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1. INTRODUCTION  
 

Business organisations are coming across many challenges when it comes to business processes 
and strategy, customer relations, resource planning and measuring business performance. 
These challenges are certainly not new, but with an increased pace of changing business 
environments and business globalisation, they are getting more complex and crucial for 
business survival (Chen, Law, Yang, 2009). Consequently, together with a growing importance 
of IT, different systems and tools have been and are still being developed at an increasing pace 
to deal with such challenges. As the implementation of CRM (customer relationship 
management) tools took off in the early 1990´s, these where preceded by BPR (business 
process reengineering) and ERP (enterprise resource planning) tools to deal with business 
processes and management (Shum, Bove, Auh, 2008). Also the use of business intelligence 
and analytics started to grow increasingly popular in the 1990´s (Chen, Chiang, Storey, 2012). 
Since then many new systems have entered the market and the use of IT tools is no longer 
limited to large enterprises, but has also entered the market of SME´s (small and medium size 
enterprises). Today many business processes, such as growth and NPD (new product 
development) can profit in terms of efficiency as well as in overall success by the use of the 
right IT tools (Durmuşoğlua, Barczakb, 2011). Thus, the success and efficiency of mentioned 
business processes are tightly linked with choosing the right tools and the success of their 
implementation. Although implementing tools seems to be a straightforward task, it proves to 
be much more complicated than it sounds. In 2001 the rate of IT project implementations that 
did not deliver the expected results was as high as 74% (Keil, Robey, 2001). An examination 
of CRM implementations in 2004, assessed the failure rate to be between 35 – 75% (Zablah, 
Bellenger, Johnston, 2004). In 2009, a study showed that 40 – 50% of ERP implementations 
were considered to be unsuccessful (Chen, Law, Yang, 2009). Even in 2013 failure rates around 
75% have been mentioned for ERP implementations (Garg, Garg, 2013). With these figures it 
seem critical to identify problems and find solutions to improve the success rate. Among others, 
multiple studies have identified the attitude of the end-user to play a critical role whether an 
implementation meets its target or not (Bhattacherjee, Hikmet, 2007) (Hirschheim, Newman 
1988) (Laumer, Eckhardt, 2012). Already in 1998 a study showed (Teng, Jeong, Grover, 1998) 
that successful reengineering projects tend to focus more on human issues than unsuccessful 
projects. Despite these early findings the problem seem to remain. New tools commonly have 
also a great impact on the working conditions of employees, which is why a successful 
implementation depend on the commitment to change of the employees (Shum, Bove, Auh, 
2008). 
 

1.1. Problem Discussion 
 

There are many questions that the business needs to ask itself before looking at implementing 
new tools. The organisation needs to identify what exactly they need the tools for, what 
processes the tools should support and simplify. The company also needs to define what 
business functions need to have access to the specific tools. The organisation needs to decide 
if the tools can be built internally or they need to be purchased from elsewhere.  

The tools should support the growing business, the investment in the tools need to bring 
benefits. The right tools are necessary to run the business. Thanks to these the company can 
manage their data and finances, store information. When the business grows, it needs the right 
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tools that will help manage the growth. The tools need to be capable of storing and processing 
more information. In many cases the tools are necessary to keep up with the competition, i.e. 
when a business provides software solutions to their customers, they need to ensure their 
product is innovative and it continuously evolves.  

The tools do not have only impact on the company’s business but it also have a significant 
impact on its employees. New systems and tools should make employees’ life easier instead of 
making their daily tasks harder. The tools should help collaboration between co-workers and 
make communication between different teams and business units easier. According to the 
research that was carried out by Global Engagement Study in 2016, more than a half of 
employees do not have tools that they need in order to be successful in their roles.  

The tools also should reduce many manual processes so the workers can be more efficient and 
their tasks can be done quicker. The number of tools used by one function should be minimal 
so the employees do not have to input the same information into different sources. It is also 
easier to gain all required information from one core system, rather than browsing through 
different tools. In order to improve employee experience, they should be provided with the 
right tools at the right time to do their jobs (Finklestein, Wong).  

The above examples of different demands also show the variety of the tasks in the business that 
the tools need to support. In order to achieve all these objectives, the right tools need to be 
selected and their implementation process needs to be completed successfully. For this success, 
employees’ support and acceptance of the changes are necessary. The employees play a key 
role in this process, they are the ones who will be using the tools and their efficiency will also 
depend on the software they use.  

 

1.2. Problem formulation and purpose 
 

Nowadays there is a number of different tools available in the market that companies can 
choose from. A single company can use several tools. The tools may do their job but based on 
personal experience and what I could hear from other employees, switching between different 
systems is a challenging task and it is time consuming for them. Also a lot of information can 
be duplicated in the different tools. This may occurs as the tools are specific for different tasks, 
they are required for different purposes and they are not connected, therefore in many cases the 
same information needs to be input by the employees in all of them. Also, not all the functions 
within the business have access to all of the tools. Mostly this occurs because of the cost of the 
licenses so the business tries to minimise number of licenses to reduce these fees.  

Another problem occurs when a business use simple tools for some tasks e.g. Microsoft Excel. 
This limits what can be done with the information stored in these types of documents e.g. there 
is no pre-built template, everything needs to be put together from scratch. On the other hand, 
the employees do not always use the tools that they are provided with. Rubens (2017) provided 
an example of collaboration tools where most of the users do only simple tasks with these and 
when they are shown more features of those tools, they either do not need them or they do not 
use them.   
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The right tools are not only important from the growing business point of view, but we should 
also consider employees in the tool implementation process as they are the ones who will be 
using the tools and this will impact their work on a daily basis. Tools need to help them with 
executing work and make their tasks easier. For the Global Engagement Study research (2016) 
Alarcon G. group vice president of HCM product strategy at Oracle said "Employees want to 
feel they are valued, that the company is a good fit, and that they are being given the tools and 
mentorship needed to grow and progress. They want to feel they are connected to the company 
goals”.  

All the above challenges on the tools, raise employees’ frustration. If they are not happy with 
the tools the business supplies them, they may be less efficient and less willing to support the 
ideas introduced by the company. Lack of this support may cause failure of any new 
implementations.  

If an employee previously experienced any of the issues mentioned above, by default he can 
have a negative attitude to an upcoming implementation. This case would be applicable to 
employees with professional experience but what about employees who recently graduated and 
just started their professional work?  

One of the previous researches carried out by Fashakin T.A. and Odumade A.O. (2007) talks 
about external factors that have effect on employees’ motivation at work. It mentions factors 
such as economic and policy regulations, product quality, physical surroundings etc.  

Another research done by Frank F. (2015), also discusses different factors that have impact on 
motivation of the employees. His approach is more individual and focuses on internal factors 
like money, interest in tasks, job security, recognition etc. It also brings up a problem with 
implementation strategy and employees’ lack of understanding of the company’s plan.  

Frank F. (2015) research focuses on particular factors and uses only qualitative approach. There 
is no quantitative research that would show different profiles of employees such as employees 
from different countries, industries or employees with different seniority level and number of 
years of experience.  

In this thesis I want to focus more on quantitative approach. I want compare different factors 
such as experience, seniority to see if there are any patterns in experience on the tool 
implementation. There are four main assumptions that I concentrated on in this thesis. I 
assumed there may be relationship between the following factors: 

 Years of professional experience and experience on the tool implementation 
 Years of professional experience and excitement on the tool implementation 
 Seniority level and involvement in the tools selection 
 Organisation size and frequency of the new tool introduction 

There are also some other factors mentioned in this research such as country of living and 
implementation experience and necessity of the training versus years of experience. 

Results of this research should help managers understand further attitude of the different groups 
of employees and takes this into account when planning tool implementation.  
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1.3. Delimitations  
 

This research focuses on correlation between the specified factors. Any other factors were 
provided as examples but these were not investigated further due to the limitations of the 
collected data.  

This research is not focused on any specific organisation or a tool. It is not carried out for any 
specific problem associated with the tools used by employees. It takes into account any 
introduction of a new tool in a company.  

The thesis do not concern challenges of the business and does not look from the business point 
of view. It also does not consider new technology when speaking about tool implementation.  

The survey that was carried out for this thesis, was sent to people from different organisations, 
MBA students, employees from various industries and with different seniority levels. This 
research concerns variety of employees rather than any specific audience. Also it does not take 
into consideration any particular tool or implementation.  

This research by business operations tools meant tools such as: CRM (Customer Relationship 
Management) tools, Customer Support tools, Project Management tools, Enterprise Resource 
Planning tools, Business Intelligence tools.  

This thesis does not analyse issues related to implementation itself. It focuses on types of the 
employees and their attitude to changes that are a result of the implementation.   

 

 

1.4. Thesis’ structure 
 

The following chapters focus on employees’ challenges associated to implementation of 
operational tools in the business and different employees’ attitude to the implementation.  

The topic chosen for this thesis was briefly explained above and in the next chapters it will be 
discussed in more detail. Meaning of the related terms used in this thesis will be explained e.g. 
an operational tool. Also I will touch on change management which is a related to a topic of 
the implementation.  

Before presenting the analysis of the research and presenting the outcome, methodology used 
in this thesis will be explained.  

Any examples provided in this thesis come from research that was carried out i.e. survey and 
interviews and also from the reviewed literature.  
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2. THEORY 
 

To stay competitive within today’s markets a continuous development of the business is 
needed and this includes the way the business operates and the tools it is using. There is no 
doubt that the implementing new technology in business is necessary in order to grow. In this 
research rather than on technology and implementation plan, I want to focus on employees 
and the implementation’s impact on them, how they feel about the implementation and use 
new tools depending on their status at work, age, years of experience etc. The aim of this 
research is also to find any patters that would explain certain attitude of different groups of 
employees.  

It is certain that every employee is different so it is not possible to analyse them case by case 
but the employees can be grouped based on chosen characteristics. This can help managers 
understand why employees in their teams can react differently and therefore use different 
approach to them when preparing for an implementation of a new tool.  

 

2.1. Meaning of the operational tools 

 
Every business needs a set of tools in order to operate. They need the tools for employees’ 
communication and collaboration, customer relationship management and support, marketing, 
accounting, project management etc. Anyone who worked for a technology company used at 
least one software in their role. Some of the tools may be more complex than the others but all 
of these tools had to be introduce to the business and the workers and they had to be 
implemented. Depending on the complexity and the type of the tools, the implementation may 
differ but the principles and challenges would be very similar. Examples of such operational 
tools can be a CRM system - Salesforce, customer support tool - Zendesk, for project 
management - Mavenlink, for the team collaboration and communication - Slack etc. 

Companies may use different tools for the same or similar tasks e.g. one company can use 
HipChat for internal instant messaging and some may use Sky for Business. It depends on the 
organisation, its needs and preferences. When a new employee starts working in the business 
he may not have experience on some of the tools that the company is using. He may not know 
the tool that the company is using and not know what to expect from this tool. This may cause 
his concern. Ideally the employer should provide training on the systems they are using. The 
same applies to new tools that were decided to be used by the organisation. Then the whole 
business function or a number of business units can be affected and they will need to be coached 
on the new system.  
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2.2. Thesis research 
 

Implementing users’ feedback is very important when a new software is built (Leonard-Barton, 
Kraus, 1985). This is also applicable when a new tool is to be implemented in an organisation. 
Although the workers cannot influence the decision on the software directly, they should have 
indirect impact on the decision of the senior leadership. They should be asked to list out their 
current pain points. The employees also need to understand why the new technology is required 
and how it will impact their work (Knight, 2015). Not all employers inform their employees 
about the details of the implementation on a new tool. If they do not do this, this means the 
employees may be more concerned. They can feel fear because they will be unsure if 
implementing a new tool will mean reduction in workforce. They may also not feel capable of 
keeping up with the change and learning the new tool (Travis).  

Lack of training on a new tool is also a problem (Leonard-Barton, Kraus, 1985). If no training 
is provided, the organisation is not prepared to operate smoothly once the new innovation is 
ready to be used. The employees will also not be prepared to use the new tools and work in a 
new way.  

The manager who is responsible for the implementation should be aware of the current work 
routine of the employees and the tools they use. It should be discussed with the employees 
what their problems and challenges are and how they feel. All the groups that will be affected 
by this implementation should be involved in the process by the manager (Leonard-Barton, 
Kraus, 1985). As well as the groups, an opinion leader is also important. This person does not 
have to have the skills that the technical workers have. For the business it is important that 
they can trust this person’s opinion and he knows the technical aspects. (Leonard-Barton, 
Kraus, 1985). 

Another danger is overselling the new system that in fact will not meet the expectations of the 
company (Leonard-Barton, Kraus, 1985). The project manager should identify the gap 
between expectations on the tool and the reality. There is a possibility that if the employees 
start using the new tool, it will turn out that this is not applicable to their work, it does not 
have all the feature they need or it has feature that are not required for their tasks. Even if the 
employees are positive and they look forward to using the tool, this attitude may change with 
the first experience on the tool. Next time if a new tool is introduced they may not be positive 
again as they will remember the previous experience they had. (Tugend, 2012).  

Leonard-Barton and Kraus, mention that the pilot should be introduced before the tool is 
implemented in the live environment. This is beneficial to prove the technical feasibility to 
the leadership team and also to demonstrate the product to the employees who will be using 
it. The pilot should not create any risk but at the same time it should demonstrate the full 
functionality of the tool. It is also highlighted by Leonard-Barton and Kraus that in the 
organisation there are people who support new technology – they call them product 
champions, but there are also employees who are not fans of changes and the innovation – 
called innovation assassins. Due to these people the project can even fail. This may also 
depend on the age of the employees and how tech savvy they are (Knight, 2015). 

R. Knight suggests a few ideas on how to encourage the employees to the new tools. 
According to her the company should chose a tool that is user friendly and should highlight 
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how it will help them in daily tasks. The business should provide a thorough training on the 
new system and encourage the people who support the new ideas to influence the others.  

Due to the above reasons the implementation of a new tool can be a big challenge for a 
company and its employees. Especially the employees can see it as a real pain because all the 
benefits of the new technology apply to the organisation and not the employees who use it. 
They may feel ignored in the entire process. They can also be concerned that the new tool 
will give more detailed feedback on their performance (Leonard-Barton, Kraus, 1985).  

Due to all these issues it can be assumed that the employee’s first reaction when he hears 
about implementing a new tool, can be a pessimism. However, every human is different and 
their feelings are also different. It is not possible to check everyone case by case but 
analysing different group of employees can identify patterns e.g. what is an attitude to 
implementation depending on employee’s experience at work.  
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3. METHODOLOGY  
 

According to Kothari (2004) research is an art of scientific investigation. The aim of the 
research is to find information that has not been found yet. In this chapter the research 
methods will be explained, why these methods were chosen and how the data was collected.  

There are two primary approaches to the research, these are: quantitative approach and 
qualitative approach. The quantitative approach is based on measurements and statistical 
analysis of data collected from questionnaires and surveys. This type of research is mainly 
focused on numerical data and it generalizes it across groups of people. The quantitative 
approach has pros and cons. It provides a large sample of data that becomes more objective. 
It is less time consuming to analyse the data as a statistical software can be used. However, 
the data gathered does not provide deeper explanation and meaning. It is not known how 
people interpreted questions and actions. It only provides snapshot of the issue in a specific 
moment in time. It is also missing direct connection between respondents and the researcher 
(Rahman, 2016). 

The qualitative approach to research use processes that are not measured in terms of quantity, 
amount, intensity or frequency. This type of research is based on researcher’s insights and 
impressions. The results are generated in non-quantitative form or in the form which is not 
subjected to quantitative analysis, e.g. the information is collected from interviews to gather 
personal opinions. The qualitative approach has also some advantages and disadvantages. 
Firstly, it provides detailed description of interviewee’s feelings, opinions and experiences. It 
gives broader viewpoints. It allows study of individual cases and understand different 
people’s voices. It also allows understand the meaning of the scores given better. This is a 
direct observation of the interviewee. This approach has a flexible structure and gives 
freedom to the participant. There are also arguments against this approach such as focusing 
on participant’s experience rather than other issues in the context. Generally this research 
receives lower credibility. Although it provides smaller sample of data, the interpretation is 
more complex and analysing this data takes more time (Rahman, 2016). 

In this thesis research both quantitative and qualitative approaches were used i.e. mixed 
method. This helped gathering more deep information, more complete data and better 
understanding of the problem. The quantitative research allow gathering larger sample of data 
that could be then analysed by a statistical software. The qualitative research was an 
extension to the data gathered in a survey, it provided a deeper insight and detailed 
explanation of the respondents’ views. The survey only included closed questions and the 
interview allow to find out broader context. I decided that the combination of these two 
different approaches can provide more interesting results. The quantitative approach provides 
very generic information and thanks to the qualitative research more subjective opinions can 
be received. The mixed method that was used in this thesis is quite a common approach 
(Niglas, 2000). 

The quantitative research that was carried out for this thesis involved an anonymous survey 
that was sent to people from different technology organisations via LinkedIn and also to the 
MBA students. This broad survey approach built diversity of the audience. In total 102 
people completed the survey. The questionnaire was created based on Google forms and 
consisted of 22 closed questions. The first part of the survey included questions on personal 
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features like age, gender, years of experience, education level etc. These questions were 
asked to find out profiles of the people who took part in the survey i.e. to understand the 
audience and to group them based on these features. The other questions were about 
organisation that the respondents work for, it size and industry. Then the survey asked about 
the implementation process itself, feelings about new tools, training received, timelines and 
experience during implementation process. The audience groups were used to link the group 
features with given answers e.g. identify any consistency between numbers of years of 
experience of respondents with their attitude to implementation of new tools.  

Data that was collected through the questionnaire was aggregated, answers to each question 
were described and presented with graphs and charts. Based on the survey, analysis were run 
in Microsoft Excel and in SPSS tool which is a common program for statistical analysis in 
social science. Furthermore to the standard data breakdown, Pearson correlation was run to 
check if there is any connection between respondents’ diversity and their experience on new 
tools implementation.  

The other part of the research used the qualitative approach. The survey contained only 
closed questions, therefore the interviews allow gathering descriptive data. I randomly 
selected four employees from three different companies: Cheetah Digital, Emarsys and Urban 
Airship. In the selected employees, there were senior members as well as less experienced 
employees. The interviewees were asked four questions that were also included in the survey. 
The questions were related to the four assumptions that were stated in the beginning of this 
thesis. However, these were open questions that gave the respondents more freedom to 
provide detailed answers.   

In this thesis the main aim of the qualitative approach was to prove further the findings from 
the quantitative research, get more complex answers to the questions. This approach also 
provided deeper insight on the problem and more subjective opinions and experiences.  
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4. EMPIRICAL FINDINGS  
 

4.1. Survey Data Collection 
 

The first and main step for the research was to carry out a survey. As mentioned in the 
methodology section, 22 questions were put together for the survey. The questionnaire 
included standard questions that requested demographic information such as gender, age, 
country of residence etc. The purpose of these questions was to see the diversity of the 
respondents, to understand who took part in the survey and group the audience.  

The survey was not just distributed to one specific country. The MBA students are spread 
across Europe and the companies, that the survey was run in, are also based in different 
countries, therefore the survey turned out to be an international survey. The question on the 
country of residence was the only open question that let respondents freely enter the country 
they live in. However the data shows that the majority of the people who completed the form 
are based in the UK. This is 74% of the respondents (fig.1). 

 

fig.1 
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 fig.2 

In terms of the gender of the respondents, the majority of them were men – 72% (fig.2) and 
the age of the respondents was mainly between 30 and 39 years. Some of them were younger, 
between 20 and 29 years old and some above this age, between 40 and 49. There were no 
older respondents taking this survey (fig.3).  

fig.3 

 

In the questionnaire, there was also a question on a professional experience. 43% of the 
respondents have more than 11 years of professional experience and the same percentage of 
respondents have 5 to 10 years of experience. 14% of the respondents have less than 5 years 
of experience (fig.4).  

fig.4 

The next question was about the organisation’s sector that the respondents are working for. 
Respectively 38% and 33% of respondents are working in Information Technology and 
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Marketing (fig.5). Smaller percentage of respondents were from other industries e.g. 
engineering, automotive, finance etc.  

fig.5  

 

 

The survey also asked about the size of the organisation to identify if the size of the company 
has got an impact on frequency of implementation of new tools. The below chart (fig.6) 
shows how many employees work in the respondents’ organisations. We can see that the 
people who completed the survey work in smaller organisations – 1 to 500 employees, as 
well as big companies with more than 10,000 workers. This shows that different sizes of the 
organisations were taken into account in this research. This data also allowed to analyse if the 
size matters when it comes to implementing new tools.   
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fig.6 

 

The next question was about the seniority level of the respondents. I assumed that not only 
the work experience but also the position in the company may matter when I ask about the 
views on the tools implementation (fig.7). 50% of the audience are professionals, 33% are in 
senior and management positions. A little bit less 14% are in operational roles and only 3% 
of them have executive levels. 

 

fig.7 

 

 

Then I asked about the education level (fig.8). Most of the respondents - 65%, have 
university degree. The next group - 20%, finished post-graduate studies. Smaller number of 
people have either higher degree - PhD or did not finished the university.  
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fig.8 

 

In the survey I also asked if the respondents work in a team or as an individual and vast 
majority works in teams – 91% (fig.9).   

 

fig.9 

 

 

The next question was about the tools that they use in their organisation. The respondents 
could choose more than one tool (fig.10). 65% of them use CRM tools, 64% use Project 
Management tools, 51% user Customer Support tools, 38% use Business Intelligence tools, 
24% use Enterprise Resource planning tools and 12% use other tools that were not listed in 
the survey.  
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fig.10 

 

Then they were asked if enough training is provided for new tools and the answers were 
almost equal (fig.11). 56% said yes and 43% thinks that not enough training is provided.  

fig.11 

 

 

Then I asked how often new tools are introduced in respondents’ organisations (fig.12).  
Almost 41% answered that new tools are introduced every year. This seems to be quite often. 
However on the other hand a large percentage – 30% answered that new tools are introduced 
rarely. Nearly the same percentage - 14% and 15% answered every couple of years and not 
often enough.  
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fig.12 

 

The next question was based on personal feelings i.e. how respondents feel about using new 
tools that were introduced in the business (fig13). Statements were provided and the 
respondents had to agree or disagree with these according to their approach.  

Almost 50% of the employees were excited about using the new tools. However, quite a 
significant percentage – 43% were concerned if the tools will perform well. Similar 
percentage – 52% agreed that a new tool means more efficient work. Contradictory to this, 
26% said that new tools mean more issues. Most of the employees disagreed that the tools 
will delay their work. Also people seemed not to be concerned about the time it takes to learn 
new software. More than 50% percent of the respondents think that their companies should 
use more innovative tools. When asked if the organisations use too many different systems, 
the audience was divided equally – 34% agreed and 31% disagreed. Many employees (38%) 
admitted that their organisations are using right tools. Again the respondents’ opinions were 
divided almost equally that their company is up to date with the latest tools, 23% disagreed 
with this sentence and 29% agreed with it. 

fig.13 
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The next question asked how many tools the employees use in their role. Most of them use 2 
to 5 tools (fig.14). There was a still very small percentage of people who do not use any tools 
at work and these could be taken out of the analysis as their views would not add much value. 
On the other hand it would be interesting to find out why they do not use any tools, would 
they like to use a tool that would support their work. However this is a question for a 
different research.  

fig.14 

 

 

Then there was a question on a training the respondents received on the new tools - fig.15. 
Most of the employees received both personal and online training. Many respondents learned 
new tools with user manual and exercises. Still there were quite a few people – 15%, who 
were not provided with any training. There were also some employees who had to do a test or 
an exam after the completed training. There were some additional answers provided by the 
respondents. One said the training differs depending on the tools, it can be 5 min training or 
proper classes. A few people answered that self-learning is most efficient. Another person 
answered they learn by trial and error and there was also a team training mentioned. 
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fig.15 

 

Overall experience on the training that the respondents received was positive (fig.16). 
Majority of them agreed with the statements provided in the survey. They felt they received 
enough training, had easy access to educational materials and had enough support to learn the 
new tools. More than 80% agreed or strongly agreed that they learn the new functionalities as 
and when they need it.   

fig.16 

 

Then I asked the employees what kind of training they would like to receive (fig.17). It was a 
multiple choice question and they could select more than one preference. Majority of them 
selected an individual training with a guide (1 to 1 training). Many people also chose a 
training in person (face to face). Quite a lot of people answered that they like self-learning 
with online materials. A bit smaller amount of the respondents selected webinar training. Just 
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a few people mentioned a mixture of self-learning and training with a tutor. Only 1% said 
about hands on training.  

fig.17 

 

I also asked the respondents what was their experience on the last implementation of new 
tools in their organisation (fig.18). More than 50% of them answered that it was good or even 
very good. Many of them were neutral and only around 13% said the experience was bad or 
very bad.  

fig.18 

 

I assumed that the experience on the implementation can depend on the involvement in the 
process of choosing new tools, hence the next question was about the individuals’ 
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tools.  
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fig.19 

 

I was also interested in how long did the last implementation they experienced take (fig.20). 
Over 70% of the respondents admitted that the implementation took between one to six 
months. 14% answered it took a year and 3% answered about a few years.   

 

fig.20 
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Last but not the least I asked about overall experience on the implementation process (fig.21). 
Having looked at the results, most of the respondents did not agree with the statement that the 
implementation was too long. The percentage of respondents who agreed and disagree that 
their work was duplicated during the implementation process was almost the same. 32% 
agreed that the implementation process was smooth. Nearly half of the audience – 47% 
disagreed with the statement that the process was too quick. 34% confirmed that the 
implementation was planned properly.  

 

fig.21 
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4.2. Analysis 
 

In order to answer the four main question in this thesis, simple analysis and Pearson 
correlation were run in SPSS software. In the SPSS tool the string data was converted into 
numerical values. Then the numerical values were manually assigned to the data inputs.  

The first analysis that was performed was to check if there is any dependency relation 
between respondents’ years of experience and their experience during last implementation. I 
assumed that employees with greater experience could have also better experience with the 
implementation as this might have come through number of implementations and knowing 
the processes.  

I took the three groups that were defined in the survey: less than 5 years of experience, 5 to 
10 years and more than 11, and run correlation on this to check any connection between these 
two.   

 

 
Correlation 1 

 last_impl_experience years_of_experience 

last_impl_experience Pearson Correlation 1 .065 

Sig. (2-tailed)  .534 

N 93 93 

years_of_experience Pearson Correlation .065 1 

Sig. (2-tailed) .534  

N 93 93 

 

The correlation coefficient received was .065 which is close to 0 and it means there is no 
relationship between the two data inputs. I.e. the number of years in an industry does not 
have impact on the experience on the implementation process.  

Although there is no correlation for this data, I also analysed the answers to this question to 
see how the employees responded. The three groups answered in the same way, the same 
percentage of less and more experienced employees answered that in general their experience 
was good. 
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The next assumption for this thesis was that with greater years of experience the excitement 
of learning new tools should decreases.  

Again I took the three groups of employees and run the correlation.  

Correlation 2 

 years_of_experience excited_about_learning_new 

years_of_experience Pearson Correlation 1 -.133 

Sig. (2-tailed)  .204 

N 93 93 

excited_about_learning_new Pearson Correlation -.133 1 

Sig. (2-tailed) .204  

N 93 93 

 
This time the coefficient was -.133 which is a bit closer to the negative correlation and show 
some relationship between these two values. 

I further analysed what percentage of the employees in each of these groups agreed that they 
are excited when it comes to using new tools. Almost the entire group of the employees with 
the least experience – 92% agreed they are excited about it. For the two groups with more 
than 5 years of experience, the percentage was almost the same – around 70%.  

This does not completely support the thesis stated. However, it shows that people with less 
than 5 years of experience are more excited about learning a new tool. The groups with more 
experience are a bit less excited than their less experienced colleagues, however this 
excitement does not decrease further with the age.  

 

Then I analysed dependency between size of the organisation and how often new tools are 
introduced. Based on the collected data I defined three groups of organisations: small – up to 
500 employees, medium – up to 10,000 and large – with more than 10,000 employees and run 
the correlation.  

Correlation 3 

 no_of_employees how_often_new_tools 

no_of_employees Pearson Correlation 1 .160 

Sig. (2-tailed)  .124 

N 93 93 

how_often_new_tools Pearson Correlation .160 1 

Sig. (2-tailed) .124  

N 93 93 
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In a result a positive coefficient .16 was received, which indicates some relationship between 
these two values.  

Having analysed the collected data, I found that 75% of the large companies introduced new 
tools every year. 40% of the medium size companies also introduce them every year which is 
quite a significant drop and even less - around 30% of small companies do the same. Medium 
and small companies introduce tools less often. Based on these findings it can be deduced that 
bigger companies introduce new tools more often than smaller businesses.  

 

My next assumption was on relationship between seniority level and involvement in the tool 
selection process. I would assume that more senior people should have more impact on 
choosing the tools. In the data there were four groups with different seniority levels and four 
types of involvement or non-involvement.    

 

 

Correlation 4 

 

 seniority_level your_involvement 

seniority_level Pearson Correlation 1 .186 

Sig. (2-tailed)  .074 

N 93 93 

your_involvement Pearson Correlation .186 1 

Sig. (2-tailed) .074  

N 93 93 

 
The coefficient in this case is positive and a bit closer to 0, it is 0.186. We can deduced that 
when the senior level increases, the involvement in the tool selection process also increases.  

Having looked at the data closer, it can be seen that 50% of the most senior people at the 
executive level are fully involved in the process. Almost 40% of senior manager are involved 
in the selection process too and less than 15% of the average employees are involved in this. 

In addition to the above main assumptions, I decided to analyse some further data from the 
survey.  

I checked the amount of provided training versus years of experience. Again I used the three 
groups defined in the survey (less than 5, 5 to 10 and more than 11 years of experience). I 
checked percentage of employees who answered that not enough training was provided on 
the new tools in their organisation.  The answers of the employees with 11 or more years of 
experience, were equally divided i.e. 50% agreed with the statement and the other 50% 
disagreed. The two other groups – less than 5 and 5 to 10 years of experience, answered in 
the same way. 38% said that there was not enough training provided to them by their 
companies. This result did not show much relationship between the years of experience and 
training demand. This just shows that the two groups with less than 10 years of experience 
are more satisfied with the amount of the training they received.  
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The last dependency that was checked for this research was for the experience on the last 
implementation versus country of living. I checked what is the percentage of employees in 
each country whose experience on the last implementation was good or very food.  

From this research we can see that employees from Austria and Portugal are the most positive 
about the last implementation they experienced. Poland, Switzerland and UK are right 
behind, there are 65% of employees who answered the experience on their last 
implementation was good or very good. In Germany only 29% chose this statement and in 
Sweden 25%. In the USA the experience was Neutral.  
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4.3. Individual interviews 

The qualitative approach that we used in the thesis was based on interviews. The first 
interview was carried out with a Project Manager Team Leader from a digital marketing 
company who runs a project management team. He has ten years of experience. In his role he 
took part in a few implementations of new tools and also as a senior member in his 
organisation, he initiated one introduction of a new CRM tool. He provided his overview on 
the implementation process and answered some questions.  

He admitted the tool selection process is not an easy process. He found that there were many 
manual processes and some human errors occurred in his team. There were no proper 
reporting available for him therefore he had to pull it manually as well. The solution for him 
was a new tool to be used by his team. It was quite a complex solution and he had to prove 
his point to the executive board. He had to check what CRM tools are in the market and what 
would suit best his team. Then he had to demonstrate to the senior stakeholders that his 
selection was the best choice for the business. Following on from one of the questions from 
the survey and my thesis, I asked him about employees involved in the tool selection. He said 
he managed the project and he had to make a proposal with a few tools and recommend the 
one which is the best fit for the company. He admitted that the final decision depended on 
Managing Director who was the most senior person in the business unit he worked for. I also 
asked him if he involved any of his subordinates in this tool selection process. He said he did 
not discuss with his team what tool they thought they needed. He put together his proposal 
based on his own research.  

I asked him why he chose not to consult with his team this project and the tool he selected. 
He said that unfortunately the employees could not have much impact on what he and the 
senior stakeholders decided. Employees usually know a few tools that they might have used 
in their previous roles, however as they used these specific tools, they may not be objective 
and they may only support the use of the tools they have come across in the past. Also 
average employees did not know much about the budget that the company had, the priorities 
that the company was working on, some different tasks that the business may assign to them. 
Without knowing all these important facts that their manager knew, their opinion would not 
have much value. He also advised he expected a resistance from his team on using new tools. 
He thought they would complaint about the work amount and the additional work associated 
with implementing a new tool. He thought his team is not so open to changes. In order to 
eliminate their concerns on the entire process, he preferred to let them know about the new 
tool once the implementation plan has been finalised.  

My next question was on his experience on the last implementation he took part in. He said 
the last implementation he took part in, he did not manage directly but he coordinated it with 
his team so they can start using the new system. He was satisfied with this implementation 
and his experience was good, although there were some challenges. In the beginning the 
employees were reluctant to set up the new tool. They were worried that the new tool will 
mean more work and that they would be controlled as the more detailed reporting would be 
available for their boss. He said that going through the migration phase was not 
straightforward. The employees had to set up everything on the new tool. For some time they 
had to duplicate their work i.e. do their tasks as usual but also start automating the tasks in the 
new tool. He said it was difficult to convince them that once everything is set up in the new 
tool, their work will be less manual and they would save more time that could be used for 
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more interesting tasks. He had to explain them that the reason for more comprehensive 
reporting is not to control the employees but this would help identify if there is any additional 
work that they do and that can be avoided. Also to check if everyone in the team has the same 
amount of workload so any tasks are divided equally. He had to change employees’ thinking 
as for them the old process worked and there was no need for such a big improvement. He 
admitted that once the tool was set up and working, it took a few weeks for the employees to 
get used to the tool. Now they appreciate the tool and they can see that they save time thanks 
to it.  

I asked how often new tools were introduced in the companies he worked for. He advised he 
worked in a medium size companies. In these companies the tools were introduced every 
couple of years, sometimes more often depending on the needs. He thinks that the tools were 
implemented in right times. If the company did not introduced any new tool for a number of 
years, he would be concerned. He said that when company is growing, the process and tools 
should be upgraded for more efficient work. Also new more powerful tools are being 
presented in the market and the companies should keep an eye on these so they do not stay 
behind with the technology they are using.  

Lastly I asked him if after ten years in professional environment he still feels excited about 
implementation of the new tools. He said he is always excited when any new things are 
introduced. He likes changes and he thinks that new tools means more potentials.  

 

Another interview was carried out with an employee who has five years of experience and 
works as project implementation consultant. The employee took part in two tools 
implementations. I asked about experience during this process. The employee said that the 
team was only informed about the new tool once the decision was made by the business and 
the implementation was just started. They were explained what is the purpose of the new tool, 
what this will be used for. He said that neither he nor the team were engaged in the 
implementation planning. He advised that the team’s suggestions and opinions should have 
been taken into account for this implementation. Most members of his team have number of 
years of experience and their input could be valuable. This could also make the 
implementation process smoother.  

The employee said that he thought this project was not planned very well in his opinion. He 
believed that some of the things could have been tested beforehand by the technical or project 
team who was involved in this. Once the process was fully defined and tested, they should 
have received the ready solutions. The employee said that his team spent too much time on 
testing and finding bugs in the new process. In his opinion the team should have been 
involved in this project when it was in a planning stage. Then the team could have given 
more insight on the tasks they do. He advised that the manager is aware of all the tasks the 
team perform but he does not know these tasks in practice and therefore he does not know 
some important details. He could not think about all different scenarios and the team 
members could have advised on the situations they came across at their work. Overall 
employee’s experience on this implementation was not very good.  

I asked in general what employee’s attitude was when he heard about the new tool if he was 
excited or concern. He admitted that he was not happy about this and the team had the same 
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feeling. Their first thought was that the implementation will require extra time and effort 
from the team. The employee also mentioned that his previous experience on implementing a 
new tool in a company was not good. This was because there was not enough knowledge on 
the new tool.  

Next employee that I interviewed has ten years of experience and he is a Senior Solutions 
Engineer. He was engaged in a few implementations. I asked how his experience was during 
the last tool implementation. He said the experience was very good.  After initial plans were 
shared with stakeholders, the response was very positive and the tool was adopted by all 
teams almost immediately. They were implementing an RFP (Request for Proposal) tool to 
enable sales teams, solutions consultants and client success to collaborate and answer RFP's 
more effectively, efficiently without over utilising limited resources.  

I asked the employee if he was involved in the selection process of this tool. He said he 
joined his company midway during the search, but before choosing the initial products. He 
said he was very pleased to see the process was occurring as previously he was building RFP 
documents in a very manual process. He admitted he also participated global decisions 
meetings. Once the deicision was made, he said that the training of the tool took time to roll it 
out to the teams and trying to establish new processes and ways of working required regular 
re-enforcement to ensure successful adoption.  

Then I asked how often new tools are introduced in his company. He said that this one tools 
is still being implemented as this has been implemented only in on country - the Head Office, 
but they want to implemented in rest of the countries as well. Some decisions still need to be 
made on what teams should have access to it and if they need individual accesses or team 
login. He said the number of logins is crucial as they cannot give access to all employees due 
to a high cost associated per user. 

Lastly I asked if he is excited when new tools are introduced. The employee advised that if 
the tool is genuinely going to provide a benefit, saving time, effort and resource (then yes. 
Usually a new team means more efficiency and this is something that he is looking forward 
the most when implementing a new tool. 

 

The last employee I asked questions about the implementation is a Business Intelligence 
Analyst with 8 years of experience. He also came across a few implementations. He said for 
him this is a natural thing that companies introduce new tools every now and then depending 
on the business requirements. His experience on the last implementation was fine. He thinks 
the process was planned properly in his company. He could not see any issues during the 
implementation himself. He said it was quite straightforward to use the tool so no training 
was required.  

I asked if he was involved somehow in the implementation process. He advised he was not, 
this is because the tool was a Human Resources Management tool used to store personal data 
but also for the employees so they can book their holidays etc.  This is a tool that he uses but 
not manages, the HR does so the implementation impacted them the most. He advised that 
even for the tools that are specific for his team, the business and the senior managers make 
the decisions.  
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Finally how he feels about the implementation of new tools and if he is excited. He said he 
does feel excited as he thinks the tools should eliminate some manual processes and help 
keep everything in one place. For example thanks to the new HR tool, the employees did not 
have to fill in a hard copy of a vacation form, now everything is in the system and it is 
approved quicker because the manager can see absences of all members of the team very 
clearly. The employee also said that he enjoys learning new tools and he things it is better if 
he knows more tools, especially in his role so in the future he has more job possibilities in 
other companies.  
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5. DISCUSSION 
 

During the research I focused on four main assumptions about the tool implementation process 
that I wanted to verify. The first assumption was on the years of experience of an employee 
and their experience on the implementations. I wanted to check if an employee perceive the 
implementation of the new tools differently deepening on their professional experience.   

In the research completed by Carlfjord, S. Andersson, A. Lindberg, M. (2011), it was found 
that groups of employees perceive innovative changes differently depending on how they were 
influenced e.g. by managers. Frank F. (2015) in his research mentioned that “each employee 
may experience the different strategies differently since there are multiple factors which cannot 
be taken into account when formulating a broad overview”. I agree with this statement. In my 
thesis I did not found any correlation between years of experience and perception of tool 
implementation. Employees’ experience on tool implementation does not depend on the years 
of professional experience they have. The factors that are more important when it comes to the 
experience on the implementation are the final success of the implementation, implementation 
plan and process. There is no pattern that would show that employees with longer experience 
perceive the implementations in a better or worse way.  

My next hypothesis was on a relationship between years of experience and excitement about 
implementation of a new tool. Bergschöld, P. Källgren, M. (2014) in their thesis said that the 
excitement is one of the motivation factors.  Mayville, L. (2018) talks about how to get an 
employee excited about a new tool. My aim was to check if people with less experience are 
more excited about new tools. Based on the survey the result was positive – 92% of the 
employees with the least experience agreed that feel excited about the implementation of new 
tools. The groups of people with more years of experience was less happy than the first group. 
Based on the research it cannot be clearly said that with a greater professional experience 
employees are less and less excited. However, it was discovered that employees who are at the 
beginning of their career, are more excited than the others.  

Irawanto, D.W. (2015) highlights how important is for employees to make decisions at their 
work. The employees who enjoys that, they also feel more motivated to perform their work 
well and they tend to be more loyal towards the organisation. Stelzer, D. Mellis, W. (1999) said 
that employees should be involved in any improvements process because they have a great 
knowledge and experience on strengths and weaknesses of the current processes. However, a 
tool selection process is a complex task and it involves bureaucracy. I wanted to check if the 
involvement in tool selection process depends on seniority level. Having analysed data from 
the survey, it is seen that usually senior managers and executives can influence this process. 
There is no perfect correlation between these two values but the research shows that there is 
some relationship. From the interviewed employees, only one of them - the most senior one, 
was fully involved in this process. Heathfield (2018) stated that people do not mind change 
when they have impact on the change and once they get used to the idea. He said that asking 
for employee’s opinion is very important even if the opinion is not taken into account later. If 
employees do not have any voice on the process, they feel unappreciated and this may create 
resistance to a change (Heathfield, 2018). The same opinion was provided by one of the 
interviewees, however it came from an employee with the least experience.   
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My last assumption was on organisation size and how often they introduce new tools. From 
the survey, it can be seen that larger companies tend to introduce new tools more often. 
Bersin, J. McDowell, T. Rahnema, A. Durme, Y. V. (2017) highlighted that in order for the 
organisation to grow further and embrace the future, they should use right tools. They said 
that new tools make employees’ collaboration easier. They also said that thanks to different 
specific tools a lot of process in the organisations are easier. Based on the responses from the 
interviewed employees, each of them experienced more than one tool implementation during 
their professional work. This shows that the companies regularly introduce new tools. Also 
one of the respondents said that the tools are vital when the business is growing.  
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6. CONCLUSIONS 
 

Heathfield (2018) listed number of steps that that the managers should follow to get their 
employees involved in helping making the change. Firstly, she advised to create a plan and 
involve as much people as possible as early as possible. Then involve stakeholders and 
employees on who this implementation will have impact. She also advised to talk to the 
employee during the process and gathering their feedback, even if their view will not be taken 
into account. She also highlights to reward particular employees for their involvement.  

The research carried out and the stated literature confirms that employees wants to feel they 
have a power and they can influence business decisions. Although the employees cannot have 
direct impact on process in organisations, it is important for a successful implementation to 
show the employees they can provide their views and they will be listened.  

Quast (2012) said in her article that before the implementation takes place, the responsible 
manager should consider what the specific changes include, who the changes will impact, how 
it will impact them, and how they might react i.e. take into account that employees might resist 
the change. Answering these questions help create a plan of action for a smooth implementation 
of a new tool. 

Mayville (2018) also supports the idea that the employees may not be convinced to use a new 
tool. He listed a few reasons on why this can be. Employees can think that they do not need a 
new tool because the current software is working for them. Learning a new tool is perceived 
for them as more work. He also admitted that humans have natural resistance to change. He 
mentioned that the new tool should be “sold” to the employees. If they know the benefits of 
the new tool they will be more willing to support the implementation process.  

Employees take a big part in the implementation process and this should be appreciated by 
the business. The success of the tool implementation to some extent depends on the 
employees. Therefore the business should involve them in the process. It should be open to 
employees’ ideas even if they will not be used in the implementation. 

Business should trust their employees and the employees should also trust the business that 
the decision that are made are for their benefits so moving forward their work is easier. From 
the interviews that were carried out it looks like the employees do not feel comfortable about 
the change because they do not know why they are performed. If they knew why the business 
chose to introduce new tool, why their tasks need to be seen, then they would be more open 
to the change.  

Business should make sure that the employees are satisfied with the implementation. If the 
employees are not happy, they may not use the tools properly. Their unhappiness may have 
also impact on a reputation of the company.  

Having looked at the results of this research, it is seen that many implementations took longer 
than they should. Any project that runs longer than expected creates a loss for the company 
e.g. due to resources that it requires.  
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The data showed that most of the employees are excited about new tool but at the same time 
they are concerned if it would do its work. This suggest that better education should be 
provided to the employees on the functionality of the tools. A lot of respondents also 
admitted that they think their organisations could use more innovative tools. This shows that 
they are open on introduction of new tools.  

The data gathered from the survey and interviews shows that the overall experience of the 
employees on the implementation of new tools is positive. However they would like to be 
more aware of the implementation process. The data also shows that the employees’ attitude 
to the new tools is better if they take part in the implementation. This may not be about 
proper involvement but general awareness of what this applies. If employees know details of 
the project they could be more engaged and supportive during the implementation.   

The main aim of the research was to identify if there is any relationship between the four 
specified factors i.e. to find any patterns. Some correlation was found between size of the 
company and frequency of introduction of new tools and between seniority level and 
involvement in a tool selection. Although these are not perfect correlations, these show some 
patterns that can help understand organisations better. This research can also help managers 
understand their employees. For example they cannot expect that an employee with a long 
experience will be excited about a new tool in the same way that an employee with little 
experience does.  

Further research could be performed to check if there are any patterns defined by other factors 
e.g. sex, industry. The employees were concerned in this research as individuals but in further 
investigations, they can be grouped based on a team or function in the business. Further 
research could be also done on new tools training to find out what training brings best results. 
Also broader research could be carried out on implementation process in different countries.  
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