simple and logical way:



76

From my experience, it just makes a lot of sense and supports clear communication

throughout the program.

According to Interviewee C, the different phases of the ADKAR model align very well with
the phases of the SAP Activate methodology, as change management activities are closely
integrated with the technical implementation throughout the project. The Awareness phase
takes place simultaneously with the Prepare phase of the ERP system implementation.
Interviewee C explained that the purpose of the Awareness phase is to create an early
understanding on why the ERP system change is needed and what it means for the
organization and its people. This stage focuses on explaining the business reasons for the
upcoming transformation and setting expectations early. The interviewee explained that the

following activities are typically carried out during the Awareness phase:

e Defining the organizational change management strategy and approach
e Conducting a stakeholder assessment

e Performing a change impact assessment

e Creating the communication strategy and plan

e Defining the change measurement approach and plan

These activities help us identify who is impacted, how they are impacted, and how

we will communicate and measure progress throughout the project.

The Desire phase is conducted at the same time as the Explore phase in ERP system
implementation project. Interviewee C described that the purpose of the Desire phase is to
build commitment and willingness to support the change among key stakeholders and
employees in the client organization. At this point, it is not enough that people understand
the change; they also need to see how the future ways of working will affect them and why

they should engage. Typical activities that are done in the Desire phase include:

e Creating a stakeholder engagement plan

e Delivering targeted communication for key stakeholder groups
e Defining the learning and enablement strategy

e Conducting a training needs assessment

e Running end-to-end process walkthroughs



77

These activities help make the future state more concrete, reduce uncertainty, and

increase buy-in by showing what will actually change in day-to-day work.

The Knowledge phase is done at the same time as Realize phase in the ERP system
implementation project. The purpose of this phase is to ensure that the employees in the
solution adopter organization understand how to work in the future ERP system
environment. This phase focuses on translating the future processes into clear role
responsibilities and preparing the content needed for role-based training. The key activities

include:

e Creating the role-based training plan

e Designing the training curriculum and schedule

e Developing training materials

e Performing job impact analysis

e Providing leadership and manager support for go-live

These activities clarify end-to-end responsibilities and ensure that training can be

designed based on real roles and tasks rather than only system functionality.

The Ability phase is conducted at the same time as Deploy phase in the ERP system
implementation project. The main purpose of this phase is to ensure that employees can
apply what they have learned and effectively perform their roles when the ERP system goes

live. The focus here is on execution, practice, and readiness. The key activities include:

e Training coordination

e Delivering end user trainings

e (ollecting and analysing end user feedback
e Providing end user support after go-live

e Conducting change readiness assessments

These activities support users during the transition to the live system and help

stabilize operations once the ERP system is in use.
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Interviewee C explained that even though the Reinforcement phase is officially part of the

ADKAR model, it primarily focuses on post-go-live activities such as sustaining the change,

supporting users, and reinforcing new ways of working, and is therefore not the main focus

of this study, which concentrates on the stages leading up to and including the ERP system

go-live. The different change management activities mapped to the ADKAR and SAP

Activate phases are illustrated in Figure 8.

Figure 8: Change Management Activities Across ADKAR and SAP Activate Phases

Discover Prepare Explore Realize Deploy Run
*Prcject Kick-off *ERP System Go-live
Awareness Desire Knowledge Ability Reinforcement
Organizational Change .
o . Stakeholder Role-based Training . .
Mandgeme_nl_ Sll._ilegy Engagement Plan Plan Training Coordination
& Approach Plan
g Stakeholder Targeted Training Curriculum
E+ Assessment Communication for Key Creation (Scheduling) End User Trainings
< e Stakeholder Groups
£
5 Change Impact Learning & Enablement Training Material End User Feedback
?5 Assessment Strategy Creation Collection & Analysis
T
=
& Communication Training Needs Job Impact Analysis Change Readiness
f:C" Strategy & Plan Assessment I ¥ Assessment
o
—_— Change Measurement End-to-End Process Leadership & Manager End User Support (After
Approach & Plan Walkthroughs Support (for Go-live) Go-live)
™ /Suppor‘rs stakeholder \ Clarifies end-to-end ( Ensures people can
= Creates an early commitment by responsibilities so perform their roles
< understanding of why the providing a clear picture employees understand effectively by combining
5 change is needed and how of future roles and ways future ways of working practical training with
g roles and the organization of working. and role-based training support during the
—_— will be affected. Reduces uncertainty and can be prepared transition to the live
resistance to change. / effectively. system.

The interview identified a wide range of change management activities that are carried out

during the ERP system implementation project across different phases of the change

lifecycle. These activities are summarized and structured according to the ADKAR model

in Table 12.
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Table 12: ERP System Implementation Change Management Activities Categorized Using ADKAR

Activity

Description

Awareness

Organizational Change Management Strategy &
Approach Plan

Defines the overall change management approach,
governance, roles, and key activities to guide
change execution across the ERP system program.

Stakeholder Assessment

Identifies key stakeholder groups and assesses their
impact, influence, and readiness to inform
engagement and communication planning.

Change Impact Assessment

Assesses how the ERP system implementation
impacts roles, processes, skills, and ways of
working across the organization.

Communication Strategy & Plan

Defines key messages, audiences, channels, timing,
and responsibilities to support clear and consistent
communication.

Change Measurement Approach & Plan

Defines how change progress, readiness, and
adoption will be measured and tracked throughout
the program.

Desire

Stakeholder Engagement Plan

Defines how stakeholders will be engaged during
the transformation to support alignment, buy-in,
and participation.

Targeted Communication for Key Stakeholder
Groups

Develops and delivers tailored communications
addressing the needs and concerns of specific
stakeholder groups.

Learning & Enablement Strategy

Defines the overall approach to learning and
enablement to support user adoption of new
processes and systems.

Training Needs Assessment

Identifies training requirements by role based on
process changes, system usage, and job impact.

End-to-End Process Walkthroughs

Provides walkthroughs of future end-to-end
processes to support understanding of new ways of
working across functions.

Knowledge

Role-Based Training Plan

Defines role-specific training scope, target
audiences, learning objectives, and delivery
approach.

Training Curriculum Creation (Scheduling)

Structures the training curriculum and schedule
aligned with project milestones and system
readiness.

Training Material Creation

Develops role-based training materials such as
guides, job aids, and exercises.

Job Impact Analysis

Describes how individual jobs and responsibilities
will change in the future state.

Leadership & Manager Support (for Go-live)

Prepares leaders and managers to support their
teams before, during, and after go-live.

Ability

Training Coordination

Coordinates training delivery, logistics,
participants, and dependencies to ensure consistent
execution.
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Delivers hands-on training sessions to prepare users

End User Trainings . .
g to work effectively in the new system.

Collects and analyses user feedback to identify

End User Feedback Collection & Analysis . . .
adoption risks and improvement actions.

Assesses organizational readiness for go-live and
identifies remaining change-related risks.
Provides post go-live support, such as hypercare
and key user support, to stabilize usage.

Change Readiness Assessment

End User Support (After Go-live)

In conclusion, the interview with Interviewee C provided a comprehensive and detailed view
of the current state of change management activities in ERP system implementation project.
These findings will serve as the foundation for further analysis with additional interviewees

and for incorporating Al into the identified change management activities.

6.4 Potential of Al in Change Management Activities

This section provides the empirical findings on how and where Al could support change
management activities that were described in the previous section. The analysis is based on
the interviews with Interviewees C, D, E, and F. This section first identifies the change
management activities which were perceived as the most time-consuming in practice. Then
it 1s discussed where Al was seen to have the highest potential to provide support and
efficiency with the change management activities. Lastly, the section analyses the input data

for Al-driven change management based on the interviewees’ experiences and ideas.

All interviewees emphasized that specifically those activities that are done role-specifically
consume the most effort. In practice, these role-based activities are those activities where the
change management professionals have to translate ERP system-related processes and
system changes into concrete implication for different stakeholders, groups, training paths,
and materials. Also, the interview pointed out that planning-related or strategic activities

were never the most time-consuming activities.

In the Awareness phase in the ADKAR model, change impact assessment was repeatedly
noted as very laborious. Interviewee D described that at the early stages of the project, it is
the most time-consuming deliverable, since it requires mapping every process and role to

expected system changes. Likewise, stakeholder assessment was also described as very
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time-consuming as Interviewee E emphasized that gathering stakeholder needs role-by-role

adds significant workload.

In the Desire phase, there were three activities that stood out as time-consuming. Training
needs assessment came up in most of the interviews as it was linked to role-specificity.

Interviewee C explained it clearly:

Significant effort is required already at a relatively early stage of the project to
define what each role needs to learn, even though the final process and system

details may still be only partially mature.

End-to-end process walkthroughs also stood out as resource-heavy especially from
Interviewee F’s perspective as F stated that it is one of the most time-consuming and
resource-intensive activities during the project. Also, targeted communication for key
stakeholder groups was also highlighted due to the fact that it may require tailoring the
messages by audience, impact level, and release phase. As it was only highlighted by
Interviewee E, it indicates that it can be either very resource intensive or not depending on

how and in what detail the activity is done.

In the Knowledge phase, all interviewees strongly emphasized Training material creation
as the most time-consuming activity of all the activities in any phase as Interviewee C

explained that it can even take half a year. Interviewee D also emphasized this clearly:

In one project we had approximately 120 training sessions with 80 different
training materials. While some materials consisted of only a few slides, others
included around 150 slides. All of the materials were also first created in English

and then translated into Finnish, and the entire process was carried out manually.

The interviews pointed out that the activity is so demanding since the training materials are
also not generic and they have to be created to match the actual environment, configuration,
screenshots, examples, and tasks of the solution adopter organization’s system. Interviewee
E also mentioned that it is a major burden since the materials always need step-by-step
screen-level guidance, which is highly manual work. Also, role-based training plan was
highlighted due to the fact that it requires translating training needs into concrete role-
specific learning paths. Interviewee E also raised Job impact analysis as a resource-

intensive activity in scenarios where it is carried out thoroughly to assess changes in
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responsibilities, workload, and organizational structures instead of a lightweight formal

deliverable.

In the Ability phase, the interviews pointed especially to Training coordination and End
user trainings as activities that require heavy effort. Interviewee C described training
coordination as being an activity that is usually a one person’s full-time job during this time
of the project. End user trainings was also highlighted by all the interviewees as very
demanding and according to Interviewee F it is one of the two most time-consuming
activities in the whole project. End user trainings are also still typically delivered in a role-
specific manner, and they are still often conducted through classroom-based training rather

than more interactive formats, such as for example interactive and automatic eLearning.

In conclusion, these findings indicate that the most time-consuming change management
activities are not the ones that might even be strategically complex, but rather those that
require detailed knowledge of the new ERP system solution and translate that into role-
specific actions. Across all the interviews and ADKAR phases, the same pattern was
recognised that the activity becomes time-consuming when they require manual
documentation, alignment and validation with technical teams, and adaptation to different

roles, locations, stakeholders, or even languages.

Out of the total 20 change management activities included in the activity structure built in
the previous chapter, half of them were not even mentioned by any of the interviewees,
which indicates that the workload is not evenly distributed, but rather there are a couple that
repeatedly stand out. Table 13 summarizes the findings of this topic with the reasoning why

they are perceived as resource intensive.
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roles requires significant time and resources.

Change Management Rationale F
Activity
Awareness
Stakeholder Assessment Requires identifying and interviewing many
stakeholder roles and capturing their needs and the data
must be gathered role-by-role.
Change Impact Mapping how each process and role is affected by the
Assessment new ERP is seen as very complex. Compiling detailed X
impact for every process.
Desire
Training Needs Analysing dozens of roles and processes to determine
Assessment training needs is labour-intensive and the outputs must
be customized for each role.
End-to-end Process Preparing lengthy demos for all end-to-end scenarios
Walkthroughs across different functions requires extensive X
coordination and detail.
Targeted Communication | Crafting communication plans for each stakeholder
for Key Stakeholder segment can be labour-intensive since the
Groups communication must be tailored.
Knowledge
Role-based Training Plan | Designing training curricula for multiple roles and
scheduling them is broad and complex.
Training Material Creation | Developing guides is very slow and can easily take
months of work e.g. creating customized materials for X
each role specifically.
Job Impact Analysis Requires detailed analysis of how ERP system-related
process and technical changes affect specific roles,
responsibilities, workload, and organizational
structures.
Ability
Training Coordination Coordinating and scheduling all training sessions and
resources is a large logistical task which often requires
a dedicated coordinator.
End User Trainings Delivering hands-on training to the end users across «

When the interviewees were asked where they felt Al could provide the most value in change

management in ERP system implementation, the responses were largely consistent. Across

the interviews, AD’s potential was strongest in most of the same activities that were also

identified as most time-consuming. Interviewees, who demonstrated to have a solid

understanding of Al in general, highlighted that its greatest strengths are related to drafting

and summarizing documents, translating and personalizing content for role-specific needs,

and structuring information. On top of the activities that are time-consuming, Interviewee F
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described that Al has capabilities to process interview transcripts, survey responses, and
feedback at scale, identifying adoption risks and sentiment trends much faster than human

analysis allows.

Similarly, activities involving some kind of tailored communication or role-based training
content were seen as Al-friendly. Interviewee F also identified strong potential in this area
because Al could help adapt communication and training materials according to language,
role, or business unit. Interviewee C also described clearly AI’s potential by bringing up

training material creation:

1 feel like Al’s greatest potential lies in using different project documentation such

as design documents to generate training needs and materials.

In addition to the most time-consuming change management activities, the interviews also
indicated that Al potential should not only be understood through workload intensity. Some
activities may not require as much time as training material creation for instance, but they
were still described as suitable for Al use because they were either structured, repetitive, or
based on quantitative data. For instance, end user feedback collection and analysis was not
emphasized to be a time-consuming activity in the same way that training material creation
was, but still it was identified as an area where Al could provide value. This is because the
activity involves reading through open-ended responses, identifying recurring themes, and
detecting sentiment or adoption risks, which is why it was seen as potential to be automated
with AL In conclusion, the interviews suggest that the potential of AI depends on both how
much time an activity takes, but also on how easily the activity can be supported through

automation, pattern recognition, summarization, and content creation.

Furthermore, the interviewees framed Al as a powerful supporting tool rather than a
replacement. They consistently emphasized that Al-generated outputs should always be
validated by experts before they are used in project deliverables or communicated to the end
users. For example, Interviewee F suggested that Al would be used to support drafting,
analysis, and personalization, while the final review would remain the responsibility of
change management consultants or other relevant professionals. In addition, Interviewee E

raised an interesting point regarding cognitive model:
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If we also automate work so that in the long term, we prevent the change
management expert from developing a cognitive model of how the solution adopter
organization and system work together, such a model may not be formed, and

effective change management may become more difficult.

In addition to the cognitive model, Interviewee E also raised concerns about Al making
decisions that would affect employees’ roles, workload, or livelihoods. These concerns
reinforce the suggestion that AI’s role in change management should be purely supportive.

All strategic judgement and personnel-related decisions must remain in human hands.

The interviews also highlighted several types of data input that Al could consume to support
change management activities. Different project teams create and collect a wide range of
documentation, including for instance Process Design Documents (PDDs), workflow
diagrams, Functional Specification Documents (FSDs) and other technical and change
management related materials. For instance, PDDs provide detailed technical, and role-
specific insights that Al can transform into change impact analyses, job impact analyses,
training materials, or demo scripts to support end user training. The identified input data are

explained in more detail in the next chapter

All interviewees also shared concrete examples of how they had previously used Al to
support change management activities. However, they emphasized that these practices were
not systematic and were largely based on individual initiative and personal ideas.
Interviewee E described how Al was used to draft demo scripts from FSD and PDD
documents in one ERP system implementation project. Interviewee D also had experimented
with Al for automated training video voiceovers. As future ideas, the change management
professionals brought up for instance embedded chatbots for end user Q&A. The
interviewees also stressed the responsible use of Al. As Interviewee F noted, change
management professionals often work with sensitive HR-related data from the solution
adopter organization, making strict privacy, security, and governance considerations
essential when using Al Interviewee C emphasized the importance of responsible Al usage
and General Data Protection Regulation (GDPR) compliance. However, the interviewees did
not find these governance and compliance requirements as challenges. It was rather seen as
necessary guidelines to ensure that sensitive client and employee related data is not uploaded

into inappropriate external environments. Instead, the interviewees emphasized the
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importance of using company-approved internal Al solutions when handling confidential

information.

6.5 Proposing Framework

This section develops a practical framework for Al-supported change management in ERP
system implementation projects. The purpose of this chapter is to translate the empirical
findings from the interviews into a structured representation of how Al can support the
selected and potential change management activities, what data inputs are required, how Al
can process these inputs, and what value is ultimately created. The framework is built on
three existing elements: the SAP Activate methodology, which provides the ERP system
implementation project lifecycle; the Prosci ADKAR model, which structures the change
journey; and the case company’s Change Delivery Model, which provides the practical
change management activity structure. The contribution of this research is to combine these
three existing elements in the context of ERP system implementation projects and extend
them with an Al-support perspective that describes where Al can be used and how. In
addition to the framework, a HAIC model is also introduced to demonstrate the process of
how data can be transformed into change management outputs with the help of Al processing
and human validation, and how these outputs can enhance user adoption during ERP system

implementation projects. The HAIC model is illustrated in Figure 9.

. . . Cl M .
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Figure 9: Human-AI Collaboration Model for Change Management Activities
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For instance, the HAIC model can be applied when a PDD describes a future-state process.
The PDD can be compared with current-state process descriptions and role information to
identify changes in process steps, system interactions, and roles and responsibilities. Based
on this comparison, Al can draft preliminary change impact insights, such as affected user
groups, changed tasks, and required competencies in the solution adopter organization.
However, these Al-generated insights must be validated by for example change management
consultants, process experts, and technical consultants to ensure that the Al-generated
content is aligned with the actual ERP system solution and the targeted future state. Figure
10 highlights the change management activities in ERP system implementation projects

where Al was identified to have the strongest practical support potential.
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*Project Kick-off *ERP System Go-live
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Organizational Change -
Stakeholder Role-based Training -,
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E Change Impact Learning & Enablement Training Material End User Feedback
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8 Communication Training Needs Tl s A Change Readiness
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—_— Change Measurement End-to-End Process Leadership & Manager End User Support (After
Approach & Plan Walkthroughs Support (for Go-live) Go-live)
4 -\ /Supports stakeholder I / Clarifies end-to-end ™ Gnsures people can —\
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Figure 10: Highlighted AI-Supported Change Management Activities in ERP System Implementation Projects

The highlighted activities in Figure 10 represent the change management activities where Al
was identified to have the strongest practical support potential based on the empirical
findings. Table 14 specifies in more detail how Al can be applied in these activities by
describing the required project inputs and data sources, Al processing, human validation,
and the value created for change management. In the Human Validation column, roles

marked with an asterisk (*) refer to representatives from the solution adopter organization.
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Change Project Inputs | Al Processing Human Value Created for
Management and Data Validation Change Management
Activity Sources
Awareness
Stakeholder Organizational | Combines Change Improves stakeholder
Assessment chart, HR data, | organizational and management identification and
Role project-related data to consultant, reduces the risk of
descriptions, identify affected Project missing affected
Project scope stakeholder groups, management, groups.
roles, and departments. | HR
representative™
Change Impact | Project scope, | Analyses the project Change Provides an early
Assessment Current scope against current management understanding of
process processes, roles, and consultant, HR potential change
descriptions, organizational data to representative®, | impacts and supports
Role identify preliminary Process expert* | the planning of
descriptions impacts on roles, stakeholder
processes, skills, and engagement,
ways of working. communication, and
training activities.
Desire
Targeted Stakeholder Drafts and adapts Change Enables targeted
Communication | assessment, communication content | management communication,
for Key Change impact | for specific stakeholder | consultant improves message
Stakeholder assessment, groups based on their consistency, and
Groups Project plan needs, concerns, role, supports stakeholder
and timeline, impact level, and understanding and
Role project phase. alignment.
descriptions
Training Needs | PDDs, Role Analyses process Training lead, Creates a clear
Assessment descriptions, changes, system usage | Change understanding of role-
Change impact | requirements, and role- | management specific training needs
assessment specific impacts to consultant, to support the planning
identify training needs | Technical and development of
role-specifically. consultant end user trainings.
End-to-End PDDs, Role Structures future-state | Change Creates realistic end-
Process descriptions process information management to-end walkthrough
Walkthroughs into end-to-end consultant, scenarios from process
walkthrough scenarios | Technical documentation to
and highlights key consultant, clarify new ways of
process steps, roles, Process expert*, | working before
and responsibilities. Key user* training and go-live.
Knowledge
Role-based Training needs | Translates role-specific | Training lead, Supports the creation

Training Plan

assessment,
Role
descriptions,
PDDs, Project
plan and
timeline

training needs into a
structured role-based
training plan, including
target audiences,
learning objectives, and
training scope

Change
management
consultant,
Technical
consultant

of role-based training
paths and ensures that
training planning is
aligned with user roles,
process changes, and
project timeline.
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Training PDDs, System | Uses process, system, Training lead, Reduces manual
Material demo and role-specific Change material creation,
Creation recordings and | documentation to draft | management accelerates role-
transcripts, training materials such | consultant, specific content
Role-based as user guides, job aids, | Technical development, and
training plan, exercises, demo scripts, | consultant enables faster
Test scenarios | and step-by-step adaptation to different
system instructions. roles, languages, and
Converts technical end user groups.
consultant-created
system demo
recordings and
transcripts into
structured training
steps, identifies where
screenshots are needed,
and adapts the content
for different roles and
supports translation of
the training materials.
Job Impact Change impact | Analyses future-state Change Provides a clear
Analysis assessment, process changes management understanding of job-
Role against current roles consultant, HR level impacts and
descriptions, and responsibilities to representative®, | supports workforce
HR data, identify how individual | Management* planning, role
Organizational | jobs, tasks, required clarification, and
structure, skills, and preparation for future
PDDs responsibilities will ways of working.
change.
Ability
End User Survey Summarizes end user Change Faster feedback
Feedback responses, feedback, identifies management analysis, improves
Collection & Training and recurring themes, consultant visibility into user
Analysis workshop detects patterns, and concerns and adoption
feedback, highlights adoption risks, and supports
Interview risks or improvement targeted improvement
transcripts needs. actions.
Change Survey and Collects readiness Change Provides a clear view
Readiness feedback data, | indicators, identifies management of organizational
Assessment Pulse checks, patterns across user consultant, readiness and supports
Interview groups, and highlights | Project go-live decision-
notes, Training | remaining risks before | management making.
completion go-live.
data
End User Training Uses existing support Change Improves post-go-live
Support (After | materials and training content as | management support, helps users
Go-live) the knowledge base for | consultant, Key | find answers faster,

a chatbot that answers
end user questions after
go-live.

user*

and reduces support
workload during

hypercare.




90

The activities described in Table 14 represent use cases where Al support extends beyond
general text editing, language improvement, or document formatting. While Al has
capabilities to support such generic tasks in all the activities, the activities highlighted in the
table require Al to understand project-specific information about the current and future state
of the solution adopter organization. As a result, the value that Al can bring to change
management in ERP system implementation projects is dependent on the availability and

quality of project documentation created by different project teams.

The table also shows that AI’s role evolves as the ERP system implementation project
evolves. In the early phases of the project, Al can mainly rely on initial inputs such as project
scope, existing organizational data, and current process and role documentation. As the
project moves forward, more detailed documentation especially related to the future state
becomes available, including PDDs, test scenarios, training plans, and demo recordings. In
addition, the outputs of the earlier change management activities often can become inputs
for later change management activities. For instance, stakeholder assessments and change
impact assessments can later support targeted communication and training needs assessment
and so on. Ultimately, carefully prepared and consistently structured project documentation
is a key pre-requisite for effective Al-supported change management in ERP system

implementation project.
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7 Conclusions

This chapter concludes the thesis by summarizing the key findings and answering the
research questions presented in the introduction chapter. This chapter also discusses the
theoretical and practical contributions of the study and presents the main limitations of this

research and suggests directions for future research on Al-driven change management.

7.1 Summary of Key Findings

This thesis examined how Al can support and accelerate change management and user
adoption in ERP system implementation projects. The study reviewed existing theoretical
literature on ERP systems and ERP system implementations, related CSFs, change
management models and Al-supported organizational change. These theoretical findings
were then combined with empirical findings from semi-structured expert interviews with
professionals experienced in ERP system implementation projects, including a project

manager, delivery executive, and change management consultants.

The overall findings of the study, based on both literature review and empirical findings,
indicate that ERP system implementation projects are not only technical system
deployments, but complex organizational transformations that also require changes in
processes, roles, responsibilities, skills, and everyday ways of working in the solution
adopter organization. The findings from both literature review and empirical research
indicate that the success of an ERP system implementation project is highly dependent on
the organizational and human-related factors, such as leadership commitment, effective
communication, user involvement, and effective change management in general. Particularly
the empirical findings suggest that the technical challenges are not the main reason why ERP
system implementation projects struggle. Instead, many of the most significant challenges
are related to the solution adopter organization’s ability to make decisions, commit
resources, let go of old ways of working while preparing the ERP system end users for the

future state.

As the study progressed, it aimed to answer the main research question in order to provide a

clear understanding of how Al can support change management and user adoption in ERP
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system implementation project. The research first examined the key challenges and CSFs of
ERP system implementation project in order to understand why change management is
needed in these projects and what factors influence successful user adoption. After that, the
focus shifted to identifying the change management activities where Al can provide the most
value. Finally, these findings were combined into a practical framework that describes how
Al can support change management activities through project data, Al processing, and

human validation.
The first sub-research question of the study was:

e What are the key challenges and critical success factors (CSFs) in ERP system

implementation projects?

To answer the first sub-research question, the empirical findings identified several recurring
challenges in ERP system implementation projects. The main challenges were insufficient
top and middle-management commitment and involvement, change resistance and
attachment to old ways of working. Also, constant decision-making problems, under-
resourcing, underestimation of training and testing, and difficulties related to harmonization,
process ownership, and role redesign were identified as barriers to successful ERP system
implementation. The findings indicate that the most significant challenges are not technical.
Instead, they are very strongly connected to the solution adopter organization’s ability to
lead the change, make decisions, allocate necessary resources, involve end users, and prepare

the organization for the to-be state including processes, roles, and ways of working.

The CSFs were identified from both the literature review part and the empirical findings.
The literature review showed that the ERP system implementation project success depends
on a combination of organizational and operational, or strategic and tactical CSFs. These
include for instance top management support and commitment, effective communication,
change management, end user testing, and training. The empirical findings had similar views
and supported these theoretical findings and emphasized especially visible top and middle
management support, early and continuous end user involvement, integrated planning
between the technical and change management teams, clear governance and decision-
making capabilities. Also, role-based and targeted communication, training and support in

general were emphasized by the interviewees as CSFs. In conclusion, the findings suggest
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that a successful ERP system implementation project requires both technically well-
managed project as well as strong organizational conditions that support the change journey

in the solution adopter organization. The second sub-research question of the study was:

¢ In which change management activities can artificial intelligence (Al) provide the

most value during ERP system implementation projects?

To answer the second sub-research question, the empirical findings indicate that Al can
provide the most value in change management activities that are document-heavy, role-
specific, repetitive, and analytical in nature. These include activities that typically require
change management professionals to process large amounts of project documentation
created during the ERP system implementation, analyse future-state processes, and translate
the expected changes into practical implications for different roles, stakeholders, training

and communication needs, and support materials.

Among the identified potential change management activities, training material creation
emerged as the most important use case for Al, as it required extensive manual work, role-
and language-specific content creation, and step-by-step system guidance. Overall, the
findings suggest that the potential for Al is highest when the activity can be supported
through summarization, content generation, personalization, pattern recognition, or
automation. Through the examination of the two sub-research questions, the main research

question could be addressed:

e How can artificial intelligence (AI) support and accelerate change management and
user adoption during Enterprise Resource Planning (ERP) system implementation

project?

To answer the main research question, the empirical findings, supported by the theoretical
literature, indicate that Al can support and accelerate change management and user adoption
by transforming existing organizational data and project documentation into structured
change management outputs through Al processing and human validation. In practice, Al
can support change management professionals by processing large amounts of project-

related information, drafting role-specific content, identifying patterns from feedback and
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readiness data, and helping translate ERP system-related changes into concrete implications
for different user groups in the solution adopter organization. However, the findings also
indicate that Al should not be used as a replacement for change management professionals.
Al should also not make decisions that affect employees’ roles, responsibilities, workload,
or livelihoods, and such decisions must remain in human hands. Instead, its value is created
through HAIC where Al supports repetitive, document-heavy, role-specific, and analytical
work, while change management and other project professionals validate the outputs and
ensure that they are aligned with the actual ERP system solution and the desired future state
of the solution adopter organization. In this way, Al can support user adoption by enabling
faster, more consistent, and more personalized change management activities and
deliverables that help end users in the solution adopter organization to understand what is

changing, how their roles are affected, and how they will work in the future.

7.2 Contributions to Theory and Practice

This research contributes to existing theory by combining three areas that are often discussed
separately: ERP system implementation, change management, and Al. This study extends
previous research by discussing Al not as the object of organizational change, but as a tool

for supporting the organizational change itself.

From a theoretical perspective, this research links Al-supported change management
activities to both the ADKAR-based change journey, and the SAP Activate implementation
lifecycle. Existing research has examined the CSFs of ERP system implementation and
change management models thoroughly. However, research on Al-driven change
management remains very limited, especially in the context of ERP system implementation.
This was a gap in the existing theoretical literature, as previous studies have not examined
how AI can be applied to concrete change management activities in ERP system

implementation projects.

From a practical perspective, the main contribution of this research is the proposed Al-
supported change management framework and the HAIC model. These provide a structured
way to understand how ERP system project documentation and existing organizational data
can be transformed into change management outputs with the help of Al processing and

human validation. The proposed framework can help change management professionals to
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identify how and where Al can be applied, what inputs are required, and what value Al can
create to change management and user adoption. Most importantly, the proposed framework
provides guidance for applying Al in document-heavy and role-specific activities where

significant manual work is typically required.

As a practical recommendation for the case company, the proposed framework should be
evaluated through selected pilot use cases in future ERP system implementation projects.
The evaluation should focus on manual work reduction, Al output quality, and consistency,

while addressing which internal Al tools would be suitable for the proposed use cases.

7.3 Limitations and Future Research

This research has certain limitations that should be considered when evaluating the findings
of the study. First of all, Al-driven change management is still a very under-researched area.
To this day, Al has been studied as the object of organizational change, whereas this study
examines Al as a tool for supporting the organizational change itself. As a result, the
theoretical foundations for Al-driven change management remain very limited, especially in
the context of ERP system implementation projects, where no prior research was identified.
Therefore, the proposed framework should be understood as conceptual rather than a
validated model. In addition, the availability of suitable Al tools represents a limitation for
this study, as the research did not address or compare any Al tools for the proposed use cases.
While different Al tools exist, it remains uncertain whether fully suitable tools are available

for each specific use case presented in the framework.

Second, the empirical findings are based on a limited number of expert interviews. Even
though the interviewees had extensive experience in ERP system implementation projects,
several of them had worked in the same projects or similar project environments, also mainly
within the Finnish and Nordic markets. This may limit the generalizability of the findings to
other contexts. In addition, the empirical data reflects the perspectives and practices of a
single service provider organization. This means that the change management activities,
practices, and ways of working in the findings might be partly shaped by that organization’s
own established methods and project practices. Finally, the proposed framework was not
tested in a live ERP system implementation project, and so the study did not measure the

actual benefits of Al use.
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Future research in this area should focus on testing the proposed framework in real ERP
system implementation projects. Particularly, training material creation would be an
extremely valuable area for further research, as the empirical findings suggest that it is the
most time-consuming change management activity and Al could potentially reduce even
months of manual work. Future studies could also measure the quality, consistency, and
accuracy of Al-generated outputs compared to manually created deliverables. This would
provide a more evidence-based understanding whether Al truly creates measurable value in

change management.

The findings of this study provide a useful starting point and should be used as a source of
inspiration for future research of Al-driven change management. As Al becomes more
integrated in organizational transformation work, this area of study is likely to become more

relevant in academic research and practical contexts.
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Appendix 1. Round 1 semi-structured interview

Interviewee Background:

1.

Could you briefly describe your experience with ERP system implementation
projects (e.g., years of experience and number of projects)?
In what roles have you worked in ERP system implementation projects during

your career, and what was your most recent role?

Project Phases:

3.

What are the typical phases of an ERP system implementation project? Could
you describe the key activities and outcomes/objectives of each phase?
What are some common challenges you have encountered in ERP system

implementation projects, and in which phases of the project do they occur?

Challenges in ERP Implementation Projects:

5.

Are there phases in ERP system implementation projects that are often
underestimated in terms of workload, scheduling, or other factors, particularly
from a change management perspective?

How do employees in the solution adopter organization typically react to
changes during different phases of the project, and what kinds of resistance or
challenges have you observed in your work?

Can you provide an example of an ERP system implementation project where
significant challenges occurred? What went wrong, and what were the key

reasons behind it?

Critical Success Factors:

8.

10.
11.

How would you categorize the key success factors of an ERP system
implementation project?

Which phases of the project do you consider the most critical for success, and
why?

How do you personally define a successful ERP system implementation project?
Can you provide an example of a successful ERP system implementation

project? What factors contributed most to its success?



Appendix 2. Round 2 semi-structured interview

1. How would you describe the role of change management in ERP system

implementation projects?

2. WhatKkind of tools, models, or frameworks are currently used to support change

management in the case organization?

3. What kind of change management activities are carried out across different

phases of an ERP system implementation project?



Appendix 3. Round 3 semi-structured interview

Interviewee Background:

1.

Can you briefly describe your experience with ERP system implementation
projects (e.g. years of experience and number of projects)?

What was your role in your most recent ERP system implementation project?
What were your main responsibilities related to change management and user

adoption?

Project Phases:

4.

5.

Which people-related challenges occur most frequently during ERP system
implementations, and in which phases do they usually emerge?

What kind of collaboration is needed between change management and the
technical project teams during different phases of the ERP system

implementation project

Critical Success Factors:

6.

Based on your experience, what are the most important success factors for

achieving strong user adoption in ERP system implementation projects?

Al in Change Management

7.

8.

9.

Using the change management activities shown in the image, which of the
activities tend to be the most time-consuming or resource-intensive in practice?
What kind of ideas have you had in using Al in different change management
activities?

In which of these change management activities do you see the greatest potential

/ need for artificial intelligence to provide support or efficiency?

10. How could Al support or accelerate these specific change management activities

(for example through automation, personalization, or decision support)?

11. What risks or limitations do you see in using AI within change management

activities during ERP system implementation projects, also in terms of

governance, ethics, and responsible use?



