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It has become apparent in recent years that, due to the rapidly changing business
environment, companies need to adapt more and more to new market conditions and
new technology trends in order to remain competitive. Organisations are becoming
global and increasingly complex and as a result new enterprise-wide systems and
streamlined business processes need to be implemented. Employees do not always
work within the same geographical location and the use of virtual tools and the
creation of virtual teams is nowadays a reality for many companies.

The purpose of this research is to analyse and determine how suitable a virtual training
approach can be for organisations implementing enterprise resource planning systems
globally. The research also analyses internal marketing strategies and how to manage
the change in an organization.

The theoretical framework used as the foundation of this study covers the topics of e-
learning, enterprise resource planning, change management and internal marketing and
it is used to formulate the interview questions and conduct adequate qualitative
research. Face to face and virtual interviews were conducted for data collection during
September-October of 2012. The respondents were chosen according to their role in
the company and their connection to the research topics. The interviews were
structured according to the main themes of the study and the participants answered
verbally in an informal and conversational manner.

At the end of the study it was possible to conclude that the success of e-learning highly
depends on the organisation’s commitment to the initiative, how well it adapts to meet
learners’ needs and how effectively it is promoted internally. If planned and
implemented correctly, e-learning can bring value to a company and create real return
on investment.
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1 Introduction

In today's fast changing world, more and more businesses are using information tech-
nologies at all levels, including learning. Particularly, e-learning has gained great popu-
larity in a small span of time. This rather new concept of e-learning has both benefits
and challenges which need to be carefully considered. Computer-based training can
save time, money and effort for large organizations (Schooley 2003, pp.1-3); however,
a previous analysis needs to be conducted to determine in what cases e-learning can
substitute the traditional face-to-face training or if it can only be used as a supporting

tool.

Nowadays, many companies are implementing complex software solutions such as
ERP (enterprise resource planning) systems in order to integrate all aspects of a com-
pany’s operations. ERP systems help companies reduce costs, improve management of
business processes and share data across the organization. These systems usually de-
velop very rapidly and it is sometimes difficult to guarantee that employees are proper-

ly trained on them (Sumner, 2005).

When implementing a new ERP system, many companies face difficulties due to em-
ployees’ resistance to change. As a result, internal marketing and change management
strategies need to be developed in order to promote the incorporation of the new ERP
system into the workplace. An effective internal marketing strategy increases em-
ployees’ understanding of their role within the change, guarantees their commitment
towards the goal and ultimately contributes to a successful implementation (Hayes,

2010).

In this study, I explain the concept of e-learning, analyze its advantages and limitations
and to what extent e-learning can be applied in a global ERP implementation project.
Internal marketing and change management theories are also introduced and con-
nected to the main topic of e-learning. This study aims at determining in which cases

an e-learning approach can be helpful when it comes to training a new ERP system,



including business processes, and how e-learning can be applied for change manage-

ment and internal marketing purposes.

The theoretical background for this study was obtained from different sources includ-
ing proven theories and mostly current articles and publications from reliable journals,
organizations and institutes. Due to the fact that the research topics of this study are

relatively new and developing constantly, it is necessary to analyze recent publications

to follow the latest developments.

In order to gather empirical data for this study, I resorted to qualitative research me-
thods. Data was collected by means of structured interviews, mainly face to face but
also via conference call. The purpose of the interviews was to gather experiences, opi-
nions and diverse points of view from the organization’s employees who are in one
way or another involved in the research topics. Finally, the results of the interviews are
summarized and presented in a logical manner highlighting recurring opinions and new

proposals and ideas which were considered relevant.

As a final point, conclusions are drawn and recommendations are made with the pur-
pose of helping the organization get more clarity on the topic of e-learning and its sui-

tability for the company’s projects.

1.1 Purpose of the study

The purpose of this study is to find out the suitability of an e-learning approach within
the training strategy of the ERP implementation program known as ONE Programme,
in the global organization Cargotec. The intention is to identify the benefits and chal-
lenges of e-learning in a global ERP implementation and in particular, determine how
suitable e-learning can be for ONE Programme projects. This study also aims at re-
searching how e-learning fits within the company’s change management strategy and
how e-learning can be utilized as an internal marketing tool. The overall objective of

this study is to help the organization get a tangible return on investment.



1.2 Scope of the study

This thesis covers the topics of e-learning, ERP implementation, change management
and internal marketing and how these concepts are interconnected. Even if in order to
implement and develop an e-learning platform a lot of technical aspects need to be
considered, these are not covered in detail on this thesis. The study aims at researching
the topics more from a business point of view than a technical perspective.

This research concentrates specifically on the case of the commissioning party but the

theoretical part and findings could be applied to other organizations.

1.3 Structure of the study

The first chapter of this thesis, the introduction, is a general description of the work
done during this study. It gives background information about the research topics and
the purpose of the study. The second chapter describes the commissioning party, Car-
gotec Oyj. It provides relevant details about the company and the ONE Programme
and it explains thoroughly the frame in which the topic for this research was assigned.
Chapters 3-6 deal with the theoretical part of this study by introducing the concepts of
internal marketing, change management, e-learning and ERP. Chapter 7 describes the
methodology used for this research, the reasons for choosing a qualitative approach
and how the data was collected via interviews. Chapter 8 contains the results of the
research, an analysis of the findings as well as a description of the validity and reliability
of the study. In the closing chapter, the conclusions of the whole research are summa-

rized as well as the authot’s personal comments and recommendations.

1.4 Research methods and questions

A qualitative approach is used as the research methodology for this study. Data was
collected through interviews which were conducted either face to face or virtually via
Live Meeting. More detailed information about the methodology can be found on
chapter 7. This research aims at answering the following questions:

1) What benefits can be obtained from e-learning in a business environment?
What are the main challenges?



2) How can e-learning be utilized effectively in ERP implementations?

3) How can organizational change management and internal marketing strategies
benefit from e-learning?



2 Commisioning party

This thesis was commissioned by the company Cargotec Oyj, more specifically by the
Process Deployment and Change Support track within the ONE Programme. In this
chapter, a general overview of the company is offered as well as an introduction to the
mentioned ERP project, ONE Programme. The project structure and the different
cross project tracks are explained. This information is relevant in order to understand
the context in which the research topic was conceived. Due to the complex nature of
these projects, the descriptions and explanations are simplified to ease the readet’s un-

derstanding.

2.1 Cargotec Corporation

Cargotec is a Finnish company that delivers cargo and load handling solutions and ser-
vices for ships, ports, terminals and local distribution. On land, load handling solutions
are used in various sectors in inland transport and delivery, including construction, dis-
tribution, warehousing and defense. In ports and terminals, Cargotec customers in-
clude container and bulk terminals. At sea, Cargotec offers solutions to ship owners
and ship and terminal operators, shipbuilders, and navies. In addition, Cargotec cus-
tomers include offshore vessel owners and operators, as well as shipbuilders. Cargotec
also offers a wide range of services for all customers, including maintenance, repair,

spare parts and training.

Cargotec has three daughter brands — Hiab, Kalmar and Macgregor.

Cargotec operates in 120 countries and more than 600 sales and service points world-

wide.

Cargotec employs approximately 10,500 professionals globally of which 58 percent
are located in EMEA (Europe, Middle-East and Africa). Personnel in the Asia-Pacific
region make up 28 percent of the employees, while those in North and South America

represent 14 percent.



Cargotec’s sales amount to EUR 3.1 billion in 2011.

Cargotec headquarters are located in Helsinki, Finland. (Cargotec Oyj company presen-

tation 2011).

Vision and mission

e Mission: To improve the efficiency of cargo flows

e Vision: To be the world’s leading provider of cargo handling solutions

Cargotec’s promise: we keep cargo on the move™

Values

As Figure 1 shows, Cargotec has three core values supporting their promise: we keep
cargo on the move™
e Global presence-local service

e Working together

e Sustainable performance

Sustainable
performance

we keep cargo
on the move™

Working
together

Global
presence,
local service

Figure 1. Representation of Cargotec’s core values supporting their promise (Cargotec

intranet pages 2011)

Strategy

Cargotec’s strategic target is to be the global market leader in cargo handling and aim

to grow faster than the industry on average.



As Figure 2 portrays, Cargotec’s strategic focus areas are:

e (Customers: customer perspective lies at the heart of their strategy. This means
focusing on selected segments, while making a flexible transition toward a more
customer-driven approach.

e Services: stronger emphasis is put on service development, in line with the cus-
tomers' value chain, and on seeking growth when customers outsource their

service operations.

e Emerging markets: mature markets are showing slower growth. A successful

company must be strong, particularly in growing economic areas.

e Internal clarity: enhanced efficiency and unity are pursued through process de-
velopment. (Cargotec Oyj intranet pages 2011).

Strategic focus areas 2011-2015

CUSTOMERS SERVICES

EMERGING MARKETS INTERNAL CLARITY

Figure 2. Cargotec’s strategic focus areas for 2011-2015 (Cargotec intranet pages 2011)

2.2 One Company

Cargotec Corporation was created by mergers and acquisitions during the past years.
However, the businesses within Cargotec have much longer history during which their
expertise, product offering and customer relationships have been formed.

In December 2004, it was decided that Kone Corporation would be demerged into
two companies to be listed: Cargotec and New KONE. After the demerger, the con-
tainer handling (Kalmar), load handling (Hiab) and marine cargo handling (Macgregor)

businesses formed Cargotec.

In 2005, Cargotec commenced its transformation into one global organization and the
concept of One Company was developed. This concept is defined as “Cargotec’s way of

working together as one entity benefitting from its diverse knowledge and scale and



operating with combined resources in the interest of the customers.” (Cargotec Oyj

intranet pages 2011).

ONE Programme

In January 2011, following the One Company operating model, Cargotec established
the ONE Programme to implement a common business platform for Cargotec. The
business platform consists of common processes and a supporting enterprise resource

planning (ERP) system.
As Figure 3 shows, the new ERP system will support common processes, manage re-
sources and facilitate the flow of information between all business functions across the

organization.

ONE has the highest priority in Cargotec’s development portfolio in the coming years.

(ONE Programme presentation 2011).

:‘v One set of numbers
) /forbusinesssteering

One data - High Transparency
i [o) f

el ’;Zr"v”ﬁ,‘g“ Customer

Simplified reporting customers satisfaction

process

Improved delivery
Efficiency across One times
business units

common

1 Expanding job

Integration platform One possibilities
formergers and SNy .

o operating Consistent
acquisitions

model processes

Figure 3. Business objectives to be obtained from ONE Programme (ONE Pro-

gramme general presentation 2012)

ONE Programme projects

As depicted on Table 1, ONE Programme consists of seven different projects:

1) ONE Frontline
2) ONE Finance



3) ONE Parts

4) Principal

5) ONE Project Business
6) ONE Data

7) ONE Architecture

Table 1. Description of ONE Programme projects (ONE Programme general presen-
tation 2012)

ONE Frontline
Common processes and business platform for common frontline sales and service processes with a supporting

information infrastructure.

ONE Finance

One set of numbers through harmonized financial and accounting processes with common set of accounting
master data.

ONE Parts

Common central processes and one business platform for centrally managed distribution centers.

Principal

Connecting frontline to supply units (Multi Assembly Units or MAUs) with redefined order flows and processes
to enhance operational efficiency.

ONE Project Business

One way of working to manage customer delivery projects in Terminals and Services business areas and to de-
velop one SAP solution to support the processes.

ONE Data

Rules, roles and responsibilities for customer, vendor, product as well as financial and reporting master data.
ONE Architecture

Transforming the current business application landscape into the target business application landscape.

ONE Programme is at the same time divided in five different cross project tracks:
1) Project Management

2) Solution Management

3) Delivery Capability

4) Process Deployment and Change Support

5) Data Implementation

Figure 4 shows all ONE Programme projects are impacted by these cross project

tracks. (ONE Programme presentation 2012).



The topic of this thesis was assigned by the Process Deployment and Change Support
track with the purpose of studying how e-learning can be utilized when training the
common processes and new ERP system. The Process Deployment and Change Sup-
port track is formed by experts on the fields of communications, HR, business process

deployment, training and change management.

ONE ONE Principal = el

Frontline Finance [FEE Aritc
Business re

Project

Management Project planning and progress follow-up, activity dependency mgmt between projects

|} u || n n L}
Solution End-to-end solution integrity. Release planning and execution. Release test concept
Management Design authority implementation. CCT team management. Solution concept.

n ] | | [ ] n -

Delivery CC resourcing, external roll out resourcing; Development factory resource
Capability management and vendor management

|} n | | | ] | ] u
Process Deployment Process and solution deployment concept, change and HR support.,
& Change Support training and communications support. Training and UAT concept

n ] | ] [ | | | -

Data Data cleansing, migration, cutover planning support; Cross project dependencies;
Implementation Data concept implementation plan

Figure 4. ONE Programme projects and cross project tracks with description (ONE

Programme general presentation 2012)
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3 What is e-learning?

Before starting a discussion on e-learning, the terms distance learning and e-learning

need to be explained.

Distance learning can be defined as any approach to education delivery that replaces the

same time, same-place, and face-to-face environment of a traditional classroom (Volery

and Lord, 2000). More specifically, there are five main elements of distance education:

the separation of teacher and learner; the influence of an educational organization; the

use of technical media to unite the teacher and learner and to carry educational content;

the provision of two-way communication so that the student may benefit from or even

initiate dialogue; and the possibility of occasional meetings for both didactic and socia-

lization purposes (Keegan, 1990).

In this study, e-learning is described as the latest development of distance learning

(Raab et al., 2002). E-learning includes all electronic forms of media, including CD-

ROM, internet, extranets and intranets, audio and video (Govindasamy, 2002). A very

important aspect of e-learning (occasionally known as “Internet-enabled learning”) is

using network and information technologies to enable learning, anytime and in any

place (Raab et al., 2002). Table 2 shows the evolution of distance learning into e-

learning (Chot et al., 2006 223-225).

Table 2. Evolution of distance learning (Choi et al., 2006 225)

Past

Present

Definition

Paradigm in education

Interaction

Any approaches to education deliv-
ery that replace the same-time,
same-place, and face-to-face envi-
ronment of a traditional classroom
(¢.e., correspondence teaching; multimedia
distance teaching)

Focus on teaching: lesson based
Objectivist model of learning in
which learners are passive

A series of lectures for efficient
transfer of knowledge from in-
structor to learner

Lack of direct interaction between

The most recent evolution of dis-
tance learning that creates, fosters,
delivers, and facilitates learning,
anytime and anywhere, with the use
of interactive network technologies
(i.e., e-learning)

Focus on learning: learner based
Constructive, collaborative, and
cognitive information processing of
learning

Individual differences in the learning
process; learning as a social process

Interactions between instructor and

11



the teacher and the learner learner, and among learners

Asynchronous interactions Asynchronous/synchronous or real-
time (e.g. chat forum, instant mes-
saging, video conferencing) interac-
tion

Technology Written or printed materials, All electronic media, especially,
broadcast media, audio/videotapes, network technologies such as the
telephone, and CAI/CBT with Internet, intranets, and extranets

stand-alone computers

Many companies have adopted the use of e-learning in recent years due to the growing
importance of lifelong learning. Employees nowadays need to frequently update their
knowledge and skills as jobs-for-life seem to be disappearing. It is also necessary to be

up to date in an era of new technologies and immense amounts of information avail-

able on the Internet (Mason & Rennie 2000, 13).

Organizations usually wish to invest in e-learning in order to reduce training costs and
time and to improve the overall performance in the organization (Schooley, 2003). But
most importantly, one of the main reasons for implementing e-learning tools and de-
veloping e-learning strategies in recent years is the increase of virtual teams; doing
business in a virtual environment is nowadays a reality for many companies. Organiza-
tions want to have the most competent professionals in their teams and geographical
location is no longer an obstacle. Multinational companies are becoming more and
more global especially in areas such as Latin America, China and India, but at the same
time, they are also becoming more aware of the high cost of travelling which leads to

the increasing use of virtual tools and virtual environments.

In order for virtual teams to perform well, a series of elements need to be in place first:
- The technology used needs to be simple and user-friendly.
- The processes need to be clearly defined.
- Communicating in a straightforward way is essential.

- Effective leadership can ensure the success of the virtual team (Caulat, 20006).

12



Due to the fact that companies are progressively transforming into global organiza-
tions and implementing common global business platforms, the role of the manager
needs to also develop to adjust to the changing environment (Willmore, 2003). Some
of the most frequent challenges that managers and team leaders are facing nowadays
when managing virtual teams are communicating effectively and identifying the learn-
ing needs of the team. A high-performing team usually learns and grows together
(Jones, 2007 157-162). Effective leadership in a virtual team requires a number of skills
that need to be developed. Since team members are most likely spread out worldwide,
cross-cultural awareness becomes very important, therefore leaders need to consider
cultural differences when managing global projects and recognise that each culture has
particularities that need to be taken into account and that might have a big impact in
the development of the team. It is also important for managers to acquire flexibility
and become more versatile since there might be a number of key roles that they need
to adopt. But above all, leaders need to build a comfortable relationship with team

members in the virtual environment by using clear communication and having very

good listening skills (Caulat, 20006).

When companies decide to implement an e-learning strategy and make use of virtual
tools as part of their daily life, there are many different aspects to be considered which
cannot be forgotten. For example, the existing company culture has to be reviewed, if
it is somehow a very traditional or “old-fashioned” organization, characteristics such as
employees’ age, language skills and computer literacy need to be taken into account. If
learners are used to a traditional classroom type of education or instructor-led courses,
they may not feel very comfortable learning on their own by sitting in front of the
computer. In addition, if e-learning is deployed globally, organizations need to first
make sure that their employees possess the necessary language skills in order to follow
the courses. But mainly, in order to achieve success and implement a successful e-
learning, it needs to be supported by the CEO and executive management commit-
ment needs to be present, otherwise employees will not feel engaged or motivated to

use the new virtual environment.
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Change management initiatives and internal marketing are required when introducing
e-learning in an organization. As mentioned, there needs to be an understanding of the
cultural and technological obstacles encountered within an organization which can lead
to employees’ resistance to change. In order to make an e-learning initiative work, a big
effort needs to go into internal marketing. Before launching e-learning you have to
know who your target audience is, that is who you want to direct your marketing ef-
forts to and who will be the key users of the e-learning platform. After that initial step,
there needs to be an adequate promotion campaign and communication plan to get the
right message across and engage the target audience. As previously stated, it is impor-
tant to get senior management commitment to awaken interest of the employees. For
example, the completion of e-learning modules can be included in new employees’ in-
ductions, in development discussions with line managers, CEO statements and letters

to learners, etc. (Hayes, 2010).

Another factor to be considered is how to measure and assess the success and effec-
tiveness of e-learning. E-learning implementations are usually big investments; there-
fore clear ROI (return on investment) metrics need to be in place (Henry, 2001). Clear
objectives need to be set before implementing e-learning, what do we want to achieve
with this initiative. When those objectives have been decided and e-learning courses are
available, companies need to check if they have achieved any meaningful results. A
metric can be to check how many people took the training, if an objective is that 100%
will take it and only 50% did, employees’ exposure to the materials needs to be in-
creased or managers need to promote the courses or make them part of their devel-
opment targets. Another way to assess the success can be by testing the employees’
knowledge before taking the course and after and how they are able to perform after
receiving the training. If the goal of e-learning is information sharing within the organi-
zation, the key metric can be to check how many people actually viewed the informa-
tion, how many hits to the link there are or how many downloads (Articulate Global

Inc., 2008).

Ultimately, from a more technical point of view, there are several key factors to be

considered in an e-learning solution:

14



- E-learning platform elements: content, applications and services.
- Types of training: asynchronous, synchronous or blended.

- Deployment method: externally or internally provided (Schooley, 2003).

As far as content is concerned, it can be concluded that it is the core element of e-
learning, it is what really delivers the business benefit and adds knowledge, skills and
expertise to the employees (Henry, 2001). Content can be obtained as generic or “off-
the-shelf” courses from the supplier or if the company has the internal know-how it
can be developed by the organization. In addition, a suitable learning management sys-
tem (LMS) which fulfils the company’s objectives needs to be chosen. It is recom-
mended that the company considers first those technology applications which will be
used immediately and extra applications can be added later. Companies may consider
e-learning platforms in which the content can be edited and personalized, which sup-
port applications for real-time instruction and interaction such as video conferencing
and chat. In case the company has no previous experience in developing e-learning
solutions, vendors can provide services to help assess the company’s needs and IT in-

frastructure.

There are also different forms of e-learning in a business environment which can be
selected. The most common types of training are asynchronous, synchronous or
blended. Asynchronous e-learning refers to self-paced learning in which the students
can choose the time and place where they want to access the courses. Learners choose
the materials themselves or they are assigned by the manager. This type of learning
needs to be assessed afterwards by means of examination to ensure more successful
results. Synchronous e-learning is usually an instructor-led virtual class in real time and
it is used when interaction between learner and educator is required. And finally,
blended e-learning includes both elements, both asynchronous and synchronous learn-
ing. It allows students to progress at their own pace but also interaction with the in-
structor in case it is needed for better understanding. This form of blended e-learning
is the most recommended in business environments which is proving to have success-

ful results.
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The last factor to be considered is the deployment method, meaning if the e-learning
platform will be hosted by the supplier or if the company will be putting it in their own
servers. Smaller organizations usually choose the first option since they do not have
enough IT support staff or cannot make such a big investment, however, organizations
with global e-learning initiatives in which e-learning plays a big role in the company’s

business commonly decide to have it in their own servers (Schooley, 2003).

Advantages and challenges of e-learning

As discussed previously, many companies nowadays are willing to invest in e-learning
as part of their solution. However, in spite of its many benefits, e-learning has also
some challenges. Schooley (2003) summarizes the most important advantages and chal-

lenges of e-learning as follows:

- Cost reduction: travel savings and better performing teams can lead to big cost
reductions.

- Flexibility: time and location can be chosen by the learners.

- Availability: materials are available 24x7.

- Consistency: the content and the message is always the same and it does not
depend on the instructor.

- Productivity: Employees spend less time away from their jobs when learning
can be done at the workplace.

- Ability to be global: a global audience can benefit from e-learning at the same
time.

- Scalability: there can be an unlimited number of students and courses can be
repeated as many times as needed.

- Community building: e-learning encourages online collaboration and support.

- Rich content: there are many options available such as videos, graphics, anima-

tions which facilitate learning.

On the other hand, the challenges that e-learning can face are the following:

16



Content: it can be difficult to engage the audience therefore a high-quality and
appealing content is necessary.

Support: technical support is needed as well as tutors and instructor’s support.
Learner’s attitude: self-discipline and motivation are a must in e-learning,

Poor measurement: it can be difficult to measure e-learning’s effectiveness and
there can be a lack of data to support ROL.

Course design: navigation and layout needs to be easy and intuitive.

Technical limitations: implementation problems and technical challenges can
hinder e-learning.

Computer literacy: some employees are not as familiar with technology as oth-

€1s.
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4 Whatis an ERP?

As defined by Somers and Nelson (2003),

ERP systems are the software tools used to manage enterprise data. ERP systems help
organizations deal with the supply chain, inventory management, customer order man-
agement, production planning, shipping, accounting, human resource management, and

other business functions.

According to Deloitte Consulting,

An ERP system is a packaged business software system that allows a company to
automate and integrate the majority of its business processes: share common data and
practices across the enterprise; and produce and access information in a real-time envi-

ronment.

ERP systems basically integrate all business operations and functions and a common
database is used as opposed to the legacy systems where different applications are used
for different business operations. One of the main challenges about implementing an

ERP system is that all business processes need to be reviewed and possibly modified.

It can be argued that one common mistake made by organizations which are imple-
menting a new ERP system is trying to adapt the old ways of working to the new sys-
tem. The company’s business practices need to be redefined and adapted in most of

the cases in order to serve customer needs.

Before implementing a new system, it is important to check how the processes can be
mapped to the now system and what the necessary changes are. It can also happen that
companies try to implement too rigid ERP systems which cannot be easily customized
and do not adapt well to rapid-changing business needs. ERP vendors need to offer
functionalities that allow companies to shape the system in a way that is aligned with

their business activities.
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It is also common that companies purchase additional solutions which are not offered
by the core ERP to complement its functionality. The purpose of an ERP system
should be to make business processes easier, not more difficult (Microsoft Dynamics,
2012). The ERP market is probably one of the fastest growing markets in the software
industry nowadays. There have been a big number of organizations which have re-
cently attempted to implement ERP systems such as SAP, Oracle and Microsoft Dy-
namics in order to reduce operating costs and substitute the large number of legacy

systems.

ERP systems are a very big investment and companies need to study the benefits and

the objectives they want to achieve very carefully (Sumner, 2005).

ERP systems as such are a quite recent development and they have advanced im-
mensely in the past years. It was not until the late 90s, that ERP systems offered a
common set of applications supporting all business processes. Table 3 shows the his-

torical evolution of e-learning since the 1960s.

Table 3. Historical evolution of ERP systems (Sumner, 2005)

Types of systems Time Purpose Systems

Reorder point systems 1960s

Materials requirement 1970s
planning (MRP) sys-

tems

Manufacturing resource  1980s
planning (MRP-II)

systems

MRP-II with manufac- 1990s

turing execution (MES)

Used historical data to
forecast future inventory
demand; when an item
falls below a predeter-
mined level, additional
inventory is ordered
Offered a demand-based
approach for planning
manufacture of products
and ordering inventory
Added capacity planning;
could schedule and moni-
tor the execution of pro-

duction plans

Provide ability to adapt

production schedules to

Designed to manage high-
volume production of a
few products, with con-
stant demand; focus on

cost

Focus on marketing;
emphasis on greater pro-
duction integration and
planning

Focus on quality; manu-
facturing strategy focused
on process control, re-
duced overhead costs, and
detailed cost reporting
Focus on the ability to

create and adapt new
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systems

ERP (enterprise re-
source planning) sys-

tems

Late 1990s and onward

meet customer needs;
provide additional feed-
back with respect to shop
floor activities

Integrate manufacturing
with supply chain proc-
esses across the firm;
designed to integrate the
firm’s business processes
to create a seamless in-
formation flow from
suppliers, through manu-

facturing, to distribution

products and services on
a timely basis to meet

customers’ specific needs

Integrates supplier, manu-
facturing, and customer
data throughout the sup-

ply chain

to the customer

Even if implementing an ERP system is a very arduous task that requires an enormous

effort from the company and the statistics indicate that there are an elevated number

of risks that can endanger its success, organizations find motivations and benefits from

a business point of view to proceed with the implementation. Table 4 represents some

of the most important business objectives achieved by an ERP system. However, the

business benefits of an ERP may take a long time to become apparent especially in

large-scale ERP projects, for that reason company’s commitment and satisfaction can

be affected.

Table 4. Before and after ERP: business standpoint (Sumner 2005).

Before ERP

With ERP

Cycle time

Transactions processing

Financial management

Business processes

Productivity

Costly bottlenecks

Multiple transactions use multiple

data files

Increased cost of excess inventory,

cost of overdue accounts receivable

Proliferation of fragmented proc-

esses with duplication of effort

Lack of responsiveness to custom-

Time and cost reduction of busi-
ness processes

Faster transactions, using common
data. Reduces the time and cost of
multiple updates

Improves operational performance
(e.g., less excess inventory, reduc-
tion in accounts receivable)
Re-engineering around a business
model that conforms with “best
practices”

Improvements in financial man-

20



Supply chain management

eBusiness

Information

Communications

ers and suppliers

Lack of integration

Web-based interfaces support
isolated systems and their compo-
nents

Lack of tactical information for
effective monitoring and control of

organizational resources

Lack of effective communications

agement and customer service
Linkages with suppliers and cus-
tomers

Web-based interfaces are front-end

to integrated systems

Allows cross-functional access to
the same data for planning and
control. Provides widely available
information

Facilitates organizational commu-
nications with customers and sup-

pliers

ERP systems are organized in modules which represent the system’s capabilities. For

example the more common modules in SAP ERP are:

- Production Planning (PP)

- Materials Management (MM)
- Sales and Distribution (SD)
- Plant Maintenance (PM)

- Project Systems (PS)

- Quality Management (QM)

- Financial Accounting (FI)

- Management Accounting / Controlling (CO)

- Human Resources (HR)

- Business Intelligence (BI)

The abbreviations are very commonly used to describe a person’s expertise on that

field, for example a FICO expert is very knowledgeable in those two modules.

Apart from ERP systems, companies might also consider acquiring the so-called inter-

company applications which help them fulfil most of the business processes. Many

vendors such as SAP and Oracle offer these application suites. Some of these systems

are supply chain management (SCM) and supplier relationship management (SRM)
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systems and customer relationship management (CRM) systems which connect the
company’s ERP with the customers and suppliers and enable marketing, sales and cus-

tomer service (Magal & Word 2012, 26-27).

As discussed, there are many risks that need to be considered when companies decide
to implement a new ERP system. Large-scale ERP projects are especially risky due to
many diverse factors. For example, if the ERP system needs to be customized and very

much modified, the project time will increase noticeably thus increasing the cost as well

(Mabert et al., 2003).

A very important decision when starting an ERP project is deciding if the project will
be totally or partially outsourced to a partner. If it is totally outsourced, the company
will miss the opportunity of developing internal knowledge within the company. An-

other risk factor in implementing

ERP is that companies usually neglect the creation of effective change management
strategy to address the resistance to change. It is very common that employees experi-
ence change resistance especially when their job descriptions will change. In order to
achieve ERP success, user training is a key factor and it can also become a risk if com-
panies do not invest adequately in training the employees not only on how to operate
the software but also the business processes (Sumner 2005, 118-119). Sumner (2002)

summarizes the main risk factors in ERP projects as described in table 5.

Table 5. Summary of risk factors in ERP projects (Sumner, 2002).

Risk Category Risk Factor

Organizational fit - Failure to re-design business processes
- Failure to follow an enterprise-wide design
which supportts data integration
Skill set - Insufficient training and re-skilling
- Insufficient internal expertise
- Lack of business analysts with business and
technology knowledge
- Failure to effectively mix internal and external
expertise
- Lack of ability to recruit and retain qualified
ERP systems developers
Management strategy - Lack of senior management support
- Lack of proper management control structure
- Lack of champion
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- Ineffective communications
Software design - Failure to adhere to standardized specifica-
tions which the software supports
- Lack of integration
User involvement and training - Insufficient training of end-users
- Ineffective communications
- Lack of full-time commitment of customers
to project management and project activities
- Lack of sensitivity to user resistance
- Failure to emphasize reporting
Technology planning/integration - Inability to avoid technological bottlenecks
- Attempting to build bridges to legacy applica-
tions

According to Panorama Consulting 2012 ERP report, the most common reasons why
ERP projects do not succeed are that the projects are late, over-budget or do not real-
ize the planned benefits. One reason for not keeping the budget or the planned sched-
ule is that companies prefer to prioritize the project results and quality but it also indi-
cates that it was not originally designed in a realistic manner. When the budget is ini-
tially set up, many companies may underestimate costs such as organization change
and training costs, travel costs, customization and technical implementation costs,
business process blueprinting costs etc. If these costs are not considered, projects will
easily run over budget and schedules will be extended. According to Panorama Con-
sulting research, in 56% of the cases companies exceeded the budget and 54% of the
projects run over schedule in 2011. Lastly, the other risk factor mentioned is benefit
realization. Due to the complex and costly nature of ERP projects, executive manage-
ment needs to understand that it will take time to realize the planned business benefits.
According the Panorama’s 2012 ERP report, about 50% of the companies that they

researched achieved more than 50% of the planned business benefits in 2011.

It is also mentioned in the report that a key success factor in ERP projects is the selec-
tion of the adequate implementation rollout approach according to companies’ needs.
There are three main types of rollout strategies that companies can decide to imple-

ment: phased approach, big-bang approach and hybrid approach.
A big-bang approach means that all modules and all departments will go live at the

same time which can entail significant business disruptions. Companies can also im-

plement a phased rollout approach in which they go live in different locations at differ-
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ent times and implement modules in a staged manner. Finally, a hybrid approach which
is a combination of both can be chosen for large organizations. Maybe it makes sense
to use a big-bang approach for smaller business units and a phased one for other areas.
Panorama Consulting survey results indicate that 34% of the companies chose a big-

bang approach and 24% a phased approach.

Finally, Panorama’s 2012 ERP report concludes that approximately four out of five
companies are satisfied with their ERP system; however the satisfaction levels go down
dramatically when they start the implementation. This result is due to many reasons
such as poor understanding of the implementation, lack of management and user
commitment and lack of resources, but the most significant result was that two thirds
of the companies were having difficulties in both process and organizational change

areas.

The role of training in ERP implementations

As already mentioned, an ERP implementation is usually very costly effort and an in-
sufficient investment in training is one element that can put this type of projects at risk.
As shown in Figure 5, training is a key factor in a successful ERP implementation. To
get a tangible business return from the application investment, employees have to learn

how to use the application efficiently. (Gartner, Inc. 2011).

Avoid Modifications

Executive Management (Fraimng provides ROI: \
Commitment + Prevents costly mistakes

« Undertrained workers are at least

- five times more expensive to
Training . support than trained workers
* "The People Payoff' — Companigs

that invest in their own people
Change Management perform better, including

kshareholder return j

Project Management
and Project Team

Figure 5. Key factors for successful ERP implementations (Gartner Inc., 2011).

There are many reasons why the implementation of an ERP system in an organization

might be unsatisfactory, or actually fail. A decisive factor can be inefficient training of
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for the end users who interact with computer systems on a daily basis. In many cases,
training is treated as a cost instead of an investment and many companies struggle to
design an effective training strategy. Some organizations might have a traditional ap-
proach and think that the best way to learn is by simply doing the job and no real ef-
fort is needed in developing a comprehensive training strategy. This is not the case, as
a proper training can provide for the organization real return on investment. Training
can prevent costly mistakes, especially when working with complex ERP systems
where a little mistake somewhere can become very expensive and have a big impact
somewhere else. Organizations must make a real commitment to training, but not only
during the implementation phase but also afterwards during the support phase (Gart-

ner Group, 2011).

In order to design a successful training strategy during ERP projects, some important
aspects need to be considered. The training should be oriented towards processes and
roles and not only system-based. It is a common error to teach end users to use the
systems transactions without make sure they understand first the newly designed busi-
ness processes and end user roles. Also the work time that users need to allocate for
the project needs to be considered. If they need to attend training and take care of their
daily business at the same time it is much more difficult to obtain satisfactory results
and the frustration levels will increase. It is also important that users complete all re-
quired courses to fully take advantage of the applications and avoid mistakes in the
future but users should not be overloaded with knowledge that they are not going to
use right away or that they cannot put in practice directly. A key success factor is the
creation of a competent training team which possesses the correct skills and knowledge

and the ability to be good trainers.

A successful training strategy should always be paired with a strong change manage-
ment initiative. Due to the complex nature of ERP projects, training the new system
and business processes is not enough. Some aspects like job, process and organization-
al changes need to be taken into account not only during the project but also after go-

live.
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Getting management commitment is another key factor in ensuring a successful train-
ing program. Managers need to understand the importance of training and allocate the
necessary time and resources to develop and deliver training as well as for users to at-
tend training. The training team needs to be included in all project activities from the
beginning and it must gain credibility within the project team. All training activities and
deliverables need to be included in the project plan to coordinate the dependencies and
plan the schedules correctly. But most importantly, users need to understand the value
of training and be engaged by team leaders, it should be treated as an incentive instead
of an obligation. Certification can be used to motivate people and give them positive
visibility within the organization and among their colleagues. Lastly, a good initiative is
to create a key user network which supports training and can be even used to fill in

temporary resourcing needs (Gartner, Inc. 2011).
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5 Organizational Change Management (OCM)

Brown (2002) explains that the only thing that is certain in the business environment is
that things will change. But why does change happen? Nowadays we are getting more
and more used to things developing and changing rapidly and it is just a matter of time
until things change again. We might feel that everything is going rather well in our or-
ganization and changes are not necessarily required, however change is imposed on us.
Tushman et al. (1986) conducted a study of hundreds of companies and concluded that
change happens in an s-shaped pattern. Organizations develop slowly in the beginning
and gradually grow gaining stability until they reach a middle point where the growth is
more rapid and finally slow down becoming outdated and transformation is needed.
Then the pattern starts all over again (Hayes, 2010 16-17). Figure 6 shows the s-shaped

representation of organizational development over time.

Beginning: Development: Transformation:
Vision — Planning Growth — Stability — Slowing down —
Achievement becoming out-
dated

Figure 6. Organizational development over time (Brown, 2002)

A process that many companies have to go through is the so-called re-inventing the
organization. In order to be market leaders, new ideas and developments need to be
analyzed and launched. Companies need to understand where exactly they are on the
curve and how to move ahead. Organizations may, however, move at different speeds
depending on several factors. Some companies may not have the necessary financial
resources available to conduct the change, different business environments develop at

a different pace, managers may not encourage the change or maybe the resistance is
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stronger than the motivations for change. What is clear nowadays is that companies are
changing and developing much faster globally than in the past decades. So it can be
said that change is not only unavoidable are re-inventing themselves at a vertiginous

rate.

As soon as a company starts to introduce new developments and changes, opposing
forces will start to arise. It is human nature to oppose change and in organizations this
opposition is due to several factors. Employees will start to think, why change some-
thing that has worked well so far. This is because the reasons pushing the change may
not be visible for everyone. The strengths and the weaknesses in the system need to be
understood by everyone and how to use them effectively. The most usual drivers for
change according to Brown (2002, 19) are “external pressures, poor performance or

internal dissatisfaction™.

External pressures can be driven by competitors taking the lead on the market, political
or economic factors, technological developments, change in customer perceptions
among many others. A PEST (political, economic, socio-cultural, technological) analy-
sis can be conducted to determine these changes. Poor performance can be noticed if
companies fail to meet their targets such as reducing costs or increasing operations and
profit. Internal dissatisfaction can spread fast in an organization and become a real
threat. Some of the reasons for internal dissatisfaction may be working conditions, op-

erational processes, company policies and many others.

In order for employees to support change, at least the following targets need to be
achieved: clear objectives, adequate organizational structure and effective communica-
tions. It is very difficult for employees to commit to change if they do not understand
what is expected from them, especially if those changes involve new processes. Prefer-
ably, every person in the organization should contribute to design the changes and set
the common objectives for the company. If teams or departments are excluded, it is
much more complicated to get their commitment. Change objectives should be cas-
caded down in the organization as follows: executive — manager — supervisor —

front line. The aim of this cascading process is to make every employee accountable

28



for the success of the change process even if they are far away from the company’s

central operations, customers or products.

Something that has become very noticeable in past years is that organization structures
being constantly rearranged because the way of working is changing. Mainly because of
technological growth and global competition, workers are now located remotely and in
many cases hired just part-time for specific projects. Companies need to make sure that
those changes work within the structure and framework of the organization. But one
of the major problems that come up whenever there is change is communication. Em-
ployees usually feel that they are not being informed sufficiently about the change and

they are not trusted to contribute in the change process. (Brown 2002, 29-39).

According to Jones et al. (2000),

understanding how to communicate an intended organizational change is one of the
main challenges for organizational communication and more attention should be paid

to the ways employees perceive, talk about, and manage change in their work.

Transformation within an organization is not possible unless the vast majority of em-
ployees are willing to make an effort and make short-term sacrifices. Even if the em-
ployees are not satisfied with the status quo, they will not support the change if they do
not think it is useful or necessary. It is even more challenging when part of the change
includes downsizing. For these reasons, it is necessary to create effective internal
communication strategies and all possible communication channels should be utilized.
In order to create these effective communication strategies, managers need to be heavi-
ly involved and they need to “walk the walk” for the new changes to gain credibility

(Kotter, 2007).
If we look at Hiatt’s (2006) ADKAR change management model, it becomes clear that

the following five elements are essential for successful change: awareness, desire,

knowledge, ability and reinforcement (Figure 7).
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The ADKAR Model

Awareness of the need
for change

D Desire to support and
participate in the change

K Knowledge of how to
change

A Ability to implement required
skills and behaviors

R Reinforcement to sustain
the change

Figure 7. The ADKAR Model (Hiatt, 2006)

Awareness means that a person needs to understand the change and be aware of the
internal and external factors that are driving the change, also “what is in it for me”.
Desire refers to how willing a person is to participate in the change, what their internal
motivation is. Knowledge about the change is the information and education provided
to know how to change, understanding about the processes, job roles, systems etc.
Ability is “turning knowledge into action”. It refers to a person or a group that execute
the change. And finally, reinforcement refers to internal and external elements that
help maintain the change. The ADKAR model follows the natural course of how

change is experienced and the order of factors cannot be altered.

If we take a closer look at the aspect of knowledge, we can conclude that teaching the
employees the knowledge and skills needed to change their behavior and meet the
company’s goals is essential for success. But in order to achieve the desired knowledge,
several factors play an important role. Firstly, the actual knowledge of the person needs
to be assessed, maybe some persons already possess the required knowledge or maybe
the knowledge gap is really big. After that, we need to consider the person’s ability to
learn, some people have for example more difficulties in acquiring technical skills than
others. Another aspect that needs to be regarded is the educational resources available
in the organization. Some companies may not have the necessary funding to provide
extensive training. Lastly, we need to take into account the accessibility of the required
knowledge. It may happen that in some parts of the world educational sources are not

easily available for everybody. (Hiatt, 2000).
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As a conclusion, we can say that training and an effective communication strategy need
to be part of any change management efforts. The use of all available communication
channels will greatly contribute to the success of the desired changes. For this reason,

an e-learning approach can be a great solution to address communication issues and

support change management strategies.
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6 Internal Marketing

Without good and well-functioning internal relationships, external customer relationships will not
develop successfully. Managing employees — on all levels — is a true test of managing an organiza-

tion (Gronroos, 2007).

The concept of internal marketing is not new; companies have always considered em-
ployees’ motivation and attitudes and campaigns have been developed to address these
topics. Internal marketing is based on the premise that in order to conduct successful
external marketing, employees have to first develop a service orientation and an inter-
est in customers. If new technologies, new processes and operations are not marketed
first internally organizations cannot be successful. Coordinated and goal-oriented ef-
forts inside the company need to exist in order to improve external efficiency. All em-
ployees, functions and departments need to be seen as internal customers and services

have to be offered in the same customer-focused way as to external customers.

Everything that is provided for external customers is evaluated first by internal em-
ployees therefore, if the internal resources are not convinced or sure of what they are
delivering, it will also have a negative impact in the external market. Employees need to
feel that they are working in an organization where they will get something in return,

such as the possibility to develop and an encouraging environment.

Developing internal marketing processes can be viewed as a strategic move but it needs
support from the executive management. “If top management does not understand the
strategic role of internal marketing, money invested in internal marketing efforts and
processes will not pay off”. Internal marketing requires two types of management
processes: attitude management and communications management. Attitude manage-
ment refers to the employees” motivation and their willingness to communicate and
interact with customers and be overall service-oriented. The ability of managers to ob-
tain information about employees’ needs and their views on how to improve perfor-
mance is known as communications management. In order to achieve successful inter-
nal marketing, communication has to be a two-way effort, employees can be swamped

with information, newsletters, brochures etc. but they may not get any encouragement
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or feedback from their managers. Therefore, internal marketing needs to be an ongo-
ing process instead of a temporary campaign or a fleeting initiative. It can be said that
the overall objectives of internal marketing are to make sure that employees are moti-
vated, attract and retain good employees, ensure that internal services within the com-
pany are delivered in a customer-oriented manner and provide staff with the necessary

managerial support.

Gronroos (2007, 392) defines the three prerequisites for successful internal marketing

as follows:

Internal marketing has to be considered an integral part of strategic management.
The internal marketing process must not be counteracted by lack of management
support. Top management must constantly demonstrate leadership and active support

for the internal marketing process.

When discussing what type internal marketing activities a company can develop, some
of Gronroos’ (2007, 392-395) proposals are the following: training, team leaders’ sup-
port, internal mass communication and information support and developing systems

and technology support.

Usually there is a lack of understanding among the employees about the company’s
strategies and change initiatives, for that reason, training is an essential part of an inter-
nal marketing program. Training is one of the basic components of the communication
management aspect of internal marketing. If this aspect is overlooked, employees will
most likely be able to see the whole picture in an organization and understand why
they should change their behavior and they will not bother to acquire new skills. How-
ever, a training program will not succeed on its own unless it is promoted within the
organization and an adequate internal marketing strategy is developed. The role of top
management, middle management and supervisors is once again of utmost importance.
Most managers recognize the need to inform their employees about new strategies or
changes, however in many cases they do not really know how to do this in an effective
way. Communications materials such as magazines, brochures or newsletters can be

mass distributed but employees may not be receptive to these communication chan-
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nels. Multimedia and audio-visual materials such as computer software or DVDs can
be easily used by managers to communicate their message. The development of infor-
mation technology has had a great impact in internal marketing. Employees are able to
contact each other through electronic and virtual tools which create a positive feeling

of being connected thus improving internal relationships (Gronroos 2007, 396).
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7 Conducting qualitative research

On this chapter, the research methods and the research process will be described and
analysed in detail. For this study, a qualitative research approach was chosen as the

most suitable research method.

According to Hennink et al. (2011),

qualitative research is an approach that allows you to examine people’s experiences in
detail, by using a specific set of research methods such as in-depth interviews, focus
group discussions, observation, content analysis, visual methods and life stories or bi-
ographies. ...one of the most distinctive features of qualitative research is that the ap-
proach allows you to identify issues from the perspective of your study participants,
and understand the meanings and interpretations that they give to behaviour, events or

objects.

Through qualitative research methods, it is possible to examine people in their own
environment and understand better what the social, economic and cultural context of
the study is. In order to succeed as a qualitative researcher, it is necessary to be flexible,
empathetic and interested in listening to people’s experiences. A qualitative approach

aims at answering the why and how of the research questions.

This qualitative research started with the formulation of the research questions. Re-
search questions are intended to be answered by means of data collection. After the
study is finalized and data has been collected and analysed, it is possible to answer the
research questions, they are the focus throughout the research. Formulating the re-
search questions helps identify also the clear objectives of the study. The next step was
to review literature and theoretical sources to be incorporated to the qualitative re-
search and to add new knowledge and a conceptual framework to the study. According
to Hennink et al. (2011), it is very important to include a theoretical chapter when con-

ducting qualitative research.

...we suggest that research is never conducted “out of the blue”, there is always a theory

underlying data collection. It is therefore essential to make this theory explicit to indi-
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cate which theories guide your research and guided the selection of particular qualitative
methods. Only then can the validity of the qualitative methods that you applied be un-

derstood and verified.

By incorporating theories and a conceptual background to the research, it is easier to
conduct the empirical part of the study and prepare the data collection methods. Data
was collected for this study by means of structured interviews which were conducted
mainly face to face but also via the conferencing tool Microsoft Office Live Meeting.
The interviews had predefined questions and were organized according to topics, but
in many occasions, the discussion led to open interviews and other topics aside from
the main questions were discussed. It became clear for the start that qualitative meth-
ods were the most suitable for this research and that interviews would be the more
appropriate approach for data collection. The purpose of the study is to gather experi-
ences, knowledge and get different perspectives on the researched topics from the
company’s employees. The in-house expertise and the employees’ points of view were
very valuable for this research. In this case, questionnaires or surveys were not chosen
because a more personal form of research was needed, it was necessary to ask follow-
up questions to the participants and to dig deeper in some of the answers that came up
from the predefined questions. Interviews are usually easier for the respondent as a
personal interaction is present and clarification for some of the questions can be asked.
Interviewees seemed to become engaged with the topic and many were interested in

finding out about the results of the research.

Interview structure

Once that is was determined that interviews were the most suitable method for data
collection, it was decided that a structured and logical series of questions were needed.
The questions are organized in three different main categories defined by the main re-
search topics of the study. The first group of questions refers to general e-learning top-
ics in order to get a better knowledge about the respondent’s background and experi-
ence with e-learning. Interviewees are asked to share their opinion and general
thoughts about e-learning regarding advantages and risks as well as the cultural aspects

that need to be considered when using e-learning. There is also a more concrete ques-
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tion concerning how e-learning has been developed at Cargotec and participants are
asked to express their point of view on this topic and also suggest improvement ideas.
The second part of the interview concentrates more on specific questions about e-
learning in ERP implementations. The objective is to gather information from the par-
ticipants regarding their past experience with e-learning in ERP projects and how e-
learning can be utilized specifically for the projects at Cargotec. The last part of the
interview focuses on the topics of change management and internal marketing and in-
terviewees are asked to reflect on how these topics could be addressed via an e-
learning approach. Not all of the questions were applicable for all the participants, so
in some cases questions were skipped or combined with other questions. In many
cases, the answers diverged from the original question and further topics were dis-

cussed which added value to the research and new ideas and impressions were shared.

An important aspect to be considered when preparing the interviews was the confiden-
tiality or anonymity that the participants required when answering the questions.
Therefore, this question was added in the beginning of the interview to make sure that
the participant’s consent was granted to publish the results and their names and titles
were allowed to be used. Generally, participants were not concerned about the confi-
dentiality of their answers but anonymity was requested in some of the cases. For this
reason, I have decided to only include the interviewees’ title or role in the company

and what their field of expertise is.

As mentioned most interviews were conducted face to face but also some via Live
Meeting. The main challenge of having virtual interviews is that you cannot analyse
people’s reactions, facial expressions or body language. On the other hand, it is con-
venient that the whole interview can be easily recorded and played back several times if
needed to get a full transcription of the answers. Permission to record the session was
asked to the interviewees who participated via Live Meeting. When interviewing par-
ticipants face to face, no recording tools were used; the key ideas were typed on the
spot and summarized after the interview. The general impression is that face to face
interviews are much more personal and participants give longer and more detailed an-

swers than virtually. The tone of the interviews was always informal and led in a con-
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versational manner. Before starting the actual interview, a brief introduction of the
purpose of the research was given and some background information was shared with
the participants. They were also informed how the data will be used, what the intended
outcome of the study will be, how much time they require for the interview and that

no previous preparation was needed for this.

The participants were chosen for their knowledge in the fields of study and also for
their involvement in the company projects. The aim was to select employees with dif-
ferent backgrounds and different roles in the company or in the project. 16 participants
were interviewed in total between September and October 2012 with many diverse
profiles. All of the interviewees except two of them are directly involved in the ERP
project at Cargotec; the other two have very valuable background in e-learning and
how to apply it for ERP projects. The employee roles and profiles used for data collec-

tion are the following:

- Training manager

- Communications specialist
- Marketing coordinator

- Process expert

- System key user

- Program director

- Project manager

- HR specialist

- Global resourcing manager
- Enterprise architect

- SAP expert
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8 Results of the interviews

The following chapter summarizes and analyses in detail the results of the interviews.
These results are divided in three main sections according to the research questions
and the interview structure as well as sub-chapter that deals with the validity and reli-

ability of the study.

8.1 General e-learning questions

The first sections deals with the topic of e-learning from a more general point of view.
All of the interviewees had had some experience with e-learning in one way or another.
Most of them had used it mainly for academic purposes and a few of them also in a
business environment. The persons who had used e-learning at work in the past had
mainly a technical background and came from companies such as IBM and Nokia
where e-learning is very much in use. When asking about the e-learning initiatives that
have been developed so far at Cargotec, most of the interviewees were familiar with
them or had heard about it in one way or another but only a few had actually tried out
the courses. The main advantage that the participants see in using e-learning is the pos-
sibility to take the courses any time anywhere and at your own pace. Everyone agreed
that it is a very convenient way of learning but self-motivation and self-discipline are
very much needed. Several interviewees, who had used e-learning at their workplace in
the past, highlighted the importance of management commitment. Managers need to
encourage the use of e-learning and allow employees to take courses during working
hours. Managers need to also promote e-learning initiatives by making it part of the
employees’ development targets. One of the main challenges of e-learning that the in-
terviewees pointed out was that it does not have enough credibility or support within
the organization and its use needs to be encouraged by the top management. Some
suggestions were that the CEO should talk about this initiatives in the company during
the global personnel webcasts or include videos and statements on the company’s
intranet pages. It was also discussed that a lot of information available on the intranet
pages does not have the necessary visibility and it gets easily forgotten. Therefore, an e-
learning approach needs to be propetly promoted and internally marketed within the

organization. Another challenge that was mentioned by the interviewees was the con-
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tent offered by the e-learning courses. The content needs to be compelling and of
high-quality in order to engage the learner. The use of videos, animations and other
multimedia tools greatly improves the interest of the learner. The content of the
courses needs to be logical and very easy to find and to follow. All of the respondents
agreed that virtual conferencing tools are very useful to deliver training and, in many
cases, face to face training can be substituted by interactive real-time tools. Finally, the
technical aspect of implementing an e-learning platform was often mentioned. Before
choosing an e-learning vendor or implementing a tool, there needs to be a previous
study of the company IT infrastructure and the training needs of the employees. If the
training that needs to be provided requires lots of multimedia tools or is too complex
from a technical point of view, it first has to be determined if the e-learning platform
will support those types of courses and if the company IT structure and security policy

will allow it.

All of the respondents agreed that e-learning at Cargotec needs to be very much devel-
oped since it is still at its very eatly stage. Several participants who were used to taking
corporate e-learning courses at their previous companies were surprised by the lack of
e-learning presence at Cargotec. In general, it is seen as a positive initiative and the par-
ticipants would like to see that the company makes efforts in developing e-learning,.
The main suggestion for improvement was to firstly get executive management com-
mitment to support the idea and then nominate a task force, for example a training
team, which will be in charge of analysing the training needs in the company, monitor-
ing course development, gathering the results and feedback and overall aligning and
centralising all e-learning at Cargotec. It was also agreed that it is necessary to measure
and track the success of e-learning. Some of the proposals include testing the learners
after taking the courses, monitoring the completion of the courses and asking for di-
rect feedback and improvement ideas. Regarding the reasons behind this lack of e-
learning development at Cargotec, almost all of the interviewees concluded that it was
due to the company culture and its more traditional approach towards learning. Some
of the participants saw language skills as a big challenge in launching e-learning glob-
ally, since many employees do not have the sufficient English skills. Age or computer

literacy was generally not seen as an obstacle.
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8.2 E-learning in ERP projects questions

When moving towards the more specific questions about e-learning in ERP projects,
most of the participants revealed that their experience with e-learning in this area was
limited. A few of them were used to taking very technical system training virtually and
agreed that e-learning can be used for training the new system in ERP projects. How-
ever, generally, interviewees were of the same opinion that face to face training is abso-
lutely necessary and it cannot be substituted when implementing a new ERP system.
E-learning is seen more as a supporting tool which can be very useful if implemented
correctly but in any case can it completely replace the human interaction and personal
training. In any case, all interviewees agreed that if needed, e-learning could be used
for training the very basic system navigation and standard functionalities and also the
standard business processes could be learnt and understood by taking e-learning
courses. But exceptions and variations in business scenarios and in the system are very
tricky to be taught via e-learning due to their complex nature and the constant updates
that are being done. It would require continuously keeping the e-learning materials up
to date and it could result in an almost impossible task. It was suggested that training
materials would be delivered in advance and learners would already have a pre-
knowledge on the topics that were going to be discussed during the face to face train-
ing so that the trainers’ trips could be minimized and the training time would also be
reduced and would become more efficient. For example, if by completing a number of
e-learning courses in advance, users could already have a good understanding about the
new processes, how to navigate in the new system, what are the most common stan-
dard transactions used, what are the phases of the project, what is their involvement in
the project etc., this would be already an enormous improvement and a lot of money

could be saved.

8.3 Internal marketing and change management questions

Finally, the participants were asked a number of questions concerning change man-
agement and internal marketing strategies. As it has been made clear by the theory in

previous chapters, managing the change in ERP projects is an area where many com-

41



panies fail and where a strong internal marketing strategy is required. The interviewees
agreed that one of the main challenges in projects is to make sure that the local project
team fully understands the change that is coming and what it is expected from them. In
most cases, business and sales people are not project-oriented and have never gone
through a big ERP implementation or such an important organization change in their
professional careers, therefore, it is essential to address these issues from the very be-
ginning of the project in order to achieve a successful implementation. Interviewees
agreed that change management was very much neglected at Cargotec and no formal
internal marketing initiatives have been put into practice. The concept of One Com-
pany that Cargotec intends to promote globally does not have enough visibility within
the company and in many frontline units they are totally unaware of its existence until
the ERP project starts. It has been proven that even during the implementation phase,
local project teams still have difficulties in understanding the change and what the out-
come will be. In many cases, they consider the new ERP system and business proc-
esses much more complex and unnecessary. They fail see the big picture and the over-
all benefit for the company. In these situations, an e-learning approach could help in
increasing the awareness and the understanding of the changes as well as to see the full
picture and what the final outcome will be. If employees understand the why and the
how of the changes, it is more likely that they will cooperate more and be less change
resistant. Many interviewees suggested that a key user network should be created in
order to support users in future implementations and that the past experiences of key
users could be extremely useful to motivate and increase awareness about the project
and the challenges ahead. Some suggestions include recording videos and testimonials,
having forums where employees can add comments and opinions, create simple and
easy to understand animations were the processes are explained and the project model
is described phase by phase in a very straightforward way. It was agreed that it would
be very beneficial that local project teams would have access to these types of e-
learning modules and they could consult them repeatedly during the project and also
after go-live. But, all in all, the most shared opinion among the interviewees was that
managers need to take action and support e-learning initiatives for them to work,
communication has to cascade down in the organization and real efforts need to be

made to implement a successful e-learning platform. If management fails to see the
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importance of this or if the it is not properly promoted within the company, all efforts

may be in vain.

8.4 Validity and reliability

The idea behind the reliability of a research is that the findings are repeatable and not
just a one-time finding. But in studies were human judgement is involved as opposed
to scientific measurements, it is much more difficult to prove the reliability of the re-
sults as the observations made by the interviewees may vary considerably. In this study,
the theoretical sources and participants used for data collection were carefully chosen
and found reliable. The results can be very specific for the company and the case that
was being researched; however, a comparison with the theoretical sources suggests that

the findings could be applicable and extrapolated to other organizations.

Validity of the research refers to how accurate the research methods used were and if
they are actually analysing what it was intended when the study was initiated. For this
research, the initial formulation of the research questions was refined and adjusted in
several occasions in order to specify better the objectives of the study. The theoretical
background was used as the main structure along the course of the work to stay fo-
cused on the main topics and support the validity of the interview questions. As a re-

sult it was possible to compare the collected answers with the research questions.
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9 Conclusions and recommendations

The aim of this research was to determine in which cases the use of an e-learning ap-
proach would be suitable in an ERP project. After analysing both the theoretical and
empirical parts, it can be concluded that e-learning can be very beneficial for compa-
nies and help reduce costs significantly; however, a good e-learning strategy needs to
be developed and the company needs to make an effort to implement it correctly. As
seen in chapter 3, Schooley (2003) explains how e-learning can offer many benetfits for
the employees, some of which were highlighted also by the interviewees. The main
benefits that were mentioned were flexibility and availability. It is very important for
employees nowadays to be able to learn anywhere at any time and to have the materials
available in any situation. This becomes especially relevant in project work when em-
ployees need to travel a lot and their working hours are unconventional. We can con-
clude from the theoretical background (Henry, 2001) that a successful e-learning im-
plementation can be quite a large investment for the organization and therefore, clear
metrics to measure return on investment need to be established. Interviewees agreed
that one of the main benefits of e-learning is the fact that costs can be considerably
reduced (travelling costs are reduced) but it is not always easy to measure its success.
Choosing the right e-learning platform and correct contents is as important as measut-
ing the results achieved and analyzing users’ feedback. When concentrating on the
technical aspects of e-learning, several interviewees highlighted the importance of
choosing the right vendor that adapts to the company’s objectives as well as the com-
pany’s I'T infrastructure. As mentioned on chapter 3 (Schooley, 2003), developing
high-quality e-learning content, choosing the correct e-learning format, platform and
deployment method is essential. This seemed to be especially important for the inter-
viewees which were directly involved with e-learning development at Cargotec and had
already faced technical difficulties. I would suggest that before developing or imple-
menting any e-learning solution, employees from the I'T department should be in-
volved in the process of choosing a vendor so that all aspects are covered in advance.
It is not just important to choose the right content and method, if the platform is not
compatible with the I'T infrastructure, the project is more likely to fail. Another aspect

often considered by the interviewees is the existing company culture and how it will
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adapt to a shift from traditional classroom to virtual learning. Hayes (2010) points out
that characteristics such as employees’ background, language skills and computer liter-
acy need to be taken into account when implementing a change in an organization such
as delivering training using an e-learning approach. According to the interview results,
the e-learning culture at Cargotec still needs to be very much developed and introduced
as part of daily life. I would propose that a big promotion campaign is developed and
the importance of using the e-learning platform is highlighted by all the managers and
supervisors. The completion of e-learning modules should be included as a target in

people’s PDP (performance and development plan) discussions.

Regarding the use of e-learning in ERP projects specifically, it was generally agreed by
the interviewees that face to face training should not be completely replaced by e-
learning since a strong change management element is present in this type of projects
which requires a more personal interaction. As seen on chapter 4, Gartner’s study em-
phasizes the big role that training plays in an ERP project. It mentions that training of
a new system should always start with training of the refined business processes. All of
the interviewees concluded that the standard processes and transactions could be easily
trained via a virtual environment but the exceptions or variants probably needed a face
to face interaction in order to be propetly trained. Given the complex nature of the
ERP project at Cargotec, it is seen as almost impossible to conduct all training by using
an e-learning platform. Nevertheless, I would recommend to develop e-learning to a
point where users are already very familiar with all standard processes and scenarios,
and therefore the presence of onsite trainers can be substantially minimized. We can
conclude that e-learning can prove to be a very helpful supporting tool and bring very
valuable results to the project. Multimedia, video and real time tools were highlighted
by the respondents as the preferred methods to be used in e-learning courses. As men-
tioned in chapter 3 (Henry, 2001) it is important to get learners’ attention and engage
them with appealing and high-quality content. I would suggest that the main focus
when developing e-learning content for an ERP project should be that it is very user-
friendly, easy to navigate and very interactive. In that way, users will enjoy the experi-
ence and resort to the e-learning course instead of boring powerpoint presentations or

word documents.
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One of the main conclusions that can be drawn from this research is that two key ele-
ments are lacking in many cases from any type of implementation that entails big
changes in the organization: a well-analysed change management and internal market-
ing strategy and enough commitment from the top management. If one thing can be
pointed out from the interview results, is that respondents recognise the lack of top
management support when it comes to developing new projects or initiatives and the
lack of effort devoted to change management initiatives. In chapter 5, Hiatt’s (2000)
ADKAR change management model summarizes the elements that are needed for a
successful change management strategy. It is essential that also managers are aware of
this in order to support the change. Employees need to firstly understand the change
and then be willing to participate and make it happen. For this reason, knowledge plays
a key role in securing the success of a change management initiative. Clear and regular
communications are needed as well as management support. The interviewees consid-
ered that it is a good opportunity to develop e-learning in order to increase internal
awareness and improve internal communications. It can be a very useful tool to in-
crease users’ knowledge about the project and the changes to come. If utilized cor-
rectly, it can help reduce the change resistance as well as the risks of the ERP imple-
mentation. If Cargotec wants to really promote the idea of One Company globally
across the organization, the will need to use all the tools available and e-learning could
be one of them. A successful internal marketing campaign can be conducted with the
necessary managerial support. As pointed out in chapter 6 by Gronroos (2007), inter-
nal marketing needs to be considered as a strategic move from the organization but if

top management fails to see this, the investments and efforts will not be rewarded.

As a final recommendation, I would like to emphasize that companies need to seriously
make an effort to invest in developing employees’ skills and expertise. It is very impor-
tant that employees feel that organizations are willing to invest in them and in their
future. As stated in Smith and Milligan’s (2011) book, “the best way to create a WOW
experience for customers is to first create a WOW experience for employees”. And 1
completely agree with this statement, if employees feel motivated, their knowledge is
increased and they get an overall understanding of the company operations and strate-

gies, they are much more likely to perform well and to serve customers better. I also
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agree that managers’ commitment is absolutely essential. In order to succeed in today’s
business world, companies need to adapt very quickly and be very agile since competi-
tion is fierce. But changes in the organization need to be looked at also from a human
point of view, not only from a technical or operational perspective. Every company
should devote a lot of time and effort in analysing how to manage the change and how
changes can be promoted in the best possible way within the company. For a long-
term success, a company’s culture and commitment to its people cannot be over-

looked.
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Appendices

Appendix 1. Interview questions

1.

Do you require anonymity for this interview?

General e-learning questions

2.

3
4.
5

What is your experience with e-learning?

What are the pros and cons of e-learning?

How do age /culture / nationality / language affect the usage e-learning?
Does the e-learning culture still need to be developed in Cargotec? If so, how
can it be improved?

How can we check/measure the success of the e-learning?

E-learning in ERP implementations questions

7.
8.

11.
12.

In your opinion, how efficient is e-learning in an ERP implementation?
To what extent can e-learning be used in training a new ERP system? What
face-to-face training can it substitute / what cannot be substituted?

How can e-learning be used for ONE implementation projects?

. Can e-learning be used to train both the system and the processes? To what ex-

tent?
Can it be used to train the standard scenarios or also exceptions?
Do you have any experience of companies using e-learning in ERP implementa-

tions?

Change management and internal marketing questions

13.

14.

15.

What kind of change management activities can be conducted via e-learning? In
what way can e-learning be used to help break the change resistance in ERP
implementations?

How can communications and general understanding of the project be im-
proved via e-learning?

How can e-learning be used for internal marketing purposes?
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