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Abstract—Large-scale system migrations are complex
and often challenging processes that require careful
planning, management, and execution to ensure minimal
disruption to business operations. Change management
plays a crucial role in these transitions by focusing on the
human side of change, addressing both resistance and
adoption through structured strategies. This paper
explores the best practices in change management that
can facilitate a seamless migration of large systems. It
discusses strategies such as stakeholder engagement,
clear communication, training programs, and ongoing
support. The paper also delves into the human factors,
highlighting the importance of understanding
organizational culture and fostering employee buy-in. By
considering both technical and human aspects,
organizations can achieve a smooth transition while
maintaining productivity and morale.

Index Terms—Change management, large-scale system
migration, stakeholder engagement, organizational
culture, training, employee buy-in.

1.INTRODUCTION

In the increasingly digitized and globalized business
environment, large-scale system migrations have
become a frequent and strategic necessity for
organizations aiming to enhance operational
efficiency, ensure regulatory compliance, adopt
cutting-edge technologies, or consolidate legacy
infrastructure. These migrations—often involving
enterprise resource planning (ERP) systems, customer
relationship management (CRM) platforms, or cloud
computing architectures—represent not only a
technical challenge but also a significant
organizational transformation that demands robust
change management strategies [1].

The importance of effective change management
during such migrations cannot be overstated.
According to McKinsey & Company, approximately
70% of large-scale transformation programs fail to

meet their goals, primarily due to people-related issues
such as employee resistance and lack of managerial
support [2]. Similarly, Gartner reports that
organizations lacking structured change management
processes are six times more likely to experience
delays, budget overruns, and stakeholder
dissatisfaction during IT system implementations [3].
As such, the human and organizational dimensions of
system migration are increasingly recognized as
pivotal to the success of technology-driven change.

This topic is especially relevant in today’s research
and industry landscapes due to the rapid acceleration
of digital transformation initiatives across sectors—
from healthcare and finance to manufacturing and
government services. The rise of cloud-native
systems, cybersecurity threats, regulatory shifts like
GDPR, and emerging technologies such as artificial
intelligence and blockchain all necessitate swift and
effective system migrations. Yet, these transitions are
rarely seamless; they often introduce complexities
involving  cross-functional  coordination, data
integrity, stakeholder alignment, and user adoption
[4]. Consequently, understanding how to manage the
human aspects of technological change is vital for
maximizing return on investment and minimizing
disruption.

Within the broader domain of change management and
digital transformation, there exists a substantial body
of literature on project management methodologies,
technical migration strategies, and IT governance.
However, the specific intersection of change
management and large-scale system migrations—
particularly focusing on human-centric approaches
and cultural adaptation—remains comparatively
underexplored. For example, while frameworks like
Kotter’s 8-Step Change Model and Lewin’s Change
Management Theory are widely referenced, their
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direct applicability to complex IT migrations often
lacks empirical validation or context-specific tailoring
[5][6]. Furthermore, many case studies focus on post-
migration outcomes rather than the processes and
strategies that support successful transitions. This
leaves a critical gap in identifying and synthesizing
best practices for proactive, people-first change
management in high-stakes system migrations.

Table 1. Summary of Key Literature on Change
Management Strategies for System Migrations
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2011 | A change | Proposed an | Combined
management integrated Kotter’s change
model for ERP | model for | model with
implementation | managing project
[11] change during | management

ERP principles;

deployments. suggested  that
phased rollouts
with incremental
wins  improve
morale and
success.

2014 | Organizational Examined Found that lack
change strategies | organizational | of leadership
in cloud | readiness and | vision delays

migration [12]

leadership in
cloud

cloud migration
success;

Year | Title Focus Findings

2001 | Change Strategies for | Emphasized top
management managing management
strategies for | change during | support, effective
successful ERP | ERP  system | communication,
implementation | rollouts. and user training
[7] as critical for

ERP  adoption
success.
Highlighted
cultural
resistance as a
major barrier.

2004 | Critical success | Investigated Identified strong
factors for ERP | ERP success | leadership,
implementations | factors in small | change
in SMEs [8] and medium | champions, and

enterprises ongoing

(SMEs). stakeholder
engagement  as
key elements for
successful
migration in
SMEs.

2006 | Enterprise Explored the | Found that fear
system psychological of job loss and
implementation | aspects of | lack of
and employee | resistance to | involvement
resistance [9] system change. | were the main

drivers of
resistance;
recommended
transparent
change
communication.

2009 | Managing Analyzed the | Demonstrated
change in IT | organizational | that aligning IT
projects: dynamics change
Organizational influencing IT | initiatives with
perspectives [10] | project business strategy

success. and HR policy
significantly
improves
acceptance rates.

transitions. recommended
organizational
change
assessments pre-
migration.
2016 | Change Investigated Concluded that
management in | large-scale IT | rigid hierarchies,
public sector IT | transformation | political
transformation projects in | interference, and
[13] government poor stakeholder
sectors. involvement
hindered
transformation
success.
Recommended
participatory
approaches.
2018 | Digital Studied change | Highlighted the
transformation agility and | need for adaptive
and change | digital leadership  and
agility in | transformation | iterative
organizations strategies. feedback loops
[14] during digital
migrations.
Introduced a
framework  for
“change agility.”
2020 | User-centric Focused  on | Found that co-
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change user creation and
management in | acceptance and | employee
ERP participatory involvement
modernization strategies  in | from the outset
[15] ERP upgrades. | increased
adoption,
reduced
resistance, and
ensured
smoother
transitions.
2023 | Leading system | Addressed Emphasized
change in the era | change ethical
of Al  and | managementin | leadership,
automation [16] | Al-integrated employee
systems. reskilling, and
transparent
communication
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in managing
transitions
involving
automation and
Al systems.

2.PROPOSED THEORETICAL MODEL FOR
CHANGE MANAGEMENT IN LARGE-SCALE
SYSTEM MIGRATIONS

Large-scale system migrations often fail not because
of technical shortcomings, but due to ineffective
change management that neglects organizational
culture, stakeholder involvement, and communication
structures. To address this, we propose a People-
Centered Change Management (PCCM) Model—a
holistic =~ framework that integrates strategic,
operational, and psychological elements to ensure
successful migration outcomes. The model is informed
by classic change theories, empirical case studies, and
contemporary research on digital transformation [17],
[18],[19].

1. Components of the PCCM Model

The PCCM model consists of six interconnected

dimensions:

1. Strategic Alignment

2. Stakeholder Engagement

3. Change Communication

4. Training & Capability Building
5. Iterative Feedback & Adaptation
6. Cultural Integration

Each of these is mapped in the block diagrams below
to show the process flow and integration.

2. Block Diagram: PCCM Change Management
Framework

Figure 1: People-Centered Change Management
(PCCM) Framework
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3. DESCRIPTION OF MODEL DIMENSIONS
3.1 Strategic Alignment

Strategic alignment ensures that the migration
initiative aligns with broader business goals.
Leadership commitment and clearly defined KPIs help
anchor the project to measurable outcomes [17]. Lack
of alignment is one of the most cited causes of
transformation failure in system migrations [18].

3.2 Stakeholder Engagement

Involving stakeholders early and consistently
promotes ownership and reduces resistance. Studies
show that stakeholder engagement increases success
rates by up to 40% in ERP and cloud migration
projects [19]. Co-creation workshops, feedback loops,
and change champions are critical engagement tools
[20].

3.3 Change Communication

Effective communication must be continuous, multi-
directional, and channel-diverse (e.g., town halls,
email campaigns, visual dashboards). Research
confirms that ongoing communication boosts
employee understanding and lowers anxiety during
change [21].
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3.4 Training & Capability Building

Equipping users with the skills to operate the new
system is essential. Training should be role-specific,
accessible, and designed for different learning
preferences.  E-learning  platforms,  sandbox
environments, and peer training can increase adoption
by over 60% [22].It balances top-down leadership
with bottom-up innovation, which is considered best
practice in managing systemic transitions [25].

3.5 Iterative Feedback & Adaptation

A feedback-rich environment fosters adaptability.
Agile frameworks that incorporate iterative
improvements—based on surveys, retrospectives, and
real-time user data—are more effective in managing
evolving expectations [23].

3.6 Cultural Integration

Change is sustainable only when embedded in
organizational culture. Values such as collaboration,
transparency, and continuous learning must be
reinforced. Culture-misaligned projects face a 70%
higher risk of failure [24].

4. EXPERIMENTAL RESULTS

To empirically evaluate the effectiveness of change
management strategies during large-scale system
migrations, multiple studies have examined
measurable outcomes such as employee adoption
rates, project delays, resistance levels, and post-
migration performance. This section synthesizes
experimental data from various industries—such as
healthcare, manufacturing, and public
administration—to highlight what works, what
doesn’t, and under what conditions.

1. Quantitative Impact of Change Management on
Migration Success

A multi-industry study conducted by Prosci involving
1,778 organizations found that projects with excellent
change management were 6 times more likely to meet
or exceed objectives compared to those with poor
change management processes [26].

Table 2: Project Outcome Comparison by Change
Management Quality

Change % Projects [ % Projects | % Projects

Manageme | Met/Exceed | Behind Over

nt Quality ed Schedule Budget
Objectives

Excellent 94% 5% 8%

Good 77% 15% 12%

Fair 55% 30% 22%

Poor 15% 65% 55%

% Projects Met/Exceeded Objectives, % Projects Behind
Schedule and % Projects Over Budget

B % Projects Met/Exceeded Objectives [l % Projects Behind Schedule
% Projects Over Budget

100%

75%
50%
25% II
0% —
Poor

Excellent Good Fair

Change Management Quality

Source: Adapted from Prosci Best Practices in
Change Management Report [26]

2. Resistance Reduction through Stakeholder
Engagement

In a field experiment conducted in a Fortune 500
manufacturing firm during an ERP rollout, the use of
stakeholder engagement workshops and co-design
sessions led to a 45% reduction in resistance levels
over 6 months [27].

Table 3: ERP Rollout Resistance Metrics (6-Month
Timeline)

Time Control Group
(Months) Resistance (%)

Experimental Group
Resistance (%)

0 (Pre- 80% 78%
Rollout)

1 Month 75% 60%
3 Months 70% 50%
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6 Months 68% 43%

Source: Field experiment by Hassan et al., 2021 [27]

3. Employee Performance Post-Migration: Trained vs.
Untrained Groups

Another controlled experiment in a hospital network
during migration to a new health information system
(HIS) evaluated employee performance and user
satisfaction before and after training [28]. The trained
group showed significantly higher productivity scores
post-migration.

Table 4: Productivity Scores Pre- and Post-Training

: 2349-6002
Metric Agile Traditional
Feedback Team
Team
Avg. Issue 1.5 days 4.8 days
Resolution Time
Employee 87% 62%
Satisfaction (Survey)
Change Request 3.2 days 7.6 days
Turnaround

M 15days W 4.8days

100%

5%

50%

0%

Employee Satisfaction (Survey)

Change Request Turnaround

Group Pre-Migration Post-Migration
Score Score
Trained Group | 60 85
Untrained 58 64
Group

Pre-Migration Score and Post-Migration Score

B Pre-Migration Score [l Post-Migration Score
100

75
50

25

Trained Group

Untrained Group

Group

4. Agile Feedback Loops and Change Responsiveness

Organizations that implemented weekly retrospectives
and agile feedback loops during migration showed 30—
50% better adaptation to emerging issues. An
experiment with two tech firms showed that the agile-
feedback-integrated teams resolved post-go-live
issues 3x faster than traditional teams [29].

Table 5: Post-Migration Issue Resolution Metrics
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5. Cultural Integration and Organizational Cohesion
Scores

A longitudinal study across 16 organizations
undergoing digital transformation found that early
integration of cultural alignment programs (e.g.,
storytelling, values-based messaging) improved
organizational cohesion scores by 38% over 12
months [30].

Table 6: Organizational Cohesion Score Over Time

Month Without Cultural With Cultural
Integration Integration

0 45 43

3 48 60

6 50 68

12 52 81
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Without Cultural Integration and With Cultural Integration
B Without Cultural Integration [l With Cultural Integration
100

75
50

25

Month

Summary of Key Findings
Strategy Measured Impact Study /
Source
High-Quality 6x higher success Prosci
Change rates [26]
Management
Stakeholder 45% reduction in Hassan et
Engagement resistance al. [27]
Training & 4x greater Dubois &
Capability productivity Mahon
Building increase [28]
Agile Feedback 3x faster issue Pereira et
Loops resolution al. [29]
Cultural 38% increase in Chang &
Integration organizational Yeh [30]
Programs cohesion
5.FUTURE DIRECTIONS

Future research and practice in change management
for large-scale system migrations should focus on
further integrating technological tools with human-
centered change strategies. The development of Al-
driven solutions for real-time feedback during
migrations could provide managers with insights to
adjust strategies promptly. Additionally, the role of
data-driven  decision-making in  understanding
employee behavior and predicting resistance to change
presents an exciting area for exploration. By
leveraging advanced analytics, organizations can
refine their change management frameworks to cater
more effectively to employee needs, promoting
smoother transitions. Furthermore, as remote work

environments become increasingly  prevalent,
adapting change management strategies to hybrid
work settings will be crucial in maintaining
engagement and fostering collaboration across
dispersed teams.

6.CONCLUSION

Effective change management is the cornerstone of
successful large-scale system migrations. By focusing
on both the technical and human elements of change,
organizations can mitigate risks associated with
resistance and ensure a smoother transition.
Stakeholder engagement, communication, and
continuous training are pivotal strategies in ensuring
that employees are equipped and motivated to adapt to
new systems. As technological advancements and
organizational structures evolve, future approaches to
change management will need to be more adaptive,
data-driven, and personalized. The ability to
dynamically adjust strategies based on real-time
insights and the diverse needs of employees will be
key to sustaining long-term success in system
migrations.
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